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INTRODUCTION

About the SYNERGIA Project
(further referred to as: SYNERGIA)

SYNERGIA - a network for cooperation and exchange of
experience between high-level officials from Central
and Eastern Europe

Inspiring development

Partners

LECH KACZYNSKI
NATIONAL SCHOOL
‘OF PUBLIC ADMINISTRATION

Lifelonglearning now represents one of the greatest challenges for
societies. The capacity and willingness to learnin different formats
and places, and at different stages of one’s life, is what facilitates
effective adaptation to a changing - and more and more demand-
ing - reality. In the case of public administration, a readiness to
supplement knowledge and skills constantly is of particularly key
importance, since it raises the quality of operations, starting with
abetter motivation for action on the part of employees, and extend-
ing to satisfaction among citizens as they avail of services provided.

SYNERGIA has offered unique opportunities for development, adjust-
ed to the needs of the holders of higher managerial postsin public
administration. It is through the Project that such senior officials
fromthe CEECs have enjoyed the chance to share experiences and
set differentideas on how to manage institutions in public adminis-
tration against one another, in the presence of world-class experts
and practitioners from around the world when it comes to public
management. The Education and Cooperation Programme pursued
under SYNERGIA has represented an endeavour giving space to
high-level managers to engage in a mutualllearning experience, and
then to move on to animplementation phases during which thereis
further space to actually give effect to change in one or more insti-
tutions of public administration, by way of agood practice picked up.

KSAP - Krajowa Szkota Administracji Publicznej im. Prezydenta
Rzeczypospolitej Lecha Kaczynskiego - i.e. the Lech Kaczynski Na-
tional School of Public Administration (in Warsaw) (as Project Leader)

IPA - the Institute of Public Administration (Bulgaria),
LSPA - the Latvian School of Public Administration (Latvia),

UPS - the University of Public Service (Hungary).
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Aim of the Project

Addressees

Via the cooperation network for managerial staff in the public ad-
ministration of the above CEECs:

preparation and pursuit of a new and tailored Education and
Cooperation Programme,

implementation in Polish administration of solutions in insti-
tution management devised as effect was being given to the
above Programme.

Project Participants were:

institutionsin the central or provincial administrations of Poland,
institutions in the central or provincial administrations of other
CEECs,

units subordinated to or supervised by institutions in the central
or provincial administrations of Poland or certain other CEECs,
who take up arole in the development process, and (inthe case
of aninstitution from Poland) also give effect to the developed
recommendations as regards institution management.

Institutions delegated their representatives to take partin the
Project, with the condition being that they serve in higher-level
managerial posts:

at the centrallevel (Secretaries and Under-Secretaries of State,
Heads of Central Offices and their Deputies, Directors-General,
Directors of basic organisational units of institutions or their
Deputies, or Chief Accountants, as well as people on an equiv-
alent level to those mentioned),

at the provincial level (Voivodes - Heads of Provinces in Poland,
or their Deputies, Heads of Provincial Offices or their Deputies,
Directors-General, Heads of basic organisational units of insti-
tutions or their Deputies, or Chief Accountants, as well as people
on an equivalent level to those mentioned).

Under the Project, two parallel pathways for application and
participation were launched.

Via the team participation pathway: people announced for par-
ticipation formed the Project Team within the Participant Insti-
tution. The team comprised at least one representative of the
highest management in the said institution (i.e. the Secretary
of State or Under-Secretary of State, the Voivoide (Provincial
Governor) or Deputy thereof, the Head of a Central Office, or

About the SYNERGIA Project (further referred to as: SYNERGIA)
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Form of implementation

Deputy thereof, or a Director-General), or else another person
authorised by the above

= Todevelop andthenintroduce managerialimprovements for the
given institution. In its first application for the Project, a Team
would designate its Coordinator for organisational matters.

= Via the individual participation pathway: the assumption that
participation might also be possible for individuals singled out
for that by their institutions. Please note here that, in accord-
ance with the Project Regulation, more than 2 people attending
from agiveninstitution were considered to form aProject Team,
and would thus be obliged to involve themselves via the team
pathway.

Ultimately, participants extended to some 170 representatives
of institutions in public administration, including 100 from Poland,
as well as 70 representing selected CEECs (Bulgaria, Hungary and
Latvia).

The Project went through 4 Editions. Each Edition involved effect
being given to:

= the Education and Cooperation Programme of training,
= theimplementation part.

In principle, the Education and Cooperation Programme of each Edi-
tion was pursued over 22 days of classes givenin Englishin Poland

(at the Lech Kaczynski National School of Public Administration) and

in the Partner Countries (Bulgaria, Latvia and Hungary), as well as

online. The whole effort took in:

= Acycle of training activities, i.e.in project managementinthe
public sector (cohesive project-management methodology),
strategic management in public administration, process man-
agement, change management, risk management, people man-
agement (i.a. leadership, employee motivation, team manage-
ment), communication management and effective negotiations,
knowledge management, management by objectives, and the
use of ITinthe public sector. The classes have been conducted in
English by experienced lecturers representing world-renowned
universities, ranked at the top of international rankings, as well
as experts from partner countries. The programme was imple-
mented using the recognised Harvard Case-Study Method,
employed by world-best universities in educating top managerial
staff in both the private and public sectors.

About the SYNERGIA Project (further referred to as: SYNERGIA)
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Implementation period

Project financing

European
Funds
Knowledge Education Development

Subject workshops - devising innovative recommendationsin
the sphere of the management of public institutions, as good
practices.

= Theformby which effect was given to the Project as manifested
by the Education and Cooperation Programme was analysed
and adapted to the needs and realities of public administration.
Polish sessions and those done in other countries were organ-
ised to comprise training sessions, networking meetings, work-
shops, peer-learning sessions and so on.

The part involving implementation of good practices followed

on fromthe training part. Aninternal competition was run within the

Project framework, and given institutions in Polish public administra-
tion then obtained the support needed via the training of necessary
personnel as regards real-life implementation of achosen practice

in aninstitution, with funding also extended for the first-phase intro-
duction of the solutionininstitution management, as developed as

part of the training sessions.

The Project was pursued between September 2019 and December
2023.

Effect was given to it under the Knowledge - Education - Develop-
ment Operational Programme:

= Priority Axis 4 . Social innovations and supranational cooper-
ation,
= Measure 4.3. Supranational cooperation.

For more information on the Project, see:
www.synergia.ksap.gov.pl/en/home

** %

Republic European Union [
of Poland European Social Fund K

*
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INTRODUCTION

A few words on the idea of the Mini-

handbook of good practices

ThisHandbook is for officials of the governmental administration,
especially managers at the middle or top levels, but it would
certainly also find successful use among those working in offices
of local or regional government, in so-called state institutions,
and in various other organisational units notably in the public-
finances sector. Those researching administration may also find
a use for it, as may consultants, and teachers and trainers for
public administration.

Basically speaking, the material present here extends to all the
key areas in contemporary management which are capable of
being transferred as good management practice, and which it would
indeed be worthwhile to bringin.

Allorganisations in existence might find something of worth here,
given the possibility that some issues present may be (re)solved
on the basis of it.

Inline with one of the conceptualisations’, this Handbook, like hand-
books in general, was designed to serve functions that were:

= informational - involving better recognition of the world sit-
uation;

= research-related - stimulating the independent resolving of
problems;

= transformational - showing how theoretical knowledge might
be turned into application in practice;

= self-improving - through encouragement into further study.

A good handbook, dealing with significant content and facilitating
further immersion in the given field (via a hybrid popular and spe-
cialised bibliography), should inter alia:

match with the state of the art as regards knowledge in the
given field;

1 Polish Wikipedia entry concerning Podrecznik szkolny (i.e. school textbook or handbook).

A few words on the idea of the Mini-handbook of good practices
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be writtenin scientific style, with terminology from the given field;
= be accessible to broad circles of recipients and serve in the
popularisation of knowledge;
= besuitable for practitioners, researchers and allinterested in
the given subject matter?.

The author sought to take account of all of these functions within
the framework of the adopted Mini-handbook framework.

This was above all served by the selection of didactic means such

as drawings, photographs, tables, diagrams, examples, or apho-
risms; with the strong intention being for these to connect clearly

with public administration, public life, or the public sector, be thatin

Poland or elsewhere in the world.

Alongside a description of each practice, and recommendations
as regards implementation and further pursuit, this Mini-handbook
offers concise discussion of the state of the artin management
in general and public management in particular. A specific fea-
ture here is the strong emphasis placed on workable practices
and actual effect being given to them, notwithstanding the way
in which the setting is one of academic knowledge in the sphere
of management, public-sector management included. The author
has sought to bridge the gap between managementinbusiness
and the version possible and desirable in administration. The
differences between the two are fully recalled, as are the similarities.

The Mini-handbook format relates first and foremost toits concise
nature. The publicationis not a pocketbook by any standards; but it
does offer a concise means by which to present defined content.

However, this Mini-handbook goes beyond the level of slogans.
Most concepts from the sphere of management are explained here
in a synthetic manner, but not cursorily. The aimis to stress whatis
of most use and relevance in the context of the practices under
discussion. In particular, this has related to the core specifics of
the area of managementin an organisation being addressed, where
there is a chance and reason for that practice to be ushered in.
The large number of aphorisms and further references to material
out there also seeks to offer a more-synthetic expression of the
publication’s core content.

2 The Polish Wikipedia entry on Podrecznik akademicki (= academic textbook).

A few words on the idea of the Mini-handbook of good practices
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Butinline with the “mini” formula, certain contentisindeed concise
and sparing. Thenit would of course be ideal to draw on the relevant
literature - the most recent examples of which the author has
sought to include and recommend.

Internet sources are to all intents and purposes inexhaustible, di-
versified, and updated constantly. That is at once a strength and
aweakness. We did not want the formula “mini” to be a synonym of
such negative-sounding descriptions as “shortish”, “sparse”, “par-
simonious”, “frugal” and so on. However, the author had a choice
to make, given the Project material that had been brought together
under SYNERGIA, as well as the time given and expectations held
for the publication formula by KSAP.

That has all meant some issues being curtailed to the minimum, or
even skipped over. Those aspects will need to be sought in special-
ised, and/or academic, publications.

The mini-handbook layout following on from all the Editions of
SYNERGIA taken together is as follows:

Introduction - relating to SYNERGIA and the idea of the
Mini-handbook.

. Section 1, offering a synthetic discussion of the management-

-sciences approach to the different ways in which an organ-
isation might be improved, including via benchmarking and the
transfer of good practices.

. Section2,inwhich 43 good management practices gain discussion.

. Section 3, on the problems and solutions when it comes to effect

being given to good practices in an organisation.

. Section 4-the final one, in which the talk is of the importance in

management and organisational tasks of synergy (chosen not
by chance as the title of the Project), as this refers to those in public
administration tasked with bringing in good practices.

The most-extensive Section is of course the one discussing
the good practices that all the participants of SYNERGIA were
able to develop. The layout of that Section is mainly devoted to
describing the sphere of management that the practice relates
to. Thereis adiscussion of key features of that given area, including
as regards public management in public organisations. The de-
scriptionis nevertheless “in anutshell”, as the key elements are

A few words on the idea of the Mini-handbook of good practices
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offered, along with objectives, key actions needed to implement,
resources needed for that, and risks and barriers that have to be
borne in mind. Various means are sought to facilitate understanding
in readers, and make things easier for those planning to usher in
a practice in their own institution.

Elements such as inspirations, quotes and literature likewise facil-
itate - in this case access to additional sources. Interesting Polish

and foreign practices are pointed out, while the aimis also to trigger
general reflection on management. Presented here first and fore-
most are examples of these and similar management practices

applied in other countries in public administration, along with

interesting reports and studies on the subject. Recommended lit-
erature is provided at the end of each Sub-section dedicated to

a specific management area, and encompasses various sources

that will allow knowledge to be expanded. It is very largely publica-
tions from the last few years that are highlighted.

A few words on the idea of the Mini-handbook of good practices
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On the SYNERGIA Project method
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The Project has as its aim the use of a cooperation network in the
preparation - by management personnel from the public administra-
tion of selected Central and Eastern European Countries - of anew
Education and Cooperation Programme leading on to real-life
implementation of solutions for public-institution management
that have been worked on through the Project.

This means - and it needs emphasising with all effort - that the

practices, recommendations andideas offered here for making an

organisation work better are not merely a transfer of what is pre-
sented in the relevant subject literature. Rather, at least 40-50%
of the content here is Project-participant output developed

through the applied part of SYNERGIA, in all the forms that that
took. Indicated below are these types of activity engaged in by those

taking part, which served in the selection of practices, as well as the

recommendations as regards ways of giving effect to them.

XX ) SYNERGIA Project activities

= training sessions with experts from key world centres of excellence regarding public
management, not least an Exploring Best Practices Session that served adaptation
of good practices arising out of the cases discussed, in order that these might meet
the needs, and match the realities, of institutions in public administration

= workshop sessions with experts from Poland and the partner countries

= workshop sessions that drew up new recommendations for institution management

= methodology involving the Case Studies developed by Harvard Business School

= networking meetings

= simulation games

= peerlearning sessions

On the SYNERGIA Project method

All of that shows how the involvement of participants in training
sessions and workshops run by leading experts in regard to the
latest solutions and trends was in fact just the start of the work
done within the SYNERGIA Project framework.

Participants representing different countries, different units of
the public sector in partner countries and at different levels
of management (and also of different generations) engaged
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The value of practices and practice was
perceived in ancient Rome, whose
heritage remains strongly presentin
European administration.

Seneca:

We learn, not in the school, but in life.

Cicero:

We must not only obtain wisdom:
we must enjoy her.

in discussion on practices with the experts, and gave deep con-
sideration to their being applied in public administration, and to
the conditions under which effective transfer into the offices they
themselves represented might be achieved. Such a selection of Pro-
ject participants and workshops concerning the different practices
ensured a high likelihood of a comprehensive, multi-faceted view
of good practices, as well as account being taken of diverse cultur-
al, structural, and organisational conditions. The lecturers, though
academics, are at the same time consultants and practitioners
collaborating closely with entities in both government and business.

At the same time, with the support of experienced trainers and
facilitators, participants developed each practice from the point of
view of its significant practical dimensions for implementation
in units within public administration.

The fact that the Project assumed the acquisition of practices
from 10 areas of management’ also has its positive significance
for both the course of the work and its outcomes.

Those taking part were (or became) fully aware of the close inter-
dependence of these different areas within an organisation, and

the way these impact upon each other (also via synergy). The effect
was aninfluence on the creativity shown as work on practices was

done, with better and fuller perceiving of opportunities, risks and

overall conditioning of the different practices in the context of the

organisation’s operations overall.

The key dimensions to this “practical approach to practices” inter
alia concerned:

= the problems within an organisation for which the practices
might represent a potentially helpful/effective solution,

= the conditions and resources within an organisation that
would allow for real-life implementation of a practice in public
administration,

= the risks having to be borne in mind and taken account of as
given practices are broughtin.

1 These are: Project Management in the Public Sector (cohesive project methodology), Strategic Management, Process Management,
Change Management, Risk Management, Human Team Management and HRM (leadership, employee motivation, team management,
etc.), Communication Management and Effective Negotiations, Knowledge Management, Management by Objectives, and the Use of ICT

in the Public Sector.

On the SYNERGIA Project method
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Communication

Change

Those taking part did their best to put themselves in the shoes of
those who would actually give effect to a given practice in the

organisation, as well as those who would extend leadership over
the whole thing.

Additionally, the interlinkage of each practice with other (espe-
cially horizontal) dimensions of organisational activity were ana-
lysed, especially in areas such as human resources, communication,
or virtualisation.

People .
Practice

management

Public

On the SYNERGIA Project method

administration ! Projects

SYNERGIA

All these steps have been necessary in pursuit of the SYNERGIA
goal of the actualimplementation of solutions developed as effect
was given to the Programme, in terms of aninstitution within Polish
administration being better managed.
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On the SYNERGIA Project method

It is worth noting that participants selected recommended prac-
tices from a longer list, thus having the opportunity to highlight
those particularly suited to, and feasible for implementation in, ad-
ministration. Determining the final list of practices was a matter of
discussion, hesitation, dilemma and further “coming together”.

The participants of the training sessions very largely concurred
that the presented and subsequently recommended practices
could gain application in public administration. At the same time,
they were aware that a simple “transfer” is not an effective method
unless the organisation conducts self-assessment, assesses its
needs and level of readiness managerially, and then considers
how to tailor the practice for a specific institution and a par-
ticular problem. The transfer of practice must be a creative
process - adapted to the specific social and cultural context of
the organisation - rather than being just a straightforward import.
Without this approach, no more-durable implanting of a practice
will prove achievable.

This way of working leads to enhanced managerial competences
among high-level personnel in public administration, on account of
the fact that these people:

= consider how a practice used in other organisations and de-
scribed in management science might gain application in
their own institutions,
are confronted with opinions - sometimes at odds with their
own, or even critical of their own - from people who are peers,
and also have long experience,

= canhold discussions with consultants as regards different
aspects of the practices,

= steadily cometo see apractice as genuinely doable, in so doing
taking on as their own the particular mindset that underpins
the given practice.



What are good practices and how to use

them wisely (and measure their efficacy)?




