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Report on the Manager’s Budgeting Manual Workshop

Phnom Penh  May 31 & June 2, 1995

IFacilitator: Lance Asplin
Short Term Education Budget Deve]opment Adwviscr
Yarticipants: Province Directors and Province Linance Oflicers, ey ])qmn Linent
of Finance stafT, Directors of “functional units” (sce list attached), and onc other stall {rom
cach functional unit particularly onc with finance responsibilitics.
Method: Adter some miutial background information from the Depuly Dircclor

Départment of FMinance, Mr Hang Sovonn (in the Minister’s abscence overscas) and the
Ministry’s Planning and Management Adviscr, Dr McNamara, the method was to simply
work through the drafl manual allowing the participants to arguce for amendments and
improvenients.

Outcomes: Muanagers would, as a result of their involvement in the cditing ol
the Manual, have an “ownership” and commitment to it. The manual afler the various

l'cvic:innq Ill:ldf.“ would lw a usclul tool 1o cn:\hlc M:m'npcr*; of I"um:limnl Units to :lcccpl the

. estmlatcs for lhc 1996 vcau

i |
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DAY ()Nl* Mav 31 199%

l. Participants were registered so as to ensure correct calculafﬁiﬁiTﬁ'-'f'%?Htj‘filgii#ﬁ;g\vzmccs
sct at $4 per day. (Phnom Penh and Kandal, no payment.) The majority of the participants
had been attending workshops for the previous week and daily allowances were agreed (o
be paid to them f{or the weekend to preclude higher expenscs il they were to return home

and then incur travel expenses again to come back to Phnom Penh.

2. Hang Sovonn introduced the subject matter of the workshop and spoke of the
concept of decentralisation of responsibility and authority over the preparation of budgcts
lor 1996 ycar. e was ably supported by Khicu Phan who once again rcad to the group
the introduction to the budget manual signed by the Minister encouraging a decentralised
approach. Partticipanis were given the opportunity to debate the pros and cons of
decentralisation and several of the group took the floor and spoke in favour of the
approach. The main concern from the group was that although the responsibility and
authorty were gladly accepted, a real difTiculty existed especially in the Provinees, ol
actually getting cash from the Treasury. Lacilitator agreed to take that matter up with the

Miuustry of IFinance World Bank advisers at the carliest opportunity.

3. Dr Vin McNamara gave a comprchensive run down of the finance situation in
relation to Education over the last 20 - 25 years showing a decline in allocations made o
the Minustry. He presented scveral Shdef; ‘;h()wm 0 percentages and changes over time and
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spoke convincingly of the need to establish a better reputation in being able to properly and
completely expend available funds cspecially in the Donor Aid arcas. Tle pave a few
examples of cascs where although funding was available and planning had been done the
actual cash was never spent. He highlighted the fact that the Ministry has to improve its
“absorptive capacily” so as (o be in a better position to arguc for increases in future

funding.

Responses to Dr McNamara’s scssion were put very strenuously. Most comments
were dirceted towards what is al Icast perecived to be a major difficulty in obtaming, cash
from the treasury. 'T'o a certain extent this problem exists because no clear channel ol
communication appears evident to be followed in these cases. The quotes following show
this point and others and are listed because they demonstrale some of the perceived and
real arcas of concern in the Ministry.

“We are learning how to spend... "

“...submitted project to the senior levels for budgets but no reply...”

“Why didn't the Finance Ministry give us the requested budget?”
“(problem) we are not allowed to spend the budget...”

“If these problems remain, we are likely to hold demonstrations or petition...’
“..suggest the Adviser should discuss or coordinate with Finance Ministry in order to solve the hard
problems.” '

“...slow service of Finance Ministry.”

“IWe (the) functional units should unite and solve (these problems) togethier.”

“Provincial Qfficials have to know the fucts”

“Please tell us where is the budget and 1ell me (how) 10 get the budget. 1fwe have budget in hand we
really (will) spend it.” ‘ :

“...Education and Finance Ministries must ...get along together.”

“..never had a good relationship...”

“We (need) a simple way to get it rather than the existing system. We avoid the authority of the
Governor’s approval or signatiire.”

“.really supports Lance Asplin’s suggestion.”

“Qur planning is not well arranged”

“...slow service of budget supply”

“..need very detailed documentation to support budges requests.”

“Dy Vin should not blame us jor .. .budget expenditures.”

]

4, The rationale behind the establishment of the functional units sclection was
discussed and the list modificd by the addition of a separate category for the Department of
Higher Education and the scgregation of the Distribution function from that of Printing and
the addition of Library to Distribution. Those changes make sense and have been
incorporated in the Manual.

5. The session scheduled to be rune by the Director of Planning and Aid Coordimation
did not eventuate becausc the Director did not attend.  This was unfortunate because the
infention was o get agreement on running a scrics ol oflicial information sharing, mcctings
say three times a year (o keep Directors and finance stafl awarce and abreast of current
happenings in the Planning and Aid Coordination field. There is an obvious value in such
knowledge being shared amongst senior managers and an obvious nexus to the budget
estimates that Managers are being asked to produce. It was suggested that the participants



should take the initiative themselves and wrile to the said Director expressing their desire to
be kept informed via a scries of formal mectings. ’

0. Salarics and Allowances budget development took up the remaining part of the
days activitics. Participants were referred to the manual for details of the requirements.
ssentially those requirements are that Zero Based budgets be developed by the
compilation of lists of posts, stafl, basc salary, relevant allowances and vacant posts.
Provinces were reminded of the further work required of them to go to the District and
School level for these stadl lists.  Provinces also were advised that where information from
units under their control was not forthcoming, accurate estimates based on the previous
year's slatistics would be aceepted.