INTRODUCTION

The broader context of good
practice(s), the Project context

British authors Marcial Boo and Alexander Stevenson write, in their
book The Public Sector Fox, that: “The modern public sector is the
land of the fox (..) For the modern manager, whether you formally
work in the public sector or you work in a charity or company that
provides public services success now depends on performing
expertly inanumber of different environments and across arange
of situations. You need to change your style, draw on various tech-
nigues and have more than one way to adapt and perform. You need
to be flexible. You need to become a fox”. They mention 13 key skills
grouped as personal, primary and practical, as follows™:

1. Commitment. You must have drive, ambition to achieve and belief
in what you are doing.

2. Experimentation. Your curiosity and adaptability must keep youand
your work improving.

3. Resilience. You must be determined, able to overcome obstacles
and bounce back from failure.

4. Perspective. When under pressure, you must have the judgement
to make the right decisions.

5. Strategy. You must define what needs to happen in the face of un-
certainty.

6. Planning. Youmust turn your strategy into something practical and
achievable.

7. Information. You must understand and exploit the data and knowl-
edge around you.

8. Responsibility. You must take and give responsibility in the right way
and at the right time.

9. Finance.Youmanage public money effectively, efficiently and credibly.

1 M.Boo, A. Stevenson, The Public Sector Fox. Twelve Ways to Become a Brilliant Public Sector Manager, Matador 2016.

20 The broader context of good practice(s), the Project context
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10.

1.

12.

13.

Further reading:

Donald Savoie, What is government
good at?

Thomas Jefferson:

History, in general, only informs us of
what bad government is.

Commerce. You must understand how to get the best from your
private and voluntary sector partners.

Communication. You must exploit all the channels available for you
to get your messages across.

People. You must get the most out of every person who works with
you.

Benefitting from the experiences and knowledge present in the
whole public sector through the building within it of a network of
contacts.

The above, rather popular listing of a series of palettes of skills
necessary in modern management in the public sector may be
supplemented by a short historical and theoretical reflection?.

A Canadian political scientist specialising in public management
called Donald Savoie® was the 2105 recipient of an award for abook
entitled What Is Government Good At? He replied anecdotally at that
proud moment that his colleagues - Professors of management in
business - joked that the book must be a very thin one, while the
far fatter one would concern what Government is not good at!
Nevertheless, Savoie’s book shows us that, notwithstanding its
many weaknesses, the public sector (in Canada) has many causes
for satisfaction, and also many opportunities to improve.

In Europe too, we are at a rather different point - when it comes to
public management - than we were in in the late 1970s and early
1980s, when the main opinion expressed (if justified in many as-
pects) was of a certain clumsy outdatedness of the previous
model of administration, denoting a clear need for management
there to become more similar to that in private corporations.

But the 1970s reform of the public sector and public admin-
istration linked up closely with crisis and change in the welfare
state, with the response to the then problems considered torequire
a Neo-Liberal kind of ideology, manifested in our sphere by New
Public Management (NPM). There were ever-greater difficulties with
public finances, a need to cut and save and tighten belts, amore and
more complex management environment, growing problems with
the steering and control of the bureaucracy - these were all core

2 The Authors also run the www.public-sector.co.uk website.

3 Check out the interview with Prof. D. Savoie.

The broader context of good practice(s), the Project context
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reasons for reform of states to be undertaken - to move away from
a Weber-type model of administration. Further major importance
was then and needs now to be attached to the fashion espoused by,
and pressure imposed by, such international bodies as the World
Bank, OECD, IMF and also EU. Most often, change meant reform in
the surroundings of the public sector, as well as within it.

But this also extended to the political system as a whole, and the
tasks of state and administration (to be reduced). Structures (the
government and its provincial arms) were also taken in, as were
methods of organisation and management (procedures, process-
es, the introduction of markets and competition), as well as people
management and budgeting.

The first phase of reforms in the NPM spirit was associated with ad-
ministration receiving a dose of instrumentation usedin the private

sector. The use of good practice(s) from that sector in part reflected

acrisis of values in traditional public administration -i.a. as this was

characterised by low universality, efficiency, and rationality, which

contributed to market inefficiency. It also involved hierarchy and rigid

operating principles, lack of flexibility and responsiveness to needs,
arrogance, being bound by a ‘tangle’ or ‘thicket’ of regulations, low

susceptibility to change, and limited adaptation to changes ongoing

in its environment. The evolution of public organisations towards

greater flexibility led and continues to lead to, among other things,
broader resort to organisational experimentation.

The instrumentation of New Public Management in many places

invokes methods originally applied by business organisations. This

includes areas such as outsourcing, analysis of customer opinion,
digitisation, afocus onresults / outcomes and financialimpact, the

notion of the learning organisation, alinking of remuneration levels

to results, changing organisational culture, quality management,
flexible personnel management, strategic management, and per-
formance measurement. This is ultimately the so-called managerial

mode of leadership?.

After some time, however, it became apparent that not every-
thing that is business-oriented serves as a remedy for every
problem in the public sector. Even the remedy itself, while cer-
tainly unleashing a new energy in administration, proved to be

4 For more on this, see: M. Zawicki, Nowe zarzgdzanie publiczne, Warsaw 2011.
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questionable in some cases. Nevertheless, it was arevolutionin
administration, and a great part of the solutions were adopted to
good effect, even if often after adjustment to the specifics of the
public sector.

Further change, arising out of a somewhat different philosophy, was
constituted by the era of reform in administration surrounding the
good governance concept. This had as its aim enhanced public par-
ticipation in the said governance, as well as an administration that
was transparent, honest and full of integrity; but also accountable
and as necessary answerable®.

Today'sleading paradigm s that of the so-called neo-Weberian

state - which seeks to link the pluses of the Weberian bureau-
cracy (the strong state, role of law, ethical and other principles of

the civil service) with the most and best tried and tested ele-
ments of NPM, out of a desire to go on increasing efficiency and

effectivenesss®.

Itisjust this third approach - akind of synthesis of what was best
with the classical model plus what succeeded when it came to
the deployment of market and business methods in administra-
tion - that was actually the starting point for both this publication,
and the premise behind the SYNERGIA Project.

We also need to recall the extended accountability and answerability
formula for public officials. Today, it is not merely the immediate
superiors - decision-makers who are politicians - that ensure that
civil servants answer for what they do. It is also a wide range of
stakeholders.

These can be taken to include:

= citizens, also as voters and the clients for public services;

= organised stakeholders, be these trades unions, employers,
organisations and movements in society, organised religions
and minorities;

5 Inthe Polish literature: Zastosowanie idei public governance w prawie administracyjnym, ed. . Niznik-Dobosz, Warsaw 2014; Nowe
zarzqdzanie publiczne i public governance w Polsce i w Europie, eds. A. Bosiacki, H. Izdebski, A. Nelicki and |. Zachariasz, Warsaw 2011; W.
Szumowski, System zarzqdzania urzedem administraciji samorzqdowej perspektywa koncepciji good governance, Wroctaw 2019;
Negocjowana demokracia, czyli europejskie governance po polsku, ed. K. Wodz, Warsaw 2007.

6 Writing broadly and exhaustively on the reform of administration are: C. Pollit and B. Bouchaert, Public Management Reform.
A Comparative Analysis - New Public Management, Governance and Neo-Weberian State, Oxford 2011.
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universities, think-tanks, research institutions and individual
experts;

= public opinion as represented by the media;
= the co-workers and professional environment of the official;
= future generations and people in other countries and regions

of the world.

InaProject whose aimis the use of good practice(s)inmanagement
(be that business-related or public), a strong emphasis needs to
be put on several equivalent elements of each one. These are first
and foremost:

Its implementation and widespread recognition as valuable, and
tried and tested in management science.

2. The possibility of application in public administration at its various

levels andin different spheres from strategic management to public
communications.

3. Thedetermination of conditions andrisks associated with the bring-

ing-in of the given practice, as well as the resources necessary if
that is to be done - with a view to the possible implementation not
being merely a matter of fashion, media pressure or some kind of
transitional capricious behaviour of those in charge, but rather are-
sponse to a thought-through decision and action plan made ready.

Element number 2 gained particular discussion and verification at
the hands of the Project participants - officials and managers of
public affairs involved - because they wanted to consider just how
applicable each of the proposed practices might really be.

Hence penetrating selection of practices by those taking part in
SYNERGIA in terms of the practical dimensions of each - through
work done in working groups, and leading to the 14 documenting
points within the standard layout and format present in the case of
the practices (a “best practice template”).

It was in the course of that work that objective, risks, resources
and stages were all considered and discussed. A choice was also
made when it came indicators of the effectiveness of the practice
following implementation.

The broader context of good practice(s), the Project context
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What are good practices
inmanagement?

For more, please read:

J. Collins, Wizjonerskie organizacje.

Skuteczne praktyki najlepszych
znajlepszych.

%

Do you want to be better?
Learn from the best!

The applied good practice(s) technique is today widespread, be-
coming universal.

Evenarather cursory review of literature in the field of social scienc-
es and management science from recent years indicates an in-
creasing emergence of publications related to good practices.
These encompass such diverse areas as organisation manage-
ment, crisis management, finance and accounting, ICT in organi-
sations, time management, negotiations, personal development
and coaching, leadership, business communication, big data, and
project management.

Within the realm of public management and administration as con-
ceived broadly, publications regarding good practices are notable in
areas like managementinlocal and regional government, public
innovations, HRM, policing management, city management and
urban policy, crisis management, public services, local and re-
gional development, public education, and employment policy.

Thereis thus avisible need or demand for this kind of publication
among managers, experts and researchers, though the works
may be scientific in nature, or else handbooks, or sometimes
collections of good practice(s). That precise term is not always
used, as we may also have notions like techniques, tools, instru-
ments, models, means and methods.

The literature in this field, especially advisory literature, entices
managers to read through attention-grabbing titles such as:

= triedandtested (also: only tried and tested), intelligent strategies,
techniques, practices, ways, habits, methods, approaches, only
proven techniques; and even bombastic ones like battle-tested,

= advanced practices/techniques,
vademecum of good practices, best practices of an effective
manager,

= goodimplementation practices / why good practices? and even:
Effective practices of the best of the best (J. Collins).

In this literature, there is a visible seeking-out of “bridges” between
practices and knowledge/theory of management (“knowledge and
best practices”, “marriage between science and practice”, “theory
and best practices”), but also an acknowledgment of implemen-
tation aspects of good practices (“good practices - analysis and

planning”).

The broader context of good practice(s), the Project context
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The ways of disseminating good practice(s) in management sci-
ence prove to be very diverse on what is undoubtedly arich market

for advisory services in business and management. A catchy title

and domain proves significant here, as with:

= publication - reviews of the best books on management’.

= referencing of success in key spheres in society, like sport8.

» examples of admired institutions, be these military® or reli-
gious™.

= national or regional management styles (e.g. Scandinavian,
and so on)™.

= styles of leadership and management of recognised and re-
nowned leaders from history, the military or business™.

7 Forexample: J. Covert and T. Sattersten, 7100 najlepszych ksiqzek biznesowych. Poznaj niezbedny kanon, Warsaw 2009.

8 M. Carson, Menedzerowie. Jak myslq i pracujq wielcy stratedzy pitki noznej, Poznan 2014.

9 J.Willink and L. Babin, Ekstremalne przywodztwo: Elitarne techniki Navy Seals w zarzqdzaniu, Krakow 2017.

10 Ch.Lowney, Heroiczne przywédztwo. Tajemnice sukcesu firmy istniejqcej ponad 450 lat (zakon jezuitéw), Krakow 2011; P.G. Bianchi,
Duchowos¢ i zarzqdzanie, czyli reguta Sw. Benedykta w strategii przedsiebiorstwa, Tyniec 2008.

11 D.N.Sull, Y.Wang, Made in China. Czego zachodni menedzerowie mogq sige nauczy¢ od pionieréw chinskiej przedsiebiorczosci, Warsaw
2006; A. Pegani, Filozofia Kaizen - rozwéj miedzynarodowego przedsiebiorstwa wedfug japoriskiej metody, Warsaw 2017.

12 H.A.Kramers, Sygnowano Jack Welch. 24 lekcje najwybitniejszego CEO na Swiecie, Warsaw 2002; S.F. Hayward, Winston Churchill.
Przywédztwo wybitnego meza stanu, Gliwice 2008; T. Phillips, Abraham Lincoln: Skuteczne strategie na trudne czasy, Warsaw 2009.
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INTRODUCTION

Benchmarking

Good practices of management are universally a basis for the

method of benchmarking, which has been popular for some time

now. Thisis a process by which we identify the best practicesin

respect of a product or process. However, benchmarking is more

than a list of good practice(s) and solutions. Rather it is a broader
method that points to those practices that might usefully be ap-
plied - including as indicators and points of reference with a view

toimproving the practice presentin one’s own organisation. Bench-
marking may exist within an organisation, inrelation to a direct com-
petitor or one in a totally different area of management. The main

value of the practice is the way in which it encourages people to look

beyond established ways of behaving within their own organisation;

and at the same time - since it proved itself in another place, quite

alot is now known about it, so the risk of bringing it in is lower,
while costs nolonger need to include any phase of conceptual

work (for example)'.

Bengt Karléf and Fredrik Helin Lévingsson in their work A-Z of
Concepts and Management Models draw an interesting dis-
tinction between benchmarking and benchlearning. For them,
both are founded in a simple theory that it is wise to learn from the
experiences of others, instead of forever trying to reinvent the
wheel. The experience gathered may of course be negative, as
well as positive, meaning that we can learn from both mistakes
and successes?. In their view, benchmarking concentrates on key
indices and processes, even as benchlearning goes yet further -
above all seeking out causal linkages with defined practices(i.e.
that which underpins them). There is then far-reaching insight into
what causes practices in a given organisation to be successful. The
advantage of benchlearning lies in the systematic comparison of
models that might be followed, as opposed to the straightforward
importation of what is fashionable (often some kind of shortlived “hit
of the season”). “Deep” benchmarking is basically benchlearning,

1 For broader treatment, see: T. Krasnicka, Benchmarking (in:) J. Bernais, J. Ingram and T. Kraénicka, ABC wspéfczesnych koncepcjii metod

zarzqdzania, Katowice 2010.

2 And for broader treatment, also see: B. Karlof and F.H. Lovingsson, A-Z Concepts and Management Models, Thorogood Publishing,

London 2005.

Benchmarking



28

Benchmarking

= comparing with the best, learning from
the competition,

= astandard of outstanding achieve-
ments,

= seeking out the branch’s best practices
with a view to excellent results being
achieved in order to match up with (or
overtake) the leaders,

= looking for the best methods for the
given type of activity,

= seeking best practices that not only
offer adaptation, but also resultin
raised efficiency.

which engages in the appropriate comparison of key indicators,
procedures and causes. For whatis involved here is an observation
that something is done more effectively, along with how that looks
at the level of the detail.

Benchmarkingis usually top-down (management), even as bench-
learning seeks to ensure that all in an organisation and its teams
are engaging in an aware fashion, and with conviction, in change
and the application of good practices?.

Without this discernment, we are threatened by a “banalising
(making shallow or trivialisation) of benchmarking, with no refer-
ence made to causality or “progress”.

Moreover, a key thing in benchmarking is for “apples to be com-
pared with apples” (not pears), and likewise “a basket of apples”
with other baskets, rather than single apples being compared with

entire baskets. By drawing such distinctions we have anindication

as to the core factors in the success of application of a good prac-
tice inmanagement “imported” from other organisations, branches

or sectors.

Itis, onthe other hand, obvious thatbenchmarking has an advantage
inbeing applicable inalmost every organisational situation. It should
thus entail inspiration, first and foremost, rather than copying. As
the authors note: People should never say no to creative intelligence®.

In turn, James C. Koch sees benchmarking as a process by which
afirm gauges its products, services and practices, as set against
the most troublesome competitors or firms regarded as leaders in
the branch. Benchmarking is thus one of the best tools at the dis-
posal of a manager who wants to determine if the firmis engaging in
certain functions and activities effectively or not; as well as whether
costs are similar to those of the competitors, or whether internal
activity and business processes are in need of improvement. The
idea of benchmarking is to achieve some measurement of inter-
nal processes as they compare with an external standard. This is
ameans of coming to know which firms are best when it comes to
engaging in defined activities and operations, and then seeking to
imitate the techniques they use - or better stillimprove upon them?.

3 Ibidem.
4 More broadly ibidem, pp.28-36.

5 See the entry on Benchmarking, (in:) Encyclopedia of Management, eds. J.C. Koch and M.M. Helms, 5th ed., Thomson Gale 2006, p. 36 et seq.
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Internal benchmarking is also possible - as an analysis of a given
practice in different units or an organisation, with optimal effective-
ness within the organisation being sought out, and there also being
some identification of the core activities and factors that lead to
greater achievements®.

Some view benchmarking as one of the oldest management
concepts’. In history, the beginning of it will have been intuitive,
though in a formalised version this began - appropriately enough
perhaps - with the firm Xerox (in 1979), given market problems it
was experiencing.

The founder of benchmarking at Xerox Robert C. Camp, published

the first monograph on the topic, and the tool, in 19898. By the 1990s,
people were beginning to talk about the “benchmarking revolution”
in management®.

The story of management is the history of many threads, be these in
engineering - Taylor, Ford; universalist - Fayoll, Weber, Simon; human-
ist - Maslow, Drucker. The authors of the handbook on the history
of management thought in turn place benchmarking among such
aspects of contemporary organisational thought as TQM or
lean management, or business process reengineering, given
arecognition that the method is of importance in the history of
the discipline™. In their view, the core essence here is identification
of best practices, and their creative application to organisations,
even as the most important, even crucial element is learning™.

Benchmarking may in fact be classified in various different ways,
as internal, competitive, functional or operational (e.g. dealing with
one function of area of operations of an organisation, like personnel
or finance), but also as imported from outside the sector in which
the given organisation operates (thus for example froman NGO into
abusiness, from services intoindustry,and so on). It may alsorelate
to strategies, processes, products or methods of management™.

6 Ibidem.

7 A.Jabtorski,Benchmarking jako nowoczesna koncepcija zarzqdzania, (in:) Wykorzystanie nowoczesnych koncepciji zarzqdzania
w kierowaniu wybranymi przedsiebiorstwami, ed. M. Lisifski, Wyzsza Szkota Biznesu w Dgbrowie Gorniczej, p. 23.

8 Benchmarking: The Search for Industry Best Practises That Lead to Superior Performance, and for a broader treatment see: H. Gogtoza
and K. Ksigski, Historia mysli organizatorskiej, pp. 259-261.

9 A.Jabtonski, op. cit.

10 W.Gogtoza and K. Ksieski, Historia mysli organizatorskiej, Warsaw 2013.

11 /bidem, p.259.

12 U.Kobylifska, Benchmarking, (in:) Koncepcje i metody zarzqdzania, ed. W. Matwiejczuk, Biatystok 2009.
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Typical examples of benchmarking take in client satisfaction, cost

reduction, or the raising of levels of efficiency and effectiveness.
In the latter form, benchmarking may help with the simplifying and
streamlining of processes, with an identification of ways in which
better services might be rendered®.

The literature suggests the most important advantages of
benchmarking reflect ways in which it:

o0 pwN

Proverbs brought in from Latin:
Do not do what has already been done.

Words teach, but examples draw.

Obijectives of
benchmarking - objective of
good practice(s)

identifies the key factors underpining success,

accelerates the ushering-in of change and renewal in an organisation,
minimises risk,

helps free people and entities from their limitations,

can gain application in regard to all functions of an organisation,

limits costs, even as it raises quality.

However, inrecommending a good practice, aperson needs to
recall certain limitations will also have been identified - this is
not an ideal solution. Possibilities arising here, might involve:

the wrong choice of partner or process in benchmarking;

. alack of fullinformation on the organisationin which agood practice

has been applied hitherto - and without that kind of knowledge willan
ostensibly interesting practice actually find applicationin a different
(kind of) organisation?

. the “herdinstinct” risk,

. an effect in tending to stifle own creativity™.

The problems with good practice(s) being brought in from an organi-
sation operating outside a given branch or sector may include arather
difficultimplementation process, problems with comparability, the

time-consuming nature of relevant analysis, and so on™®.

A. Jabtonski dubbed benchmarking a “core business skill”, con-
sidering its efficacy to lie in three key sub-skills:

= finding a better way to solve a problem;
understanding the essence;

13 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 63.

14 A.Jabtonski, op. cit., p. 26.
15 Ibidem, p.28.
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importing this way of doing things into one’s own environment
and then making use of it.

A decision to apply good practice(s) is much affected by the objec-
tives of benchmarking.

Direct objectives are:

= better identification of processes.

= comparison with others.

= jdentification of strengths and weaknesses by reference to some model.
= learning from others.

= improving operational practices.

In turn, indirect objectives would be:

= todevelop management skills.
= toovercome unwillingness to accept new ideas coming in from beyond the

organisation.

= toraise the level of client satisfaction.
= to gain competitive advantage.

31

7 important lessons from Good to Great by Jim Collins

Further inspiration

The book as translated and called Od dobrego do wielkiego. Czynniki
trwatego rozwoju i zwycigstwa firm draws on work done by leading
firms in different branches. Jim Collins' identified various basic
features of “above-average” (large) firms. In line with his concept:

Above-average firms have “leadership at level 5”,i.e. the kind that
eschews arrogance (is humble), knows its limitations and is based
on the activities of employees, shareholders and clients. At the
same time, more attentionis paid to higher goals than to day-to-day
achievements.

. These are organisations that are able to build outstanding teams

of talented people (“put the right people on the bus”),in advance of

16 James C.(Jim”) Collins (b.1958) is an American researcher, author, speaker and consultant dealing with management. His work and
books have many times achieved bestseller status, among both management practitioners and university-based researchers.
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developing decisions (with the team), and as regards what to strive
for and what to achieve (first of all with whom, and then where).

. Organisations have to know how to be honest in facing brutal

facts, rather than trying to deny what is going on around them. This
denotes an honest and open discussion, and no inclination toignore
the facts that cannot be ignored. Needed for this is both a tough
realism and hope.

. They operate by reference to “the concept of the hedgehog””,i.e.

the search for the one and only thing the firm will be best at, standing
out from others as above-average and therefore finding its position
inthe branch safeguarded. This means a focusing on just one thing,
which is then improved with a passion.

. Exceptional companies have a culture of discipline that features

“disciplined action, focus, and commitment to being the best.” This
allows them to reach their goals over time.

. Exceptional firms are not afraid of continuous improvement of tech-

nologies of key importance to them, while at the same time being
cautious about passing fads.

Exceptional companies use a “flywheel momentum”, meaning
they operate constantly and consistently, moving from problem to
problem, from goal to outcome, every day (“turn by turn”).

A key Jim Collins concept is discipline: of outstanding teams,
of strategic thought and of action - and thus a whole “culture of
discipline”.

17 Inasituation of threat, a hedgehog would traditionally curl up into a spiky ball that offered a chance to sit out some problem.
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INTRODUCTION

On indicators of the effectiveness
of good practice(s)

Q

John C. Maxwell:

Inability to make decisions is one of the
principal reasons executives fail.
Deficiency in decision-making ranks
much higher than lack of specific
knowledge or technical know-how as an
indicator of leadership failure.

It would be hard to imagine recommending and introducing good
practice in management without offering some indication on how
to measure effectiveness of application (of each of the 31good
practices presented here) in the real situations experienced
by public organisations.

The primary function of indicators is to monitor the attainment
or approach to set goals—in the case of good management prac-
tices, these goals would be what we aim to achieve through their
implementation (when to apply the practice). “What we measure is
subject to improvement.” These practices, originating from the 10
key management areas (strategic management, management by ob-
jectives, people management and leadership, project management,
communication, process management, change, risk, knowledge,
and digitalisation), differ significantly enough from each other that
there is no possibility of effectiveness indicators common to
all of them being constructed.

Furthermore, each public organisation taking the decision to bring
insome practice presented here needs to receive the recommen-
dation that it make its own attempt to make indicators ready.
Why so? First because each organisation has its own specifics
(sphere, organisational maturity, resources with which to test effec-
tiveness, and experience), and the starting point will be different to.

Thus, for example, there are some organisations that will already be
using some of the indicators, especially for example the basic, or
core, or preliminary ones - ones that are used at the outset. Perhaps
pollingamong employees s already taking place, or project evalua-
tions? Second, the establishing of indicators for each organisation
should be that organisation’s “community” process, which works to
influence the feeling of “ownership” over a project in general
and here a practice in particular. That also means shouldering
responsibility, be that specific or generalised and joint, for the

1 Q. Studer, Trwate wyniki, Chapter 6, Pomiary od A do Z, Warsaw 2010 (about permanent effects and measurement).
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Bill Gates:

A company’s ability to respond to an
unplanned event, good or bad, is a prime
indicator of its ability to compete.

actions that are set out, and their outcomes. Thus, the adopted (bet-
ter “agreed upon”)indicatorsinfluence (for good or ill) how internal
stakeholders behave - be they employees or leaders or whatever.

The indicators of effectiveness proposed here are thus a somewhat

auctorial suggestion as to what could be put together in respect

of each of the Mini-handbook’s practices. They can surely represent

a starting point for discussion on-topic in the organisation, and /
or stimulate the organisation’s own search for indicatorsrelating to

agiven project, or ones similar to it. This part of the Mini-handbook

draws on literature cited at the end of the Section. For obvious rea-
sons (not least space) only the leading issues have been pointed

to, though the sources invoked (and the rich subject literature

they themselves lead to) allow for the development of suitable indi-
cators adapted to the specifics of the given public organisation. At
the same time, reference is made below to several key questions

that need to be borne in mind as we work on indicators of the

effectiveness of management good practice(s). Many of these

are both detailed and technical (composite, calculated), and have

been developed in the specialist publications on the topic, in what
is already arather rich literature.

The aim of each indicator is the assessment of reality, and
(of equal importance) a motivating effect in the organisation
(including a kind of “game played” around indicators). The set of
advice to be given to employees of public administration sees an
indicator as “potentially observable phenomenon B or feature /
trait B whose actual observation allows for the determining - with
an adequately high degree of probability that some phenomenon
Ais taking place, or some defined characteristic A is in place™. In
the case of an indicator of the effectiveness of a good practice
(A), the phenomenon or feature B will be information (a measure)
adopted for that practice attesting to the pursuit of action that will
ideally (and inline with the intention and the available knowledge and
experience) be of significance ininfluencing the giving of full effect
to objectives of the organisation, with key aspects of its function-
ing or operations (e.g. vis-a-vis stakeholder, sponsors or society)
changed as necessary.

2 Wskaznikiw zarzqdzaniu strategicznym. Poradnik dla pracownikéw administracji publicznej, Ministerstwo Rozwoju Regionalnego
(Ministry of Regional Development), Warsaw 2012, p. 9.
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To express it in the simplest terms: “After what do | decide to
recognise that the task or whole objective has been put into
effect well?”3,

In developing indicators in public organisations, including in the
context of good practice(s), we can conceptualise their construction
and use in a couple of key areas:

The arranging of indicators in time: they can be basal (input-related),
stagewise (via milestones achieved) and target-related.

The building of indicators: they can be simple or complex (e.g.
indexed synthetic indicators based on a number of others, and
perhaps with weighting, etc.).

The data that are basic: financial, material, quantitative (absolute
numbers and percentage measures) and qualitative (descriptive).

The measurement of different aspects of activity (including
for example financial outlays) and its effects: a product indica-
tor (where a product might be for example training that has been
given, a procedure adopted, time of consultation engaged in, etc.,
with products also potentially being many within one activity), or
an indicator of result (directly effects, like greater competence,
a change in the modus operandi, shortening of a process) and an
indicator of impact (a permanent and tangible change of behaviour
in beneficiaries, objectives achieved that would not have been
so without inputs, products and results). However, measures of
effectiveness need to concern results and impact first and fore-
most, and not merely inputs and outlays (e.g. financial), as well as
actions (products).

The stages to the proper measurement of results are as follows:

Determination of the domain of study of the results.
Determination of the measure.
Determination of the point of reference (standard, period).

ohwe

Measurement.

Comparison and conclusion-drawing as regards the outcome of the measurement

process?*.

3 R.Reinfuss, MBO. Prosta i skuteczna technika zarzqdzania Twojq firmgq, Gliwice 2009, p. 70.
4 P.Hensel, Diagnoza organizacji, Gliwice 2011, p. 82.
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Problems with indicators

Contemporary (including public) management has a certain ob-
session with indicators and measures. Managers, politicians, of-
ficial and experts are all waiting and wanting to measure everything.
This hasiits pluses, given the way that accountability is favoured,
but there is no way to say that this approach frees us of potential

traps and reefs. Mentioned below are those that are always worth

remembering about as we build our own measures with a view to

assessing the efficacy of good practices:

= Problems may arise with the availability / accessibility of
data and the sheer costs of collection and then analysing all
that information.

= There can be difficulties with separating the results of activity
from associated external factors.

= It can turn out that our measurement fails to measure that
which is of key importance, i.e. the feature(s) that would truly
allow us to draw conclusions regarding efficiency, effective-
ness, etc.

= Wemay end up comparing what may not be compared.
It is not true that all measures work successfully in all organi-
sations at all times.

= Notallmeasures or measuring will actually raise efficiency.

= Resorttoindicators mayinduce negative behavioural effects -
people start to play organisational games as a consequence
of the psychological impacts of metrics (evaluations, budgets,
promotions, etc.).

So indicators including those offering insight into effectiveness
(efficiency) should be useful, and should allow for the monitoring
of temporal (e.g. year-to-year) change, as well as spatial (including
in groups, teams and organisations). And the aforesaid utility can
be defined further by reference to such features as:

adequacy (as regards the activity being measured).

. measurability (of the given phenomenon, feature or activity).

. cohesiveness - of one indicator vis-a-vis others (at least involving

the same period or area of study), in order for combininginto a com-
posite index to be possible.

. simplicity, comprehensibility, and ease of interpretation.

. afoundation in available / accessible data.

Onindicators of the effectiveness of good practice(s)



So what indicators can generally be considered as we seek to put
together measures by which to assess the effectiveness of a man-
agement practice in a public organisation?

@ Applicable measures of effectiveness of good managerial practices®

An absolute number - e.g. of actions or events (desirable or undesirable),innovations
(products),ideas, resolved matters or cases, clients served, beneficiaries, projects
implemented and brought to a close, complaints received or demands for refunds.
The cost of activity, administrative costs, outlays, overall and average expenditure,
income, savings.

% of the whole.

An index of a phenomenon expressed per 100 or 1000, etc., e.g. in relation to
employees, projects or decisions.

Values per employees, organisational unit, project, and so on.

Quuality as related to external standards, e.g. of a qualitative or branch-related
nature.

The level of satisfaction, information, motivation and so on - as a percentage figure -
in a whole organisation or in one or other of its component parts.

The (%) level of satisfaction among the organisation’s clients and stakeholders.
Time - e.g.as devoted to training, but also delays, curbing of amounts of time, waiting
times, duration of activities, average time, degree to which processes have been cut
in terms of the time they take, etc.

The turnover of employees, and associated costs plus costs of recruitment.

The level an indicator stands at, but also the dynamic characteristic for it (in-
crease or decrease, upward or downward trend) - over different periods of time (i.e.
daily, weekly, monthly, quarterly or annually).

Comparisons by reference to periods or “territorially” (by department or branch
or unit) as above.

Indices of effectiveness of action or of inputs.

Ratings and branch-related comparisons.

Inrelation to good practice(s) of management, itis possible to apply,
inline with the stage of implementation of the practice and the
aim of measurement, indices relating to products, results and
influences, of a quantitative or qualitative nature, viarelative
or absolute numbers.

5 Many interesting examples of indicators suitable for public organisations, as well as ways of building them (as exemplified by the three
tiers of government in Poland) are supplied in the book: M. Kowalczyk, Mierniki niefinansowe w pomiarze dokonan jednostek samorzqdu
terytorialnego w Polsce, Poznan 2018-most especially in Chapter VI, which deals with non-financial measures in units of local and

regional government.
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For more, follow up the slogan:

Performance measurement (in:)
Encyclopedia of Management, ed.

R. Anthony Inman and Marilyn M. Helms,
5th ed., Thomson Gale 2006, pp. 644-646.

In many cases it is possible to study influence, and thus the key

indicator of effectiveness of the introduction of the practice when

it comes toincreasing efficiency. This despite the fact that this can

be something of a challenge, as it requires that we take account

of many other external factors and activities of the organisa-
tionitself. Research on the strength of the influence on results of

part of a practice will not tend to be possible - while innovative

and good, these practices still sometimes constitute projects not

large enough to ensure detection of their influence on the main

objectives and indicators in the organisation. In these cases, the

author limited attentions to indicators relating to results or out-
comes. However, these canbe studied “in a package” of several

practices appliedincombination - as factors influencing change in

the management of the organisation.

As far as possible, it is important to strive for this, and a reliable

“minimum effectiveness of practice” involves examining result
indicators. In many cases, simple opinion surveys within organisa-
tions can serve as a tool - with well-developed questions, proper
sample selection (representative, key stakeholders, 360-degree
assessment, etc.), and timing within the survey draft, this type of
survey can provide significant insights into the ‘life of the practice’
within the organisation and its actual effects.

Onindicators of the effectiveness of good practice(s)
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The checklist for the appropriate formulating of measures

A further inspiration

GOOD MEASURES OR INDICATORS SHOULD:

Be simple, straightforward, easy to use

Have a clear goal / objective / purpose

Assure us of rapid feedback

Take in all key aspects (internal, external, financial, non-financial)

Work to improve outcomes, and not just serve the monitoring
process as such

Strengthen the strategy of the organisation

Relate to both the long-term and short-term objectives of the organisation

Take the organisational culture into account

Not be in collision with one another

Be consistent with the existing remuneration and reward system

Focus in on what matters to clients

Focus in on what the competition and similar organisations are doing

Lead to the elimination of mistakes and products or services of poor
quality

Stimulate learning in the organisation

Assess teams and not individuals, from the point of view of the effects to
be achievedin a given time

Establish defined numerical standards for most objectives

Be available for constant review.

Be more objective than subjective.

Be subiject to review and modifications in line with changes in the organisa-
tion’s surroundings and features.

39 Onindicators of the effectiveness of good practice(s)
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INTRODUCTION

A checklist for good-practice

implementation
The successful development of indicators of the effectiveness
of good practice(s) (as formulated effectively) may prove easier
where a variety of practical tools are applied. Offering detail on
this is Section lll, but here, given the close correlation between
M. M. Kostecki: achieving established effectiveness indicators of good prac-
Tc;ldidscoverAmerica. gooffinsearch tices and processes of monitoring the actions implementing
of India.!

these good practices, we propose a simple-yet-detailed check-

Poradnik decydenta, Warszawa 2012.
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list - as ahandy tool for public managers to assess organisational
readiness for change, and, once the change begins, to maintain the
proper direction of change in pursuit of the goal.

A checklist for good-practice implementation

pwpe

oo

»wpe

Preparing to make the trip

Does the practice match the problem?

What areas / stakeholders / projects are influenced?

Do I have the resources? And what of communication?

What are my reaction to risks and problems? Are there emergency procedures and
reserves?

Whom do I make the mentor, ambassador and “devil's advocate™?

Do | have my map and compass for the route?

Can | practice the road to be taken? Games / simulations / imagining / implemen-
tations?