Much discussion took place in this arca as salaries and allowances make up over 90% of
the Ministry’s total recurrent allocation. It is vitally important to get it ripht. Somc
discussion continucd about the stafling levels in Oflices and schools and the general point
about the development of realistic stafling cstablishments was made. There is potentially a
huge task ahead for education to get a proper and effective staffing structure not only in the
schools but also in the Districts, Provinces and Central Office. ”

DAY TWO 2 June 1995

1. Worked through cach Chapter 11, Operating Lxpenses and Chapter 31 Social and
Cultural Funds category. This was somewhat tedious butnecessary in view of the fact that
this is the first time the majority of the participants would be requested to produce budgel
estimates. For each item of expenditure, the Lacilitator gave examples ol issucs to be
aware of. For example with clectricity, cfforts should be made to ensure that the supply is
not “pirated” by other uscrs. For Automobile expense the use of vehicle logs books 1s a
usclul tool to ensure only costs relating to oflicial use are paid for.

The whole morning was taken up poing, through the list and mentioning, and claborating, on
the internal controls necessary to ensure the budgets are spent properly.

Scveral times discussion from the participants expanded the issuces here. For example the
issuc of budgeting for Exam expenses was thoroughly dealt with.  Ofien the issue of
Treasurics, particularly in the Provinces, was mentioned and the same complaint made that
it remains difficult to get cash supply from approved budgets. A quolc here may be
appropriate:  “ We have budget, but we are not authorised (allowed by treasury) to spend it. We are
not Stupid.”

2. The allernoon scssion was devoled to the Capital items side of things. Details were
given as to how the MO definitions have changed since last year and explanations werc
given by examples as to how the 1995 system works. Chapter 50 is now divided into 2
parts and each budget is held in the MOI‘. Chapter 51 is an indicative budget which,
because of the manncer in which Donors deal with the Cambodian Government, will never
have any expenditure shown against it through the official accounting system. The reasons
behind this were explained.



It was scheduled that Mr John Kohler would address the meeting about progress of
the ADB project but unfortunately he was unable to attend.

3. Hang Sovonn began the closing “ceremony” stages. He thanked the Facilitator and
the members who attended and called on the Director of Battambang Province to give his
impressions of the workshop.

4. Battambang Dircctor made the following points which have been paraphrased from
the Khmer - English translation:

- we are all aware of best management and best financial management run by the
budget development adviser and we take these practices to carry out in our
Provinces.

- we agree with the decentraliscd approach referred to in the Minister’s introduction
to the manual.

- must start thinking about {inancing the grass roots levels of cducation.
- parents should be contributing to school operations. It is a fair approach.

- Oflice cquipment should be provided to the Districts, c.g. compulcrs, cash
regisiers ctc..

- we still have problems obtaining, cash when needed even though we have budpets
available.

- Chapter 10 will be difticult for us to do properly.

- Provinces and Districts need more help to carry out their responsibilitics in the
field of Education.

5. The Facilitator was asked to share his impressions of the workshop. 1 decided to
give my impressions of the two “back to back” workshops held between May 29 and June
2.

The management processcs workshop was a great success. Firstly it was rare to have all
the provinces in attendance at onc time and their interaction was impressive. The
participants grappled with concepts like: What is management? IHow do you motivate your
staff, (remember Jack Romero?), leadership attributes and how to combine them into your
management techniques. Financial management and assct management. ‘The Bursars
manual could be a good starting point for work in {inancial management for school based
finance stafl. This workshop was designed to be a “train the trainer” and my belief is that
the managers who attended the workshop will be able to do just that.



“The Manual workshop was also successful. It was bencficial to work through page by page
making some amendments. Many ideas, concerns and issucs were raiscd by the
participants and this is what is meant to happen at workshops. 1 see it as a starting point
and something to be built on. 1996 will be the first time that the budgeting process will be
done on this new basis and there are bound to be mistakes but we must keep going to try
to build up our management capabilitics and improve cducation scrvices for Cambodia.

Thanks to HE Kea Sahan for the support he has given by taking time from his busy
schedule to officiate at this closing cercmony. I really appreciate the support given by the
Minister and the Sceretary of State for all my work here during this consultancy.

Thanks to the staff who prepared the refreshments and special thanks to Sok Thon who
once again operated under difficultics and translated with clarity and accuracy as usual.
Iis job ts far more diflicult than mine. I know what I'm about to say; Thon has no idca
and has less time to do the translation and verbalise it. Once again, Thon, well done.

Finally, as I ncar the completion of this contract, thank you to all the Education stafl' T have
had dealings with and I hope to return at some future time.

0. Iis Excellency Kea Sahan then spoke to the Participants. Once again § have
paraphrased the Khmer - English translation.

- On behalf of the Minister, thanks to AusAID for the assistance to Education through these workshops.
- Special thanks to Lance Asplin and have a good trip back 10 Australia.

- Lance Asplin introduced Brainstorming to the first workshop. This approach gets people thinking and
sets the starting points for education officials.

- Work now needs 1o be done on a “Law” for finance.

- External donors grants must be implemented and spent quickly and properly.

- Government provides the equivalent of 300,000 riels per student.

- Care needs to be taken in budgeting for Exams and retirement.

-olid Cooperation is getting hetrer day by day.

- Govermment must now start (o draw v S vear plans (o take us into the next century

- Monagers should be avware of liow to manage finance.

- Need 1o plan to spend what we need, that is good management.

- Most important thing is to plan and defend and dociment your hudget estimates.

- Comypnaters ure needed in all offices and in the fleld (schools)

- Lance Asplin to suggest further technical assistance to Education from AusAID.

- Lance sdsplin is an usset 1o the Education Ministry.

- Please come back and help us with the “Law of Finance”.

With those remarks the workshop was otlicially closed.

!

Lance Asplin
Budget Development Adviser, June 1995
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