Embarkation and departure

What do | start with - first: step - week - month - result?

How will | gather honest information on progress with the project?

How will I correct departures and deviations from the plan? Bottlenecks?
How to retain the backing of the team, stakeholders and the leader?

1 Version of quote as translated by James Richards.

A checklist for good-practice implementation
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Out on the open sea

Which forces in support or opposition have | awakened? How to work with them?

Is it not time for a check on the state of recuperation? Just where are we? What lies
ahead? Is a change of port (to the second best) indicated? Can another route to the
goal be navigated?

Have | crossed the Rubicon, so that implementation is “downhill all the way”?

. Atime for quick wins! Where are they, and how shall | tell of them?

Cominginto port

Can the shoreline now be seen? And is the wind favourable?

What can surprise us, but only when we come close to it (like a reef)? What do | do
about that?

Who and what is crucial on the last watch?

Once ashore

How will | celebrate? Whom to thank? Whom to distinguish and reward?
Where to next?

A checklist for good-practice implementation
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INTRODUCTION

Myths, reefs and practices

However, the uncovering of new methods of management is linked
to certain dangers.

This is well-illustrated by the history of the re-engineering con-
cept - which was fashionable in management in the early 1990s,
promoted very widely, almost in faith-like terms - as the creators
ultimately admitted, given a confession that they had been wrong
about the completely breakthrough-like nature of what they
were involved in. There were, after all, some weaknesses. Indeed,
the problem arises out of the way in which new management
concepts make their appearance. Without going into details -
including a heavy marketing process, ambitions of the founders
(“management celebrities”), and even cult status (for example
Thomas J. Peters - author of the bestseller In search of excellence)
and financial interests (authors, consulting firms), some manage-
ment concepts were promoted in a kind of Hollywood style (cas-
settes, films, interviews)'.

Adrian Furnham, Professor of Psychology, described a cycle
to the spread of business ideas?:

Idea.

. Description.
. Popularisation - a catchy name (e.g. grand).

. Universalisation -the ideais applicable everywhere - consulting

firms.

. Finding followers.

. Doubt.

New idea.

Another type of myth worth referring to as mention is made of pro-
moting good practice(s) is the cult of the organisation, denoting
conviction as to its valuable features, exceptional nature, nobility

1 S.Jarmuz, M. Tarasiewicz, Alfabet mitow menedzerskich, Gdansk 2017, pp. 83-97.
2 The Myths of Management (1996) and Management Mumbo-Jumbo (2006).

Myths, reefs and practices
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of mission, innovationimperative - to the extent that the business
organisation comes to be regarded (regards itself) as the pro-
motor of progress.

This further denotes that anybody representing such abusiness is
an expert. There may likewise be a myth of the given brand, which
is upheld by the corporation ... at all costs?.

The examples and warnings offered here are not designed to dis-
courage anyone from good practice(s) as that would mean bring-
ing this publication to a halt right here and now, and that would be
a pity given the aim that is the public interest - understood in an
innovative way, surely, but not as something risky managerially, but
only built around a common-sense approach to the transfer-in
of management practices.

3 For more on this and other myths in management written about interestingly, see: Cz. Sikorski, Mity w zarzqdzaniu, todz 2019.

Myths, reefs and practices
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and their good practices




AREA

Strategic
management

This Chapter will teach
you about practices
that management
theoreticians and
practitioners alike
recommend as
ameans of dealing
with a problem
affecting many

large and complex
organisations
(transnational
corporations, NGOs,
or companies of
companies). That is to
say the cohesive and
coherent directing of
activity.
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Introduction

Specifics of the field

The practice of strategic
management

The directions in which public organisations should head are key
objectives for them - as set earlier in a political process that
entails the legislature and executive.

Involved here is the idea that the everyday activity of each organ-
isation should be cohesive, mutually augmentative in terms of the

achievement of aims, coordinated in terms of time and free of rivalry
that would make achievement of goals more difficult. Alsoreferred

to here is concordance between the activity of the organisation’s

leadership, its organisational structure, the members of the team

of employees and individual employees.

These practices of the science of organisation and management
qualify as strategic management, which had its origins in the late
1950s and early 1960s and is a field of knowledge and a practical
activity.

It takes in principles (such as purposefulness and strategic thinking),
methods (SWOT, the BCG matrix), techniques (decision trees and
the Delphimethod) and different concepts (chances, factors, risks).

It takes in such matters as the complexity of all elements of an
organisation’s operations, including also its potential and key com-
petences, its relations with the surroundings (economic, social
and political) and a designation of its main strategic objectives.

Thisis also a decision-making process setting the main direction
in which the organisation is heading'.

The means available in strategic management are many, and
what are involved here are such methods as SWOT, SMART, the
Balanced Scorecard (BSC), the strategic or strategy gap, bench-
marking, logic matrices and so on.

These encompass analyses as regards: the surrounding environ-
ment, stakeholders, weaknesses and strengths (assets, deficits,
gaps), opportunities (occasions) andrisks, development scenarios,
consensus-building around diagnosis and objectives, the defining

of vision and mission and priorities - main goals among priorities

and specific objectives, projectsimplementing goals, andimplemen-
tation action plans, methods for monitoring the way effectis given

to strategies, and its evaluation.

1 Agood introduction to strategic managementis to be found in: R. W. Griffin, Podstawy zarzqdzania organizacjami, Warsaw 2017, Chapter
7,Zarzqdzanie strategiq i planowanie strategiczne. See also the detailed bibliography at the end of the chapter.

Strategic management



The role and specifics Awell-constructed and stakeholder-accepted strategy canbe a key
of the area within public instrument in achieving goals whose development the admin-

administration
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istration is responsible for. In recent years, the most commonly
used methodin the public sector has beenthe Balanced Scorecard
approach-inter aliabecauseitis not confined to the organisation’s
financial dimension.

@ What strategy in a public organisation is not (and is):

Basenon:

acombining of existing policies into one initiative (rather itis a selection from among
them, sometimes even involving elimination)

a document: (better to think of the process of strategy as opposed to a strategy
(document online or printed out on paper))

an “all-inclusive” collection of organisational activity (rather it is a selection of ac-
tivities)

a document conferred for preparation upon advisers and consultants (rather it is
the work of the whole organisation, for thatis involved inimplementing and pursuing
the strategy)

a document left entirely in the hands of politicians (surely they play an important
role, but public managers have an equal role to play in ensuringimplementation, and
effectiveness in the longer term)

either justification or condemnation of past action (as a strategy is set for the future)
a certain description of the future (it cannot be and must cope with uncertainty and
risk)

aproject (projects are instruments of strategy, within strategy, and not vice versa)
adescription solely of an organisation and nothing more (since it must also describe
the wider environment within which the organisation operates, thus for example
covering the needs of stakeholders, and covers possible reactions to whatever the
surroundings may throw at the organisation)

aninitiative bereft of public value (rather it must contribute to the common good and
public interest)

S. Lusk, N. Birks, Rethinking public
strategy, Palgrave Macmillan 2014,

pp.16-22.

Strategic management



52

@ Differences between strategic management in public
administration and in the private sector

The influence of politics on the strategy and the mechanism by whichitis appraised
and evaluated.

The broad scope - taking in whole branches, regions, groups of citizens or even the
state.

The manifold stakeholders and potentially conflicting nature of their interests.

The non-financial nature of the objectives of public strategy.

Different measures of strategy success.

2 For more on the differences in strategic management between private and public, see: P. Joyce, Strategic Management in the Public
Sector, London - New York 2015.

Strategic management
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ATTENTION! GOOD PRACTICE

The devising of missions, visions
and strategies for units of the
public administration

KNOWLEDGE PILL

Aim of the practice Strategic managing and directing of an organisation’s activities

Origin? Strategic management

= Whenthere are too many goals
When't 1 = Alackof clear direction
entoa ?
i/ » Dissatisfaction among core stakeholders

= Major changes in an organisation’s surroundings

Coherent and cohesive guiding / managing of activity with a view to the
Results foreseen better achievement of assumed and agreed objectives in public
management and among members of a team

= Specidalists in all divisions of the organisation

Inputs not to be ignored .
» The engagement /involvement of leaders and those below them

Risks to watch out for A failure to take account of horizontal issues and the influence of silos

= Analysis of the surroundings and key persons in the context
Key actions of challenges
= Internal and external communication

Key (not sole) measure of Level of identification with a strategy among members
success of the organisation

The devising of missions, visions and strategies for units of the public administration
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PREPARATION / RESOURCES

Level of difficulty of Easy
the practice @ OO
Required financial Limited

outlays

HRrequired for
implementation

Experienced specialists in various spheres of action of the organisation,
who bring their crucial knowledge to the table.

Key organisational
activity that will be
required

© ®| @

Aresults-based system of management. An essential need for
bottom-up and top-down approaches to be reconciled.

@

Required technical
resources
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ICT equipment,
conference rooms

MESSAGE FOR THE LEADER

The leader is the one who knows the way,
takes it, and shows it to others.

@ Mission - vision (a mission/vision statement) / strategy™

= A mission / vision statement

The text setting out the overriding goals and activities of the organisation thatis used
to communicate the objectives in question to all interested parties, whether they be
within the organisation or beyond it; while also guiding employees as regards the
contribution they make to overall achievement.

= Astrategy

A long-term plan regarding the achievement of success, especially in business or
politics (policy). There will be an Action Plan arising out of such a strategy and/or
seeking the achievement of a particular objective as identified.

1 The Free Dictionary. Oxford Dictionary of Business and Management, Oxford 2016.

The devising of missions, visions and strategies for units of the public administration
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Aim of the practice

The task of the method presented here is thus the cohesive (or even

coherent) directing of activity with a view to the achievement of
the assumed and agreed objectives of public managementingen-
eral,and ateam of members in particular. Involved here are different
matters and areas, be these daily or long-term, departmental, finan-
cial/budgetary, related to personnel (e.g. promotion, training, ethics),
legal, or relating to the structure of the organisation overall actingin

support of objectives - as opposed to being at odds with them, or at

leastrepresenting ahindrance to those goals or otherwise hobbling

them, or being thatinfamous “weakest link” in the chain, or the onein

the orchestrawho plays the flat note. All that means that pursuit of

this practice, if effective, can speed up the achievement of goals,
minimise conflicts, help with the saving of time and money, and

usher in a better and more durable team spirit.

Which actions does the practice encompass?

= Each unit (office, department, agency, delegation, task group,
etc.) should devise a strategy in line with the one adopted
at state level, by the Council of Ministers or Ministries in the
case of Poland.

= An analysis of the surroundings and circumstances that
takes in matters of demography, society (social structure, pov-
erty, criminality), policy, politics (including party programmes and
manifestos, but also the goals of such stakeholders as local or
regional governments, the social partners and organisations
active within civil society).

= Theconsidered opinions of groups of key people whenit comes
to: (1) the key challenges facing given units; plus agreement /
consensus as to (2) the key indicators of effectiveness (meas-
ures of success).
The preparation of a plan for strategic communication vis-
a-vis key stakeholders, but also the Minister who supervises
the work.

= Informational activity to make sure that members of the team
responsible for a strategy are familiar - but also identify -
with it, while also understanding their particular role and task
within the overall implementation effort.

The devising of missions, visions and strategies for units of the public administration



The preparation of a strategic communication plan

©O) ® ® @

Analysis Selection Process Strategy

of stakeholders’ of means of of communi- review

needs communica- cating the with key

regarding tion strategy stakeholders

information and policy
managers

®

Adaptation of
the strategy
and means of
communicat-
ing it following
change
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@ Outcome of the mission, vision and strategy

The public organisation:

= jsconsistentinits understanding of the vision devised for activity (with this taken to
denote every single person in the organisation).

= ensures unity of action, with each working towards shared success as set outin the
vision for the organisation.

= engages in daily activity that bears in mind, not the goal for the given day, but the
ultimate goal - that then means that the objective for the given day arises out of the
strategic objective (we are building a cathedral, not just laying some brick).

= comprises teams of people who are aware of (and convinced by) the organisation’s
goals and vision.

Indicators of the

Tomeasure how set goals of the given practice are being worked to-

effectiveness of the practice wards and achieved, it is possible to apply measures as listed below,

whichmay be termed indicators of the effectiveness of the practice.

1. Anindicator of the level of communication of vision by manage-
ment, when it comes to the development of the given unit of the
public administration. This might encompass:

= the amount of time (in hours) devoted by management to com-
municating strategic documents internally, andindeed an aware-
ness of the number of such communiques (as products);
an assessment of the clarity (and hence the level of under-
standing) of this process of communication, with research check-
ing for anincreased sense of being informed ( a result).

2. Anindex of agreement when it comes to the understanding
of directions of actions - among leaders, managers, and team

The devising of missions, visions and strategies for units of the public administration



members (as an outcome), as well as greater motivation to pursue
the organisation’s objectives.

3. Indicators of influence studying increased effectiveness in
giving effect to the strategic goals of the organisation, thanks
to plans and strategic communication (analysis of the main indica-
tors of the organisation and qualitative or factor analysis of the
influence of the plan).

Risks and barriers .

What next?
Self-questioning

A conviction that a strategy is only needed in business and in
bureaucracy.

Lack of experience in developing an integrated plan.
Managers failing to assess their influence on change correctly
or adequately.

Problems extending beyond the formal limits or remits of given
units.

Political considerations overriding facts (with changes of man-
ager having political explanations and/or consequences).
Organisations and people who avoid risk.

A lack of motivation among employees.

To ensure ongoing interest in (and priority status of) the strategy, ask yourself
the following questions:

= Hasthere been proper definition of the mission, as well as core values and goals?
= Hasitbeen possible to make ready an Action Plan by which to improve the func-

tioning of the unit as a whole?

= Howwillwe develop the practice, and take care to ensure its “renewal”, its status
as a “living” document that continues to respond to need?

= What are we going to do if and when things fail to work out?

= How do we keep support “at the top”, which catching attention and ensuring com-

mitment “at the bottom”?
= How will we be looking for further inspiration?

@ Interesting examples, implementations and indications

The Green Government Strategy: a directive from the Government of Canada

Environment-friendly activity of the government will act in support of Canada’s ob-
jectives as regards sustainable development, as already determined within the
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Paris Agreement’s international framework, as well as Canada’s domestic equivalent
(where global warming is concerned); and as arising from the Convention on Biolog-
ical Diversity (CBD) (where biodiversity is concerned).

For more, please read:

Greening Gov Strateg
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Inspiring
thoughts

Public administration, please remember!
Summary

to commence with communication and ensure that everybody knows the strategy;
to analyse the surroundings in detail (political matters included);

to bring people together to consider the key challenges and agree on the KPI set;
that a short declaration on strategy is worth issuing;

that itis easier to give effect to something when the law requiresiit;

that the stronger the vision built on credible analysis, the more limited the possibility
of political interference;

to acquaint yourself with the “political” history of the problem and earlier attempts
at tackling it - since crises make problems more understandable, get to know them
and gain understanding;

tolink up the top-down and bottom-up approaches (while management is in the best
position to accept, tackle and pursue change, having the means for that and seeing
the big picture, a bottom-up approach supplies the commitment and ensures that
the strategy flows around the organisation);

to attend to the coherence and cohesion of verbal declarations and real actions.

Government is like an orchestra. Nobody can play just as they feel like it -
Harold Wilson

However beautiful the strategy, you should occasionally look at the results -
Winston Churchill

SYNERGIA participants:

A strategy only makes sense if people
really know it, understand it and
subscribe to its objectives.
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ATTENTION! GOOD PRACTICE

Analysing the activity of public
administration in detail

KNOWLEDGE PILL

. . Avoidance of duplication in the activity of an organisation and ensuring its
Aim of the practice

effectiveness

Origin? Strategic management

»  Where people lack a sense of how an organisation is operating,

When t ly?
R stakeholders are dissatisfied or resources lacking

Results foreseen Afeeling that tasks and activities make sense and are necessary

»  Specialists from all branches and divisions of the organisation,

Inputs not to be ignored ) Y .
= Commitment among leaders and “at the bottom

Resistance from the structures, and disputes as regards the freeing-up of
Risks to watch out for P 9 gup

resources

Key actions Analysing the tasks, the benchmarks and stakeholder needs

Key (not sole) measures The level of identification with a strategy that is present among members
of success of an organisation

Analysing the activity of public administration in detail
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PREPARATION / RESOURCES

Level of difficulty of Easy
the practice @ OO
Required financial Limited

outlays

® | @

HRrequired for
implementation

«  Ateam of 3-5 who are well-acquainted with the organisation’s
functioning and means of communication.
= Interviews with employees and leaders.

Key organisational
activity that will be
required

©

= Areadiness to question the way in which matters were dealt with in
the past.
= Access to fulldocumentation in the course of analyses.

® Required technical
resources

Aim of the practice

= Access to the electronic bases of the organisation for data from the
last several years (as regards projects, funding, organisational
matters and plans).

» Aroom for meetings and brainstorming sessions, with a projector,
flipchart, etc.

= Equipment to elaborate diagrams and analyses.

MESSAGE FOR THE LEADER
You have resources. But seek them out well!

The avoidance of task duplication in administration leads or would
lead to the achievement of a high level of efficiency (even as prop-
er service for citizens, enterprises and other government units is
assured).

In administration, it is the case that similar - and even mutually
exclusive - activity is engaged in at the same time by different or-
ganisational units in public institutions. The effect of thisis alack of
cohesion or even coherence to policies and activities and the
processes by which they are introduced, as well as a wasting
of resources. In consequence, stakeholders of administration bear
the brunt of higher costs, even as other consequences ensue. All

Analysing the activity of public administration in detail



Which actions does the
practice encompass?
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of that may tarnish the image or reputation of administration.
Effectivenessisin turnraised where costs and outlays for duplicat-
ed activity are eliminated through analysis.

Where such analysis is lacking, the two syndromes that arise are: the
“reinventing of the wheel” and the “we are exceptional” (a special
case) often met with in units of the public administration.

This first and foremost entails the obtainment (through detailed
analyses) of precise and in-depth answers to questions as follows:

Is activity really at a high level? (check by comparison with other
branches of administration, as well as similar units in other countries)

. Do the different activities overlap with one another and inter-

digitate? (this is meant in a positive sense (involving mutual rein-
forcement) or potentially negatively (whereby there is exclusion and
areciprocal lowering of effectiveness)

. Are theresults of activity truly appreciated and recognised - by

citizens and entities who avail of the services?

@ The consequences of insightful analysis into activity on the part of
the administration

= Consideration of ways in which certain activity might be eliminated or curbed.

= |dentification of those activities that should perhaps be expanded upon.

= |dentification of aspects or elements to activity that are in need of reform or redesign.
= Consideration of whether activity of a certain scope ought to be outsourced.

®

The defining of
the problem of
the duplication of
activity, with this
matter then put
out to the
organisation
forum.

The planning of The deployment The analysis of
actions to of “reducation” outcomes, with
counteract against redundant listing of new
duplication, with activity, with problemsin need
freed-up resources shifted of solutions.
resources to other goals.

assigned to

worthwhile goals.

® @

Detailed analysis into activity may be carried out regularly, e.g. via
annualreports, plans for coming years or work on the organisation’s
strategies.
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62

Target outcome for the method of detailed analysis of activity in
a public organisation:

In a public organisation:

= Comparison with the activity of teams in other organisations (countries).

= Pursuit of activities that citizens truly need.

= |nnovative and modern solutions in the activity of units in public administration.

= Qutsourcing of some tasks, allowing more time for the perfection of own activities.

Indicators of the
effectiveness of the practice

To ascertain the degree of approximation with the assumed objec-
tives of the given practice, as well as their attainment, itis possible

to apply the indicators detailed below, which we cantermindicators

of the effectiveness of the practice.

These allow for an appraisal of the degree to which the assumed
aims of introduction have been achieved.

They might be:

An index of the percentage extent to which activity is du-
plicated among members of different teams in the case of
aperiod of the present year as set against the same period the

previous year - change is then measured in terms of a decline

in the level of such activity (an outcome).

An index of employment in posts that do the same work

as each other - the result (a product) is a relative decline in

the numbers of employees in essence engaged in the same

activity as each other.

An increase in the degree to which task completion is timely,
and areduction in the time processes take, due to the curbing

of redundant aspects of work (a result).

An index (hopefully) showing an increase in numbers of

services rendered to citizens and enterprises, but also other
units of the governmental administration in the given period of

the current year as opposed to the previous year(s) - the idea

that redundant activity willhave been ended, freeing up time for
new services to be offered, or existing services rendered more

fully and widely (a result).

An index involving the reduction in selected costs, e.g. of

employment per service of agivenkind, floor area of office

space per service of a given kind, etc. (aresult).
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Increased employee satisfaction with the work modelin the
organisation thanks to simplified procedures, information cy-
cling, etc. (aresult).

= Indicators of influence considering the increased effec-
tiveness noted with pursuit of the organisation’s strategic
goals, thanks to detailed analysis of activity (i.e. the organisa-
tion’s mainindicators, plus qualitative or factor analysis regard-
ing the influence of such analysis).

Risks and barriers = Resistance where those involved in implementation do double
up tasks, or where external stakeholders fear change.
= Difficulties and arguments surrounding change and the use of
freed-up resources.
A transition period and change management following modifi-
cations of activity, including as regards communication.

What next?
Self-questioning

Ask yourself the following questions:

= What are the risks associated with the ending of a particular activity? What will the
stakeholders say? How will the political surroundings react? And what will happen
in a crisis situation?

= How will we develop the practice, and take care to ensure its renewal, as well as its
status as a living instrument that continues to meet needs - as opposed to simply
becoming aritual that nobody can stand?

= What will we do if things fail to work out (is Plan B in place)?

= How do we retain the backing of the top, as well as commitment and involvement
from the grassroots?

= How will we seek further inspiration?

63

@ Interesting examples, implementations and indications
Urban Institute - Public Sector Duplication

of smallbusiness administration loan and investment programs: an analysis of overlap
between federal, state, and local programs providing financial assistance to small
businesses. January 2000

Analysing the activity of public administration in detail



@ Public administration, please remember!

Summary

In public organisations, some of the tasks (even the duplicated or similar ones)
arise out of legislation - to the extent that their elimination may require that the law
isamended.

Certain tasks in administration that include an aspect of redundancy have special
interests in society behind them, or else bureaucracy.

The nearest approach to immortality on earth is a government bureau - James
Francis Bynes
Inspiring Politicians start with dreams and end with bureaucracy - Michael Novak

thoughts

SYNERGIA -in one sentence

The essence of strategy is choosing what not to do - Michael Porter

The empty vessel makes the loudest sound - Latin proverb

Unnecessary activity is simply
unnecessary.
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This Chapter will allow
you to find out about...
practices relating

to the pursuit and
attainment of
objectives -i.e. the
most typical reason
for both people and
organisations to
engage in activity.
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Introduction

Specifics of the area

People, societies and organisations all like to set themselves goals
or objectives, while the terms “aimless” or “pointless” - associated
with nouns like life, activity or meeting have very negative associ-
ations indeed.

This is probably why management by objective is a field within the
main discipline that - while by now “a classic” - is still regarded as
of core importance, needing to be mastered as a skill.

Obijectives formulated effectively (irrespective of the actual method
used to do that) are what ensure that public institutions have aplanin
place, adirectionin which to work or act, and a vision that any change
might be leading towards. For an objective would typically be defined
as a future state or circumstance (of the organisation, or a field of
activity such as finance) that is worth attaining or achieving, inline
with the needs and interests of the given institution - but meaning
alsoits employees, stakeholders and managers. Inreality, that might
typically denote aninterweaving (ideally consensual) of the varied,
distinct objectives upheld by these three different entities.

The founder of management by objectives as a field or sub-
discipline was Peter Drucker, who set out his thinking in the 1954

book The Practice of Management. The conceptis regarded as one

of the most valuable aspects to Drucker’s creative output as a theo-
retician, but also a practitioner. In the view of Drucker, management

by objectivesis tolead to the avoidance of a situationin which those

incharge in an organisation act without having set themselves any

goals. Drucker stressed just how important that process is, in the

life of an organisation; and what is involved here -moreover - is the

setting of objectives for a given time interval, by reference to some

scope of operations. Potential options thus relate to the nearer

or further future, and to units within the organisation and the

personnel thereof'.

The basic roles played by an organisation’s objectives are as:

= directions (or signposting) for activity - with one of the important
aspects here being that the possibilities for further action or
activity are divergent, meaning even that one objective might
preclude others, or at least operate in competition with them;

1 For more, see the online Encyklopedia zarzqdzania (Encyclopaedia of Management), entry: Peter Drucker, https://mfiles.pl/pl/index.php/

Peter_Drucker.
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= guidelines whenitcomes to more-detailed planning-and onall
levels of the organisation - and this is true for both objectives
defined more precisely at eachlevel, and for the determining of
processes thatlead in the direction of the goal being achieved;

= instruments of motivation and encouragement to action, for
those seeking to pursue, attain or achieve the objective (with
impactsinter alia on human resilience, but also the capacity to
acquire necessary resources and knowledge);

= thebasis for assessment, measurement and audit of what the
organisation “in motion” or “in action” does

= coordinator and harmoniser of action among units of the organ-
isation and its employees.

The achievement of objectives is first and foremost dependent on
their being made concrete, on the level of difficulty (which might be
high, but still doable), and on acceptance and involvement/commit-
ment on the part of those acting in pursuit of the goals in question.
Obijective-setting may of course be a matter for management -
where the process is top-down, but the bottom-up option also ex-
ists where units or stakeholders are active. Hopefully, goal-setting
might be interactive enough to operate in a mix of top-bottom and
bottom-top?.

The Encyklopedia divides or categorises objectives
as follows:

= strategic - defined by management to support the mission of
the organisation;

= tactical - as simply associated with the organisation’s overall
strategy, but for example relating to the stage at which the stra-
tegic goal is reached; or else to a detailed area of an activity
within the organisation (e.g. to win a contract and improve the
financial objective);

= operational - at as low a level of organisation as possible, and
formulated (in relation to stratical and tactical goals) for differ-
ent organisational units, their functional managers (relating to
funding, communications and control) and individual employees
thereof;

2 For more on management by objective, see: M. Brzozowski, Zarzqdzanie przez cele, (in:) M. Brzozowski, T. Kopczyriski, Metody
zarzqdzania, Poznan 2011; R. Reinfuss, MBO. Prosta i skuteczna technika zarzqdzania Twojq firmq, Gliwice 2009.
3 Encyclopedia of Management, entry: Goals and Goal setting, ed. M. M. Helms and Thomson Gale 2006, p. 333.

69 Management by objectives



70

overarching -important for more than one organisation, with at-
tainmentrequiring activeness from a greater number of entities -
these areinter aliaimportantinlimiting conflicts between them.

Effective management by objectives (irrespective of method) assumes
the existence of certain initial conditions in an organisation.

The core preliminary condition for management by objective entails
developed communications and information flow in the organisation.

@ Key activity in management by objectives

Based on:

A. St.Ntanos, K. Boulouta,
The management by objectivesin
modern organisations and enterprises,

JInternational Journal of Strategic Change

Management”, January 4(1).

Management by objectives

In the phase during which objectives are determined:

Whatis above allinvolved here is active participation of all units
in an organisation, when it comes to the process by which objec-
tives are determined or defined - and that must imply a rather
high level of interdependence.

Activity has to stress organisation-wide objectives that are at
one and the same time the objectives of those the organisation

employs - whichin turn means objectives that take staff expec-
tations into account.

Nevertheless, the goals of individual units in the organisation are

subordinated to the objectives of the organisation as a whole.

In the phase during which objectives are implemented and
pursued:

The whole organisation needs to be suffused with a feeling of
responsibility and accountability for the achievement of objec-
tives - that means superiors and subordinates alike.

Those operating at lower levels of the hierarchy need to be free

to act with some flexibility, if they are to ensure effective pursuit

of organisation-wide objectives at their level of responsibility.
Thereis therefore a need to make continuous, consistent use of

feedback on the effectiveness of actionin pursuit of goals, and

also therefore serving in possible corrective action.

From the outset, the process involving achievement of objec-
tives should denote that units within the overall organisation are

supplied with the conditions allowing them to operate to that end.
Management by objectives does therefore require efficient co-
ordination of the work of the organisation as a whole, in pursuit

of the objectives that have been set for it.


https://www.researchgate.net/publication/264816922_The_management_by_objectives_in_modern_organisations_and_enterprises
https://www.researchgate.net/publication/264816922_The_management_by_objectives_in_modern_organisations_and_enterprises

n

Further reading:

M. Ashfaq, Managing by Objectives
(MBO) and Government Agencies:
A Critical Review,

European Journal of Business and
Management 2018, vol. 10,
no. 28., University of California.

When it comes to an organisation’s managers, the following
aspects are of particular importance:

= Managers should be informed constantly of progress with the
achievement of objectives, in order for the necessary activity
to be adjusted in a flexible way.

= Management should receive the support of the whole organ-
isation as objectives are pursued, and routine tasks cannot
distract managers who have to focus on the achievement of
those objectives.

= Thepursuit of the objectives established needs to be integrated
into management’s daily activities.

This system of management is considered to need time for it to be
applied effectively - that would typically mean some 18-24 months,
where the planning phase and testing are included.

Every enterprise requires commitment to common goals and shared values. Without

@ suchcommitmentthere is no enterprise; there is only a mob. The enterprise must have
simple, clear, and unifying objectives. The mission of the organisation has to be clear
enough and big enough to provide common vision. The goals that embody it have to
be clear, public, and constantly reaffirmed. Management’s first job is to think through,
set, and exemplify those objectives, values, and goals - Peter F. Drucker

Inspiring
thoughts

Management by objectives



ATTENTION! GOOD PRACTICE

Management by objectives and the
assessment of outcomes in public

administration
KNOWLEDGE PILL
Aim of the practice To streamline planning in a unit in public administration
. = Management by objectives
Origin? .
= Strategic management
»  When things seem aimless, and there is a heightened need to discern
adirection to activity engaged in, but also when a multiplicity of goals
When to apply? demands that choices be made

= When motivation s clearly in decline, or when the energy assigned to
activity in the organisation needs focusing

Clarity as regards the direction in which an organisation is heading, and

Results foreseen o )
the motivation that arises out of that

Inputs not to be ignored Workshops aimed at objectives in the organisation being agreed upon

= Analytical paralysis
= Engagement on the part of management

Risks to watch out for

= Acquaintanceship with the methods

Key actions o ] o
= Training consistent application

» Greater appropriateness and suitability of decisions made
Key (not sole) measure of

» Greater management satisfaction with their organisation’s
success

decision-making processes
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PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@@®@O

@

Required financial
outlays

» Costslinked to the rewarding of employees for the achievement of
goals taken on.

= The cost of a computer program serving management
by objectives.

HRrequired for
implementation

= Ahigher-level official acting in the capacity of supervisor, responsi-
ble / accountable / answerable for implementation and fully aware of
the activity, objectives and mission of the whole governmental unit.

» Ateam (of 3-5 people) cooperating with the higher-level official in
the selection, auditing and measurement of the objectives of the
public organisation.

Key organisational
activity that will be
required

= Areadiness to question the way matters were dealt with in the past.
= Fullaccess to documentation as analysis is being carried out.

Required technical
resources

» Access to electronic databases of the organisation for the last
several years (projects, finance, organisational data and plans).

= Aroom for meetings and brainstorming sessions, with projector,
flipcharts, etc.

» Equipment to produce diagrams, figures and analyses.

Time needed

The pratice should be putin place in the course of one year.

Over the first two months or less, work will be done on choosing key
objectives for the organisation’s activity, as followed by work to
actually achieve those goals set. The final assessment will take place
at the end of the year.

Knowledge and
experience

The necessary knowledge and experience should be possessed by
the higher-level official responsible for putting the practice into effect.

Management by objectives and the assessment of outcomes in public administration
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@ Cooperation = Cooperation within an organisation must be at a high level.
The leader and implementing team in regard to the practice are
responsible for the determining of objectives for the organisation,
the communication of these to employees, and the process by which
striving to achieve objectives is encouraged and stimulated. This
kind of activity demands trust, experience, good communications,
supervision and an adequate system of reward.

MESSAGE FOR THE LEADER

Is it possible to be aleader without objectives? Yes, but
a former one - writing up memoirs on what objectives
were achieved, or on how much effort was made to try

Introduction

and achieve them.

And if we cannot express our objectives in numerical terms, then

we cannot manage them. This makes it hard to set “sub-objectives”,
or stages to the achievement of objectives, as well as to make com-
parisons with other organisations or past periods of activity. The ob-
jective needs to be ambitious, but practicable, otherwise a situation

of demotivation arises, and this is the opposite of what was desired.
People start to question and undermine unrealistic goals and rath-
er find justifications for failure to achieve, as opposed to ways of

coming closer to them. A certain level of stress is an integral part

of work to achieve a project goal, and indeed exerts a stimulating

effect on both employees and their levels of productivity. Equally, it

might have a negative influence on efficiency within a team, if the

effort to pursue all obligations means that levels of stress rise too

high - as where unrealistic goals are involved. The role of amanager
is to take care to ensure that work and tasks are distributed evenly

among personnel, who can also count on there being help available

when excess stress needs to be combated.

The assumed level of achievement of an objective could be higher
than “good enough” (optimal). So it is that, at Google for example,
objectives are ambitious, and employees make every effort to attain
them. Equally, the Board there may be entirely happy withemployees
where these complete the tasks assigned to them to the tune of
70%. This reflects the way in which this defined situation sees an
ambitious goal treated as a motivating factor that leads to at least
a “good enough” degree of achievement of an objective. Proper
resort to management by objectives requires checks on how and

Management by objectives and the assessment of outcomes in public administration
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Aim of the practice

Which actions does the
practice encompass?

how well these are being achieved within the organisation. Itis said
that what can be accounted for will also be put into effect. Thus the
calculation of, or supply of figures to, an objective, by reference to
an indicator, means more effective pathways to its achievement.
And in the case of a unit of public administration that does not set
an objective - or fails to measure same with the aid of numbers or
other measures, there is no way of checking on attainment at the
end of an accounting period.

The aim of the practice is to ensure an ordering and organising of
the taking of decisions, with systematic application of knowledge
to ensure this is done effectively and efficiently.

A further outcome is the streamlining of short-and-long-term plan-
ning in the unit of public administration, as well as a focus oniits key

actions. The most crucial thingis the precise defining and selection

of priorities in the organisation.

The practice of designating objectives takes in three levels:
STRETCH

= thereis very ambitious setting of objectives,

= theprobability of fullachievementis thus down close to 0%, but
it will be possible to have a discussion around a “good enough”
level,

= butahighlevel of motivation to act and commit all possible effort
in pursuit of the task is instilled;

= since full achievement looks unrealistic, there will be cause
for team satisfaction with a circa 70% level of achievement of
the goal.

= sportmay offer agood example: hard toimagine Poland beating
Brazil 4:0 in football, but a 1:0 victory, or even a 2-all draw would
be seen as asuccess.

2. SMART

= the probability of full achievement of an objective is estimated
at around 70%;

= employees commit to giving effect to the objective at an op-
timal level;

Management by objectives and the assessment of outcomes in public administration
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@ SMART denotes specific, measurable, assignable, realistic

and time-related.
S specific,
M measurable
A assignable,
R realistic,

T time-related

To stick with asporting example, a 70% probability of going on to the playoffin the World
Cup is within reach, but the uncertainty (risk) still amounts to 30%, thereby inclining
people to resort to methods by which they can focus on the achievement of goals.

3.

Risks and barriers

Slack (MPS - the minimum performance standard):

= theobjective determinedis at some minimal level, leaving it 100%
certain that achievement will take place;
this denotes ahighlevel of ease of implementation and completion.

Ostensibly, this approach may seem pointless, butit might still serve
in the integration of a teamin advance of work in pursuit of a primary
or core objective, given that new behaviour or procedures are being
tried out and tested in a safe situation, withemployees thenresting
assured that they can work together.

An example might be provided by a sparring match that takes place
between the national team and a minor-league team, with the aim of
reminding players that they may not disregard any opponent. This
makes it worthwhile allowing people to make their reserve debut
and keep in shape.

Alack of involvement of higher officials as the practice is being
broughtin.

= Alack of knowledge on teams and the ways of motivating their

members.

= Inappropriate selection of objectives in line with the prospects

for success.
Failing communication between the leader and the personnel
of the public organisation.

= Alack of agreementin the organisation as to what constitutes

a100% success level, what is “good enough” or what is only
“second best”.

Management by objectives and the assessment of outcomes in public administration
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The management’s demonstration of its dissatisfaction with
an obtained result below 100%, even where the level is still high
(at say 85%).

Unskilled or clumsy definition and measurement of key objec-
tives of the unitin public administration - objectives not suitable
and/or indicators flawed.

Target (desired) outcome in a public organisation

= Improved short-and-long-term planning in the unit operating within public admin-

istration.

= Apublic organisation focused on core and key activity.

= |ncreased motivation and commitment of public-administration personnel.

= Ongoing checks on the choice and pursuit of the public organisation’s objectives.
= |Improved communication within the unit.

Indicators of the
effectiveness of the practice

To approximate to objectives set for a given practice (and their
achievement), it is possible to apply the following indicators, which
can be considered indicators of the efficacy of the practice.

Application here requires prior definition of the objectives of
the organisation.

The key indicators may be as follows:

A measure of the degree of implementation of the objectives

set by way of the practice, with alevel of 100% being better than

couldrealistically have been expected (i.e. at the levels of “good

enough” or satisfactory);itis also possible to measure progress

with the level of attainment of objectives (through learning), with

various periods compared with that aim in mind.

A setting of achieved goals against the quality of that achieve-
ment, in this way ensuring consideration of both quantitative and

qualitative aspects and the degree to which they have proved

attainable - as well as the costs involved in that effect being

realised (as an assessment of efficiency).

The percentage effectiveness of short-and-long-term planning,
whichis to say the extent to which plans made were given effect
to, but also the degree to which these were well targeted, and

the level of realism - with the factor involved in this case being

qualitative research, probably conducted with arepresentative

group of employees.

Management by objectives and the assessment of outcomes in public administration
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Theincrease in the level of motivation and satisfaction brought
about as objectives and their achievement have been strived for.

Indicators can take in both statistical data and (especially asregards
quality and process assessment) interviews with stakeholders,
employees and management.

@ What next?

Itis possible to apply other methods to complement or augment those presentedin
the practice, especially the SMART method. They are for example used by coaches
to define more precisely the objective chosen by a client in a managerial post.

By seeking to determine an objective more precisely, the effort beingmade is toraise
the capacity for the achievement, monitoring and measurement of the said goal. It
also allows for a goal to be assessed positively as opposed to negatively (in regard
to an undesirable state).

Various methods can be used to define an objective more precisely, to the point where
the use of several may help with the “sharpening” process. Methods may be deployed
in a mutual verification process. Two of these are as given below.

@ Methods of making objectives more precise’

The PURE Method:

The objective is Positively stated.

The objective is Understood.

The objective is Relevant (to the one who is going to give effect to it).
The objective is Ethical.

The CLEAR Method:

The objective is Challenging.

The objective is Legal.

The objective is Environmentally sound.
The objective is Appropriate.

The objective is Recorded.

1 Based on: S. Dembkowski, F. Eldridge, |. Hunter, Coaching kadry kierowniczej, Warszawa 2010, pp. 63-70.
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@ Interesting examples, implementations and indications

Even more methods!

Be multi-aspect as you seek out methods right and suitable for you, given the kind

of objective.

The PACT Method

Further inspirations

SMART Goals: A How to Guide

These, and others writing in support of
the SMART method of working with
objectives (subjective selection)

The Web Writer Spotlight - News, tips,
inspiration you can trust to thrive in
today’s digital world.

Amanda Pell: Nine Powerful Goal-Setting

Strategies You Should Know

Fadeke Adegbuyi: Forget About SMART
Goals: 5 Unconventional Goal Setting
Methods to Try Instead

Oliver Banks: Alternatives to Setting
SMART Goals

79

0

Summary

Setout four factors that go together to make sensible objectives.In
line with the PACT method, an objective ought to be:

Purposeful (meaning long-term vis-a-vis the life of the human
being or organisation, overriding, arising out of a deep motiva-
tion - like a sense of mission or vision of the future, and not being
solely areflection of the situation today)

Actionable (meaning doable in some way and remaining within
the ambit of the given person or organisation, which in turn
suggests NOT too distant or vague, hence within reach and
already of significance)

Continuous (implying directed action of a constant, simple, re-
peatable and durable (also resilient) nature that moves in the
direction of constant betterment, as opposed to final achieve-
ment and shutdown).

Trackable (meaning capable of being monitored or traced,
though not necessarily in a numerical and statistical way, with
asimple method then being a Yes/No as to whether necessary
steps towards the objective have been taken)?.

Public administration, please remember!

Irrespective of the method chosen, the designation and pursuit of worthwhile objec-
tives requires talk and discussion within the organisation, before people set to work.
Action with no forethought as to goals is a waste of resources, even as thinking that
leads to no action means no results achieved and a plummeting of motivation.

™)

Inspiring
thoughts

Leadership is working with goals and vision; management is working with objectives -
Gen. Russel Honore

Most corporate mission statements are worthless. They consist largely of pious plat-
itudes such as: “We will hold ourselves to the highest standards of professionalism

2 Based on: www.nesslabs.com/smart-goals-pact
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https://webwriterspotlight.com/goal-setting-strategies-you-should-know-about
https://blog.doist.com/unconventional-goal-setting/

https://blog.doist.com/unconventional-goal-setting/

https://blog.doist.com/unconventional-goal-setting/

https://projectmanagersuccess.com/career/smart-goals-alternatives/
https://projectmanagersuccess.com/career/smart-goals-alternatives/

and ethical behavior.” They often formulate necessities as objectives; for example,
“to achieve sufficient profit”. This is like a person saying his mission is to breathe
sufficiently - Russel L. Ackoff

It is a tricky business to know when you should set goals and objectives in order to
achieve a focus, and when you would be better off dealing with the acceptance and
management of your current reality so you can later step into new directions and
responsibilities with greater stability and clarity. Only you will know the answer to that,
and only in the moment - David Allen

SYNERGIA -in one sentence

Management by objective works - if you
know the objectives. Ninety percent of
the time you don'’t - Peter Drucker
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ATTENTION! GOOD PRACTICE

The financial and non-financial
motivating of employees

KNOWLEDGE PILL
This practice would be pursued to ensure or encourage enhanced

Aim of the practice efficiency/effectiveness via financial and non-financial motivating
of employees in a unit of public administration

Origin? Management by objectives, people management

= Whenthereis a need greater than previously to motivate people into

activity
When to apply? o L
= When the reliability of new plans, objectives and effort needs
to be assured
Results foreseen Anincrease in the number of employees that are highly motivated
Inputs not to be ignored Precise study of the real motivations present in staff
Risks to watch out for Errors of communication and loss of credibility
Research on motivations - with remuneration and motivators adjusted to
Key actions objectives and expectations, and with care taken to ensure that reward
keeps up with efficiency
Key (not sole) measure of Anincrease in the efficiency of the organisation and its achievement
success of objectives

The financial and non-financial motivating of employees
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

@

= Costs of pay-rises or bonuses for employees.
= Costs of potential research on forms of motivation and
remuneration that prove to be of interest to staff.

» Costs assigned to research into employee efficiency.

@ HRrequired for
implementation

= Anexperienced employee responsible for running interviews
with other employees in order to gain information and insight into
what types of remuneration are of greatest interest.

= A small team of accountants or other employees with access to
the finances of the organisation who verify the levels of pay-rises
or bonuses given to employees.

» Ateam (of 2-3 people) dealing with investigation of employee
efficiency prior to implementation of the practice, and then after
it has been put fully into effect.

® Required technical
resources

» Anoffice for the team investigating employees’ outcomes, with
access to a computer, the organisation’s own network and the Internet.

= Acomputer program allowing files to be edited, diagrams drawn and
analyses carried out, as also supplied with a calculation program.

= Asystem by which to audit payments - to ensure the just
management of the organisation’s financial resources.

Time needed

Fullimplementation of this practice ought to take between 2 and 4
months, depending on the number of employees in the organisation
and the amount of time devoted to analysing the results of interviews
run with them.

Knowledge and
experience

Higher officials should have the necessary knowledge and
experience as they select financial and non-financial motivations for
employees. Where the need arises, a consultant might be taken on to
check employees’ expectations, as set against the capacity of the unit
of public administration to actually fulfil those expectations.

Cooperation

The cooperation in regard to this practice relates in particular to
management in the organisation, line managers, the financial
services and personnel department. Matters of key importance to
the success of this practice are trust and transparency of activity.

The financial and non-financial motivating of employees



MESSAGE FOR THE LEADER

Motivation is the fuel your organisation uses to operate -
without it you won’t be going anywhere.

Introduction Movere is the Latin word from which our word “motivation” derives,
and that suggests meanings that include “stimulation” or “the en-
couraging of somebody to do something”. In management, this
would mean that we try to incline people to pursue and achieve
the objectives of the organisation with which they are associated.
It is best when there is “unity” between goals of the organisation
and those present at the individual level in the employee, though it
will be clear that this match is never going to be ideal. The overall
motivation (or lack thereof) may sometimes be made up of many
component elements that motivate or demotivate, present together
in various combinations.

The science of management envisages at least 10 key theories of
motivation, to say nothing of the variants. Unsurprisingly, attempts
have been made to build an integrated model of motivation by ref-
erence to the above. The theories and models available to us base
themselves around such concepts as “needs” andindeed “higher -or
lower-order needs”, as well as factors contributing to satisfaction,
“expectations”, and degrees of difficulty of objectives, as well as
the acceptance of that, and the ways in which objectives assume
concrete form. “positive reinforcement” is also an aspect here, as
is feedback. A less well-known concept is that of valence, i.e. sub-
jective assessment of the value assigned to a potential reward that
an employee might receive for doing some work, as placed in the
context of that person’s needs and personal objectives.

A further matter of key significance is the feeling that “justice has
been done” through rewards given ... or else not done™

It is from the significance of needs as underlined in the many
theories that we obtain defined practical recommendations
as regards motivation?-which read as follows:

= The health of employees needs to be taken care of.
Financial security has to be assured.

1 For abroader discussion of these theories, see: J. Moczydtowska, Zarzgdzanie zasobami ludzkimi w organizacji. Podrecznik akademicki,
Warsaw, 2010, chapter on motivation entitled Problematyka motywowania pracownikow.
2 A.Jachnis, Psychologia organizaciji, Warsaw, 2008, pp. 61-67.
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= Good social contacts among employees need to be attended to.
= Theachievements of employees need to be recognised, through
the use of diverse instruments.

A still-different conceptualisation of the matter is arrived at
by T. Lowe in her book Get motivated?®. Basically that can be sum-
marised as follows:

Each person is motivated differently.

. Each person has an exceptional and unique motivational type.
. What motivates one can do the opposite for another.

. The motivation types that exist cannot be spoken of in terms of

“better” or “worse” categories.

In turn, if remuneration or other rewardis to play a motivational
role, it will have to*:

meet the individual(ised) needs of the employee.

. bemore favourable than in other organisations.
. manifest justice and fairness.

. take account of the diversity of human need.

Determination of the motivation type is made possible through
checks on whether the given person:

= prefersrivalry or cooperation;

= prefers stabilisation or change;

= prefers sincere praise with no financial reward, or else money
alone, with no praise.

Work done by Polish researchers® also shows that Poles are
most motivated by factors such as:

= recognition of engagement and commitment, as well as success
achieved;

= agoodatmosphere at work;

= objectives and tasks defined clearly and in a precise way;

= certainty of employment;

= taskdelegation.

3 Poznan 2010, pp. 3-24.
4 A.Jachnis, op. cit., p. 82.
5 Forabroader treatment, see: A.Niemczyk, A. Niemczyk, J. Mgdry, Motywaciq pod lupg. Praktyczny poradnik dla szeféw, Gliwice 2009, pp.
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Aim of the practice

Which actions does the
practice encompass?

The aim of this practice being introduced here is a raising of an

organisation’s efficiency through employee motivation of both a fi-
nancial and non-financial nature in the context of a unit in public

administration. The practice proceeds on an assumption thateach

organisation’s success is based first and foremost on the people

that form that organisation. That being so, the key to success must

liein the kinds of impact being exerted on people as willencourage

them toidentify with the objectives of the organisation, and be active

in the name of those goals.

The most fundamental division associated with the rewarding of
employees entails a distinction being drawn between monetary and
non-monetary (financial or non-financial). A further sub-division is
then into what is open or concealed.

The reward of an employee by means of money - and hence remu-
neration - takes in: remuneration as the main way of rewarding an
employee, with salary augmented by bonuses and other occasional
payments serving as prizes or awards. Beyond that:

“concealed money” is supplied where promotion takes place
and this is associated automatically with higher earnings, but
also prestige and career progress within the given profession.

= Clearlynon-monetaryinstruments in turninclude things like ben-
efitsin the form of a season ticket to the gym, health insurance,
asubscription to private healthcare, the funding of educational
services, and so on.

= Non-monetary satisfaction can in turn arise from work done,
from a reputation prized on the organisation’s market; from
good health and a supportive action at work.

Pusuit of the practice takes in:

The running of interviews with employees so as to obtain infor-
mation on forms of reward (monetary or non-monetary) that
are most interesting.

= The work of those analysing reward and remuneration, as well
as accountants - with access to financial information verifying
levels of remuneration, increases in pay, and bonuses.
The verifying and running of interviews with managerial staff
as regards the competences and efficiencies of employees
subordinated to them, in the context of levels of remuneration.

The financial and non-financial motivating of employees



Risks and barriers
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Determining of the way in which employees’ efficiency is to be
measured at the beginning of the practice, duringit,and at the
time the results are summed up.

= The assessing of obtained results of research into efficiency,
as well as levels of satisfaction and points of view among em-
ployees.

The drawing of conclusions and introduction of necessary cor-
rections.

= Available funding for motivating pay-rises and the financing of
other components of overall motivation.

= Errorsinregard to the communicating of the aim of the practice
and course of its implementation.
A decline in the motivating role or impact of new practices as
time passes (“habituation”).

= Doubts on the part of employees as to the honest progress of
change and just reward and remuneration.

= Resistance to new ways of operating on the part of some staff.

Target (desired) outcome in a public organisation

= Adeveloped and flexible system by which to motivate employees.

= Ahigher level of employee satisfaction with the system of reward
and remuneration.

= Anincrease in employee productivity.

= Greater satisfaction of citizens with services better rendered by the unit of public
administration thanks to greater motivation and productivity.

Indicators of the
effectiveness of the practice

To gauge the level of approximation with assumed goals for the
given practice, and their achievement, it is possible to make use
of the following indicators, which can be termed indicators of the
effectiveness of the practice.

As regards the system of motivation, these indicators proceed on

the assumption that we measure outlays on reward and remuner-
ation as financial outlays out of which the institution or firm draws

benefit. Where public administration is concerned, akey problemis

that that basically does not operate by reference to profit, meaning

that the measurement needs to relate to other criteria.

These could be:

= agreater number of positive opinions from stakeholders cor-
related with full implementation of the practice;

The financial and non-financial motivating of employees



savings on the running of the office thanks to innovation, facili-
tation and streamlining all arising as employees are motivated;
= anincreaseinnumbers of “products” of the institution, such as
decisions issued, sums of money spent on projects per unit of
time, and so on;
= ashortening of the time needed for the core processes of the
organisation to be put into effect.

Direct measurement of the effects of a new motivation system
canrelate to:

= anindexportraying the increase or decrease in the productivity
per employee (e.g. the numbers of cases closed or matters dealt
with per employee);

= anindex measuring (comparing) the link between the increase
or decrease in productivity of the employee and the means of
motivation applied;

= areductionin numbers of employees who leave, in connection
with the system used to motivate and reward/remunerate (the
comparison entailing periods before and after the practice
was introduced);

= anincrease in numbers of candidates willing to work in the
organisation.

87

What next?
Self-questioning

Ask yourself questions as follows:

= Did | take care to bring in the right people, and to communicate correctly so as to
reveal why changes in the motivation/remuneration/reward system are needed?

= Did the setting of requirement as a basis for new systems take place in a manner
ensuring that the criteria will actually enjoy common respect and understanding?

= |s there a strong link (correlation) between variables in the system of reward and
remuneration, changes in the conduct of employees and obtained results - or is
there just chance?

The financial and non-financial motivating of employees
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@ Interesting examples, implementations and indications

The author of the guidebook entitled Motywacja pod lupq. Praktyczny poradnik dla

szefow? offers 13 principles of effective motivation. These are given below, with
arecommendation that details be sought in the interesting and practically-oriented
publicationitself.

For more on this, see:

A.Niemczyk, A. Niemczyk, J. Mqdry,
Motywacjq pod lupq. Praktyczny
poradnik dla szefow, Gliwice 2009,
pp.22-198.

Further reading:

Public Motivation Theory

10.

1n

12.

13.

The 13 principles of effective motivation

Only with proper communication can people be motivated.
The process of motivation begins with oneself.

Do not seek to motivate without mentioning an objective.

Unreachable or unachievable objectives/goals are the opposite
of motivating.

. Joint determining of objectives is motivating.

. Don't seek to motivate others without first knowing what their

needs are.

Motivate to make development possible.

. Don't expect motivation to persist forever.

Motivate by noticing and recognising successes.

Ethical rivalry does motivate.

Elite status motivates.

Membership of or affiliation with a group is motivating.
Motivation is only going to work if there is a good atmosphere.

The authors also encourage the idea of non-typical ways of moti-
vating people being sought out.

What motivates public-sector employees (Public Motivation
Theory) as exemplified by the administration of Ireland is set out in
work done by that country’s Institute of Public Administration.
Please see the link. This is Ireland’s agency responsible for the
development of public services, and focusing on the development
of the public sector.

6 A.Niemczyk, A.Niemczyk, J. Mqdry, op. cit., Gliwice 2009.
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@ Public administration, please remember!

Summary
@ Act as if what you do makes a difference. It does - William James
You don’t get paid for the hour. You get paid for the value you bring to the hour -
Inspiring JimRohn
thoughts

Employers only handle the money. It's the customer who pays the wages -
Henry Ford

The three most harmful addictions are heroin, carbohydrates, and a monthly salary -
Nosalm Nicholas Taleb

SYNERGIA -in one sentence

You won't be able to motivate others
unless and until you recognise their
needs!
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ATTENTION! GOOD PRACTICE

Motivational Key Performance
Indicators (KPIs) for the public
sector

KNOWLEDGE PILL

. . This one seeks to bring into a unit of government certain KPIs that seek to
Aim of the practice

raise levels of motivation and productivity among staff

Origin? Management by objectives, people management, HRM

When there is a feeling that goals are lacking, and when a greater need
When to apply? arises for the organisation to be assessed realistically, with a view to
motivation to achieve things being increased

Clarity as to the direction in which the organisation is moving,

Results foreseen
and the enhanced motivation arising from that

Inputs not to be ignored Workshops aiming to have the whole organisation agree on the KPIs

Risks to watch out for Excessive faith in the power of KPIs even on their own, in isolation

» familiarisation with the methods of the proper determining of KPIs,
Key actions = training,
= consistent application

Key (not sole) measure of Enhanced motivation, greater satisfaction on the part of both
success management and citizens

Motivational Key Performance Indicators (KPIs) for the public sector
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderate

®@®O

Required financial
outlays

@

= The financial means needed for this are relatively limited.

»  The main cost for a public organisation will be the rewarding and
remuneration of employees coming within the team responsible for
determining - and then monitoring the use of - indicators. This will be
minimised where there is suitable delegating, provided that the staff
in question possess the experience necessary.

@ HRrequired for
implementation

» Ateam (of 3-4 people) responsible for determining the identities of
key measurable indicators of performance in the given unitin
administration;

= Ateam (of 2 people) competent to check on the KPIs, and thus
studying if the organisation is complying with or working towards
what has been established, but also recommending means of
optimising the situation to management;

« Ateam (of 3 people) responsible for designing and bringing in
a system of appraisal and bonuses linked up with the KPIs

= Team managers usher in the indicators within their teams;

» Allemployees of the public organisation - as regards their commit-
ment to meet what is set out in the indicators

® Required technical
resources

An advanced program allowing for the study and monitoring of KPls;

an office for the team that decides and checks on the indicators. This
must have Intranet access, computers, and a multimedia board or large
monitor for the joint work of the members of the team.

Time needed

Around 6 months. Itis essential that there be time to set up the team
working on the KPls, time to collect information, found a database, and
designate the indicators for the organisation that reflect its profile and
needs, and are measurable.

Knowledge and
experience

= The necessary knowledge and experience should be possessed by
the higher official responsible for giving effect to the practice.

= Knowledge and experience also in the team determining and
checking out the organisation’s KPIs - these being experts and
consultants specialising in the implementation of such steps.

= Employees to whom precise knowledge on the KPIs (what is being
measured) will need conveying.

Cooperation

Itis crucial to the success of the practice that there be cooperation
between leaders and the KPI teams.

Motivational Key Performance Indicators (KPIs) for the public sector
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Introduction

Aim of the practice

What are KPIs?

MESSAGE FOR THE HEAD OF THE ORGANISATION

If we cannot express our objectives numerically,

then we cannot manage them (by reference to them)

The above means though that it is hard to establish detailed ob-
jectives, as well as tasks defined precisely by which those can

be achieved, or stages to the achievement of objectives. It is like-
wise challenging to make comparisons with other organisations or
past periods of activity. Nevertheless, people also say that what is

counted will also be done. Calculationin the context of an objective

(indicator) offers a more efficient approach to that objective being

achieved, while where a unit of public administration fails to set an

objective, or to measure it with the aid of a number of measures,
then the end of the accounting period will not be associated with

any ability to check on what has been achieved. The same is true
of appraisals of people’s performances.

The pursuit of measurable goals and assessment of the out-
come of activity seek to ensure desirable behaviour in organ-
isations, and that must by definition denote their objectives

too. By setting objectives that will be very hard to achieve, or fail to

find reflection in reality, we simply instill a mood of stress in the

organisation, with people not then striving to achieve obijectives,
but considering the ways in which they justify failures to achieve

them. On the other hand, the setting of goals that are ambitious

(albeit still doable) may motivate action.

Thus, while an indicator is not typically seen as an instrument of
motivation (in the way that money and promotions are), “sowninto it”
in some place is major potential to either motivate or demotivate
(meaning either success or failure, either punishment or reward).

The aim of the practice is to bring in (in some unit of public adminis-
tration) measurable KPIs that seek to increase levels of motivation
and productivity among employees.

Key Performance Indicators are measures of the degree or ex-
tent to which effect is being given to the achievement of goals set
previously.

KPIs are applied in many spheres, as well as such specific fields
of management as marketing, strategy and finance, which all have
their own objectives .. and corresponding KPls.

Motivational Key Performance Indicators (KPIs) for the public sector



Which actions does the
practice encompass?
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The development of objectives, at alevel yielding positive motivation
of employees, requires needs analysis for the organisation and
employees’ possibilities as well as the effectiveness of pro-
cesses within the organisation, in such a way as to (hope to) lead
to the achievement of objectives. This can be done where KPIs
are shaped using the SMART method, leaving a probability of full
implementation of the objective at an estimated level of 70% - some-
thing actually very hard to achieve. It does not represent a degree
of challenge impossible to achieve by a competent and motivated
team; and it can be assumed that engagement / commitment here
will be optimal (as compared with what would happen where the goal
is unrealistic. Here things will be neither too unambitious nor “para-
lysing” on account of ambition. They will, however, be “good enough”.

@ Let us recall the SMART method, whereby objectives are specific,
measurable, assignable, realistic and time-related.

S specific,

M measurable,

A assignable,

R realistic,

T time-related.

This method may equally well set KPIs, or deploy KPIs in an effort to

achieve more precise definition by way of SMART. The determining

of KPIs represents a particular kind of “radar” leading towards an

objective within a defined period of time available for achievement.
Beyond the measurement function, KPIs facilitate the selection of

information in management - whatis of significance is the informa-
tion (data) exerting a direct influence on the indicator(s). A condition

here is proper determination of what the key indicators are in

relation to a given sphere or project.

By bringing in this realistic yet ambitious way of determining objec-
tives we also anticipate particular tasks being assigned to particular
employees, in the circumstances of a kind of mobilisation (and
hence sense of urgency), but NOT a situation of paralysing fear.
This builds a certainty that, while commitment and motivation will
be at a high level, there is no actual “sentencing to hard labour”.

Motivational Key Performance Indicators (KPIs) for the public sector
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By doing work we can achieve the goal, and that represents the op-
timal “state of arousal” to ensure that tasks are pursued to their ends.

The above approach will prove effective if management in the or-
ganisation takes care to ensure that there is training of employ-
ees, with that making it possible to achieve 70% implementationin
regard to tasks set, even as the objectives pursued are linked
with employees’ professional and personal development (and
hence afusing of personal objectives with those of the organisation).
Also serving this will be integrationbetween the KPIs and annual
appraisals of employees, with a further link being to financial reward.

At the level of the organisation the closer approach to ambitious-
if-realistic goals canrequire a streamlining of processes leading
up to them, including those that might prove difficult for employees.

By ushering in KPIs, with the time and effort that that denotes, we
will have tools universal enough as to allow at least several key
improvements to be made within the organisation. That means
that the effort referred to can pay. A most-valuable effect is the
integration of the KPIs with performance appraisals, and rewards.

In the first place, KPIs can be an instrument by which to assess
employees, in particular where the time-frame is an annual one.
Depending on the postinvolved, and type of task, the achieved KPI
may be of key importance as the employee is assessed, or else
be auxiliary to it (relating to one of the indicators). The degree of
use of the KPIs in this evaluation may depend on whether the post
involved is managerial, expert or executive. KPls may also be applied
as a component by which teamwork is assessed - KPIs are then
those to which a whole (component) team within the organisation
is devoted to fulfilling. The trend entailing assessment of teamwork
has gathered strength and significance inrecent years, most espe-
cially in complex organisations just such as those to be met within
public administration. By linking up assessment with the KPls we
strengthen the linkage between the goals of the organisation
being achieved, and appraisal of the performance (efficiency
of performance) of work at given posts. This allows for rapid
pursuit of necessary change, or else serves as a tool in motivation.

At the same time, a certain challenge is posed by the establish-
ment of KPIs as a component element in the evaluation of em-
ployees, given the diversity always present within organisa-
tions. For it may happen where organisations are very large that
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the KPIs for different constituent parts differ (customer servicesis
not communication with the public, evenif the two canberelatedin
some ways). In this case, the differing KPls must be brought down
to comparable measures, within whose framework an employee
can be assessed, but still with a view to comparability and equal
treatment being assured.

At the same time, care needs to be taken to ensure a feedback
mechanism as regards approach to the level required for
the KPIs, in shorter periods comprising an assessment period of
amonth or a quarter, so that teams and individual employees can
make course corrections to their work on tasks.

Second, a second step with KPI can assist with the introduction
of change in the organisation’s remuneration system, as bonuses
revolve around the achievement of results.

In this case, the aim of implementation is the financial rewarding of
employees that meet requirement measured with the aid of KPls. As
in the case of periodic assessment, it is important to adapt indica-
tors applied to match the post held by the employee (and his or her
division within the organisation). Care needs to be taken to ensure
that the systemis:

= uniform throughout the institution (with account taken of differ-
ences in tasks characterising the component parts),
regulated precisely and transparent to employees, managers
and those working in HRM.

Anecessary step will also be financial analysis seeking to simulate
effects of the practice being brought in and selecting an appropriate
scale for the system of bonuses, in the sense of the ratio of pay
based on bonuses to regular remuneration, with an accounting
period then determined for the achievement of KPIs versus the
awarding of bonuses. Non-financial forms of motivation will also
need adjusting.

Direct responsibility for the measurement of KPIs willbe in the
hands of a team (of 2-3, depending on the size of the organisa-
tion). These people will assume responsibility where the indicators
of effectiveness are concerned, and will determine whether the
organisation is in (or achieving) compliance with what has been
established, making recommendations as to how the indicators
might be optimised which are addressed to the leadership and
also consider any possible problems arising with implementation.

Motivational Key Performance Indicators (KPIs) for the public sector



Risks and barriers = Alack of involvement in the implementation and pursuit of
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the KPIs - especially where this is true of higher-level officials;

= ‘“organisational politicking” in respect of the indicators;

= The failure to establish indicators of effectiveness in a manner
thatis “SMART";

= alack of willingness or readiness on the part of employees
to embrace change and work to achieve agreed levels for the
indicators chosen;

= afailure to provide employees with the information they need
when it comes to indicators of effectiveness;

= afailure of communication between project teams and lead-
ers of various divisions within the organisation.

Target outcomes in a public organisation

Indicators of the
effectiveness of

a focus on key, core activity, thanks to the KPls;

greater transparency as regards what the organisation does, and how, thanks to
the KPIs;

increased motivation, commitment, productivity and satisfaction on the part of em-
ployees in public administration;

ongoing checks on the extent to which the objectives of the public organisation are
being pursued as they ought to be;

improved internal communication of the unit in public administration - supportive
communication in regard to measurable objectives;

a system assessing employees’ level of attachment to the achievement of the or-
ganisation’s main objectives;

enhanced motivation of employees through the system of bonuses;

increased citizen satisfaction with the operations of units within public administration.

To measure approximation of the set objectives for the given prac-

the practice  tice (and their achievement) it is possible to apply the following
indicators (relating to indicators!), which we term indicators of the
effectiveness of the practice. Their use demands the a priori
defining of the organisation’s objectives. They are:

= an indicator showing the degree of advancement of the
work of the team responsible for setting up effectiveness in-
dicators - allowing therefore for measurement of progress with
giving effect to apractice, over time, and for exampling referring
to percentage levels of take-up by unitsin the organisation, etc.;
= anindicator showing the influence of the Indicators on mo-
tivation among employees, as well as efficiency. This kind of

Motivational Key Performance Indicators (KPIs) for the public sector



@ What next?

indicator willbe measured best if questionnaires are distributed

among employees, with a view to their assessing the influence

of the KPIs on their work;

anindicator presenting the results of research polling citizens

for their assessment of the activity of units of public admin-
istration in the wake of their having brought in KPIs. This

may require that citizens are actually informed about what the

KPIs actually are.

It is possible to resort to other methods that supplement the ones presented
in the practice, especially the SMART method. These are deployed by, for example,
coaches, as they seek a more-precise definition for their clients. The more-precise
defining of an indicator is done with a view to increasing capacity to achieve the
goal it relates to, even as monitoring and measurement are facilitated further. This
also allows objectives to be assessed in positive categories, rather than negative
ones (anundesirable state). Anindicator may be defined more precisely with various
methods used to do this, with the use of severalin combination allowing for yet-further
“sharpening’. Methods can help with mutual verification. One suchis given as follows:

@ Methods of defining objectives more precisely

The PURE Method:

= KPIs are Positively stated.
= KPIs within the organisation are Understood.
= KPIs are (for those who will operate in line with them) Relevant.

= KPlIs are Ethical.

Based on:

S. Dembkowski, F. Eldridge and I. Hunter, Coaching kadry

kierowniczej, Warsaw 2010, pp. 63-70.
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@ Interesting examples, implementations and indications

= Spider Strategies present KPls adapted to public administration. The page offers
many KPI-type indicators for such spheres as economic development, public trans-
port, public security, culture and recreation, etc.

= AUNDP guidebook deals with the ways in which the activity of public organisations

can be measured.
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Inspiring
thoughts

Users’ Guide For Public Administration Performance, November 12, 2015.
United Nations Development Programme Oslo Governance Centre Democratic
Governance Group Bureau for Development Policy.

As the UNDP notes:

This Guide responds to a growing demand for more operational and nationally-owned
measurement tools for public administration. It critically reviews the existing assess-
ment tools and information sources which are readily accessible online. It provides
practical guidance drawing on scenarios, and provides an exhaustive inventory of
existing assessment tools and methodologies

Public administration, please remember!
Summary

Irrespective of methods usedin the designation, pursuit and measurement of achiev-
able values for objectives, this all needs talking about within the organisation, in

advance of everybody getting to work. Action not preceded by thought regarding

purpose is a waste of resources. But equally, thinking with no doing means a lack of

outcomes and a fallin the level of motivation.

The man who starts out going nowhere, generally gets there - Dale Carnegie
The purpose of visualization is insight, not pictures - Ben Shneiderman

Most people use statistics the way a drunkard uses a lamp post, more for support
than illumination - Mark Twain

If you torture the data long enough, it will confess to anything - Ronald Coase

SYNERGIA -in one sentence

If you can’t measure it, you can’t
manage it - Peter Drucker

Motivational Key Performance Indicators (KPIs) for the public sector
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Introduction

FILMS Q; A

Knowledge, like human beings, is a specific kind of “resource”. Inpart
it might move around as employees come and go (staff turnover),
and it can be “owned”, but also confessed to. It is also like a biolog-
ical species, as, while the individuals connected with it may die, it
persists and even develops. Like a person, each management of
an organisation is not able to hold on to, or even contemplate, let
alone process, the entirety of the knowledge the organisation has,
or even that part of it essential to functioning and decision-mak-
ing. And the larger and more complex the organisation, the more
difficult all that gets. Hence a need (strong) for methods that leave
knowledge more accessible and utilisable in meeting the objectives
of the organisation.

The Oxford Dictionary of Business and Management (also as trans-
lated) offers knowledge management as a way of both its gen-
eration and sharing, but sees this as a relatively new notion that
hasbeendefinedin avariety of ways. Where initiatives inknowledge

management achieve success that usually means greater engage-
ment on the part of staff,improved individual and orgnisational cre-
ativity, more entrepreneurialism and innovation’. Knowledge and

its management also have their strong connections withinnovation,
creativity and the ongoing virtualisation of the organisation.

: )

® AndreGide:

When an economist responds to our
question, we cease to understand that
question

Income effect

Substitutive effect MEALS

1 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 345.

Knowledge management



103

The specifics of the area?

The practice of knowledge
management?®

Knowledge is making its way to the top of the list of resources be-
cause civilisation has entered the information society / knowledge

society stage (the “era of knowledge”), with today’s economy also

seen as knowledge-based. The core capital here is thus intel-
lectual. Things were analogous in Ancient Egypt - a key role in its

civilisation was played by Priests in possession of ... knowledge -
they were the then economists, engineers, doctors and lawyers.

And just as our era is the knowledge erq, so institutions making
intensive use of knowledge are “intelligent”, “learning” or (again)
“knowledge-based”. Data, information, databases, progress algo-
rithms, former experience, practice, human knowledge inindividuals
and teams - these all come together as the organisation’s most

important resource.

This areais thus much interwoven with HRM as the management
of the so-called knowledge workers requires specific (non-indus-
try-type) methods of managing individuals and teams. The motiva-
tions, means and rhythm of work are different, as are the methods of
improving work and assessing its outcomes. People forming part of
the “generation of knowledge” are usually well-paid and (because)
they might rather easily take their competences to other organi-
sations. Other knowledge spheres linked closely with knowledge
management relate to quantitative methods and so-called data
mining, ICT, cognitive knowledge and psychology, Al, and so on.

Practice® of and in knowledge management is often describe in
terms of “knowledge engineering”, and we also need to think in
terms of knowledge being open, but also tacit and hidden, or latent,
shallow or deep, and silent. And of course knowledge has its seat
within the individual, the group and the organisation.

Also of key significance here are such instruments and notions as
skills management, key competences and talent management.
Knowledge management can also be subject to audit, allowing for
afulleridentification of what knowledge resources an organisation
might have. “Practitioner communities” and “expert networks”

2 For more on knowledge management, see: J.R. Schermerhorn Jr.,, Zarzqdzanie, Warsaw 2008, pp. 56-62; J. Kisielnicki, Zarzqdzanie. Jak
zarzqdzac i by¢ zarzqdzanym (“How to manage and be managed” - Chapter 12 on knowledge management per se), Warsaw 2014; J.
Fazlagi¢, Innowacyjne zarzqdzanie wiedzq, Warsaw 2014-plus the literature given at the end of the chapter.

3 For abroader treatment, see: S. Wawak and K. WozZniak, Organizacja systeméw zarzqdzania wiedzq, (in:) Podstawy organizaciji
izarzgdzania (chapter 23), ed. A. Stabryta, Krakow 2018-plus the subject literature offered at the end there.
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are also set up to exchange knowledge within the organisation, or
indeed between cooperating institutions.

As arule, systems of knowledge management are very much tar-
geted at key processes and strategic objectives of the organ-
isation - for above all it is practical purposes that they serve.

@ What happens with knowledge in an organisation?*

/ Collection \

Registration,
Communication collection and

archivisation

Knowledge

and its management
Correction and

Application updating

Interpretation Reporting

Knowledge management has emerged from simple methods of
collecting and selecting data as information is created, all the way
through to the building of complicated knowledge systems (with

4 Inter alia developed by reference to: K. Kozminski and D. Jemielniak, Zarzqdzanie wiedzq, Warsaw 2014; S. Wawak and K. Wozniak,
Organizacja systeméw zarzqdzania wiedzg, (in:) Podstawy organizacji i zarzqgdzania (Chapter 23), ed. A. Stabryta. Krakow 2018; B. Barczak
and K. Bartusik, Organizacja uczqca sig, (in:) Podstawy organizacji i zarzqdzania (Chapter 23), ed. A. Stabryta, Krakow 2018; B. Mikuta,
Organizacje oparte na wiedzy, Krakdw 2006; G. Probst, S. Raub and K. Romhardt, Zarzqdzanie wiedzq w organizacji, Krakow 2004.

104 Knowledge management



105

resources of knowledge in an organisation mapped and estimat-
ed). Dynamic knowledge management entails methods steering
the movement and circulation of data, information and knowledge
in the organisation, as well as the stimulation of learning among
employees and the organisation as a whole, with knowledge used
in decision-making as well as the ushering-in of change. Also an
ever-more important sphere involves use being made of so-called
big data, i.e. large collections of data on the economy and society
used in analytical support of decisions, as data are “drilled”). The
introduction of more and more IT denotes the use of so-called ex-
pert systems, which basically means artificial intelligence being
used to take some decisions that people used to take.

Researchers put particularly strong emphasis on the cultural as-
pect to this domain. For there are organisational cultures that,
on one hand, hinder processes, while on the other fostering
the creation, consolidation, entrenchment, flow and utilisation
of knowledge. A culture favouring the process relies strongly on
internal communications. Even though knowledge managementis
a relatively young field, its rapid development results in organisa-
tions adopting functional strategies for managing knowledge,
similar to market or communication-related strategies.

Sources of knowledge divide primarily into the internal and external.
The former often fail to gain sufficient use in problem-solving - knowl-
edge exists butis “silent” or “hidden”. The role of management here

is to extract and integrate this existing knowledge (the “intra-or-
ganisational knowledge market”). This is done by identifying the

competencies of employed individuals and the information they
possess, as well as databases, etc. This represents the foundational

level of knowledge management. The next level involves acquiring

knowledge from the environment and surroundings (partners,
competitors, consultants, universities, etc.).

Inits developed version, knowledge management may be an expen-
sive business - to the extent that it can only be green-lighted by large
corporations (who are at the same time “knowledge enterprises”)
or else states. Nevertheless, many methods from the management
of knowledge can be and are used in smaller teams. Knowledge
management is furthermore a way of coping with “information

5 A.K.Kozminski and D. Jemielniak, the relevant chapter on Zarzgdzanie wiedzq, (in:) Zarzqdzanie od podstaw, Warsaw 2011.
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The role and specifics
of the area within public
administration®

overload” (giving rise to analytical paralysis). And like most meth-
ods in management, these ones are the subjects of fashions that
come and go. That in turn denotes for this sphere of life (like all the
others) a degree of well-meaning scepticism.

Inbusiness organisations, knowledge managementis another weap-
on in the armoury of maintaining and ensuring competitiveness.
However, entire states may not be that different when it comes to
the international “division of labour”.

In public administration, the achievement of its objectives is being
served.

These are, furthermore, the goals society and the state put before
administration, with core aspects being the need to be effective,
efficient, targeted, frugal / economical and so on.

Knowledge is the sources of two types of power or authority in
the public sector, both political and administrative. Thishas been
known since the times of the Priests of the Egyptian and Mayan
civilisations.

Knowledge management in the public sector concerns knowledge
as broad as is the scope of operations of that sector. By way of
guaranteed primacy in certain areas and aspects, the state can
collect data on society and economic life (and thereisreporting,
reporting and more reporting, as well as forms and so on). In the
situation of democracy we may entertain the hope that these data
are used in ways that serve the public good, with our sensitive
information certainly being treated as under protection. At the same
time we fear the knowledge (as with those cameras) and we count
on it being truly helpful.

Wanting to regulate markets and guarantee security across its
territory, the state wants and needs to have its “eyes and ears” (be
those of statistical offices, diplomacy, databases of an integrated
nature, macroeconomic models or whatever). But that also needs
“a brain”, whereby data obtained via those different “senses” are
usedindecision-making, following on from the consideration given
to all of the core circumstances.

6 G.Rydlewski, Rzqdzenie w epoce informaciji, cyfryzacijii sztucznej inteligencji, Warsaw 2021.
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Hence an infrastructure to the public management of knowl-
edge: analytical cells within administration, public think-tanks, sta-
tistical services, intelligence services, diplomacy, centres for stra-
tegic studies, government research centres, public academies of

science and advice-related contracts farmed out to the consulting

and academic sectors.

However, infrastructure alone still does not denote a proper-
ly-functioning process of knowledge management. At state
level, all of these elements to the “architecture” of knowledge
need to be linked to mechanisms for the exchange of information
and knowledge. And as history (e.g. Pearl Harbour and 9/117) make
clear, the possession of knowledge does not always translate into
effective action - in a problem that links up with the silo mentality
so typical of administration, but also in fact of most large business
organisations!

Further inspirations

&

Further
reading:

Edward Waltz,

Knowledge
Management
inthe
Intelligence
Enterprise,
Artech House
2003, p.145.

Core elements to the critical-thinking methodology as applied to the manage-
ment of knowledge (recommendations for the intelligence organisation):

In formulating the issue or problem, engage in a clear defining of assumptions, meth-
ods and objectives of investigations, identify the frames of reference for consider-
ations (perspective, boundaries of the subject matter, limitations and unknowns).
Identify all core knowledge resources, alternative views and conclusions. Then
assess the suitability of sources and evidence. Define the pedigrees of all sources
and evidence to check reliability and collection methods.

Assess the precision and uncertainty present in evidence, apply argumentation and
verify the rectitude of the logical processes (to ensure there are no errorsin the logic).
Create alternative arguments with justification. Recall the risk of evidence-related
errors (uncertain information) being transferred, through a process of argumenta-
tion leading to conclusion-drawing. Assess the quality of arguments in respect of
decisions they are to serve.

Define the justification underpinning decisions and the selection criteria. Foresee
the consequences of decisions. Take account of the implications of alternative
assessments. Support decisions with objective justification.

7 Inthe cases of both Japan's attack on the US naval and air bases of December 7th 1941 and the four coordinated Al Qaeda terrorist
attacks on targets in the USA of September 11th 2001, structures of the US administration, military and intelligence services did have
information (albeit of varied value and precision) on possible attacks. Yet that information, for a variety of reasons (lack of information
flow, weak risk management, etc.) was not linked up into one picture conferring real awareness of the situation.
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ATTENTION! GOOD PRACTICE / LECTURER — PROF. RADOStAW KOSZEWSKI

Data-based decision-making

KNOWLEDGE PILL

The method seeks to help teams make decisions in the context and

Aim of the practice .
process of solving unstructured problems

Origin? Knowledge management

When to apply? ici)srgzliz);gecision-making situations, where past decisions have been
Results foreseen Optimisation of the decision-making process

Inputs not to be ignored Training in the basics of the method

Risks to watch out for Delay with obtaining data leads us to a different decision

= Acquaintance with the method
Key actions = Training
= Consistent application

Key (not sole) measure of Greater adequacy of decision-making, increased satisfaction of
success management with decision-making processes in the organisation

Data-based decision-making
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

Limited - relate to basic training in the applied practice.

® | @

HRrequired for
implementation

» Leaders of teams responsible for decision-making in the organisa-
tion, and for bringing in new practices within the team.

= Teams of up to 10 members as the most efficient at 6-stage analysis
of problems using data.

» The team should include at least one person authorised to give
effect to any decision taken.

® Required technical
resources

= Atraining room with computer equipment, sound system and
projector.

*  Premises allowing for work in teams, adapted for decision-making.

= Modern equipment for the purposes of presentation and
communication.

» Programs to edit files and visualise data, equipment conducive to
brainstorming and similar methods, access to anintranet.

Time needed

to give effect to the practice of data-based decision-making we plan
for it to take 3-6 months, in order for the practice to take rootin the
organisation.

Knowledge and
experience

Familiarity with the methods, an orientation regarding the organisa-
tion’s resources of knowledge and data, expert support.

Cooperation

109 Data-based decision-making

Cooperation both between members of the team bringing in the
method and with external partners (suppliers of knowledge), e.g.
think-tanks, NGOs, and higher-education institutions.



110

Introduction

Examples of unstructured
problems on the global scale

Data-based decision-making

MESSAGE FOR THE HEAD OF ORGANISATION

Erroneous data or the absence of data lead to poor

results! If we are to take justified, effective, just
and trustworthy decisions, we need reliable data.

This practice is suitable for and useful in public administration as,
although simple, it helps with the solving of non-typical problems
known in the social sciences as unstructured problems. Deci-
sions may be classified by reference to the nature of the issue
the decision relates to.

Structured problems are routine by their very nature, and rec-
ognised by the decision-maker as having a clear structure. They
occur widely and often, and the ways of solving them are generally
known and applied to good effect (as with seasonal colds) in an
organisation, in a similar and recognisable way. What might be
involved here are treatment schemes or algorithms. They are under-
standable, described and detailed exhaustively; and are relatively
easily resolved, once they have appeared.

Unstructured problems are by their very nature new, rarer and

often sudden (as with the so-called “black swan” exemplified by the

COVID-19 pandemic). Such problems may be hard to recognise as

they make their first appearance, and they may also require specific

analysis andresearchif there is to be fullunderstanding; and ready-
made methods for that analysis are not always ready (meaning that

we “put the ship through a makeover while already at sea”).

The decision-maker’s information regarding the problemis unclear,
ambiguous and incomplete. Even experts have no way of solving
it at the time it appears, having first identified the type of problem
that they are facing.

Such problems demand a combination of the analysis of hard data

with more subijective and intuitive discoveries or conclusions relat-
ing to the problem’s different dimensions. Nevertheless, the collec-
tion of data that is as accurate as possible is of key importance, as

without that, even the best intuition and creativity techniques will

prove ineffective.

The optimal situation entails the construction of a model for
data-gathering that serves in decision-making of a defined type
(financial or strategic, for example), or for an indicated unit of an
organisation.
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The conse-
quences
of Al

The ageing

society

Aim of the practice

Data-based decision-making

The consequences
. of the war in Ukraine ‘

This method originating in knowledge management is linked with
many areas of management of an organisation, not least change
management, and the management of projects, processes and
risks, given that effective cases of all of these demand both good
data and good decisions. Today there are also strong links with ICT.
Knowledge and data also provide a basis for good communication,
successful negotiations and wise decisions on the part of leaders
in an organisation.

The climate
crisis

Migration

It needs to be recalled that data-based decision-making takes
more time than the intuition-based version, though as a rule
the time expended is saved later, as mistakes requiring time to
put right are not made. A further key condition for the method to be
effective relates to the need for key data to be checked. Moreover,
decisions taken by reference to data are transparent, given that the
justifications for taking them can be verified easily enough.

The method seeks to assist teams with their decision-making as
they (re)solve unstructured problems. For these pose the greatest
challenge to administration and are more often analysed using
a better means of data collection and utilisation. This is a relative-



Which actions does the
practice encompass?

12

ly straightforward method, albeit one capable of good effect if
applied consistently and in the proper way.

Implementation does not cost much. Carried out in the right way it
takes place through the engagement of managers and leaders
in systematic data-based decision-making. The effectiveness
of the method depends on the determination and involvement
of as many people as possible. Training for employees in new
ICT systems and correct data-gathering is also indicated. In large
organisations, consideration can be given to the founding of
a special organisational structure for data collection from
awide range of sources.

The basis can be found in the following steps:

. The defining of the problem, including by:

= gathering and identifying available data and information, stud-
ying data obtained from relevant specialists / stakeholders /
employees.
Detailed analysis based on at least 2-3 significant opinions
(of recognised experts, experienced employees, key stakehold-
ers and good practice), but also different statistics, opinion polls
and surveys.

. The narrowing-down of the significant sources of data to the

most reliable and suitable.

. Moving on to analysis of the problem by reference to the Six Steps

Method'.

@ Risks and barriers

= Application of the method without ensuring that it is understood and accepted.

= Alack of consistency to the method’s application.

= Afailure of data-based decisions to gel with the mood in society or people in an or-
ganisation, with difficulties possibly also arising as consensus in the decision-making
process is sought among key stakeholders.

= Resistance to new ways of operating that may be present, but can be addressed
through change management, education and communication.

1 The methodology of the next practice - The Six Steps Method - as described in detail.

Data-based decision-making



13

Exaggeration - use even in the making of routine decisions (and hence analytical
paralysis).

An insufficiency of time when it comes to the selection of problems - in essence
there is only poor defining of which problems are structured and which not.

Lack of support from leaders - it is indicated that leaders should be involved, and
made aware of the direct benefits to them.

Target (desired) outcome in a public organisation

Indicators of the
effectiveness of

Better resolution of complex problems.

Easier formulation of valuable goals thanks to new data.

Better drafting of strategies, policies and regulations, as well as decisions, through
the objectivisation of processes and their preparation on the basis of a greater
amount of data (quality).

A greater capacity to convinced partners, decision-makers and bosses.
Optimisation of the processes by which decisions are both taken and put into effect,
and an increased level of acceptance of those decisions.

Better data with which to assess results obtained - also serving furtherimprovement,
and the necessary adjustment of core activity.

Indicators as follows may be used to measure the degree of ap-

the practice proximation to the assumed objectives of a given practice (as well
as their actual achievement). These are indicators of effectiveness
of the practices concerned.

Application denotes prior defining of problems, and their or-
ganisation and grouping as structured or unstructured - e.g. using

strategic analysis methods like SWOT, the BSG matrix, brainstorm-
ing, the Delphi Method, Pareto Analysis, and so on.

In the short-term:

An increase in the numbers of processes subject to da-
ta-based decision-making and/or anincrease in the numbers
of data (measures or data of a statistical nature) used in the
taking of decisions.

Over along period:

Index of the number of strategic decisions (concerning strat-
egies, key projects, situations of challenge and crisis) taken in
a methodical way (result) based on data and/or an increase
in the amount of data (of measures) used in decision-making.

Data-based decision-making



Qualitative assessment of the effects of decision-making
using a greater amount of data - evaluating the greater effec-
tiveness of decisions taken using the method, by reference to
how apt or pertinent they prove to be, and to enhanced ability
to cope with problems (index of influence).

= Ratio (comparison) involving the numbers of processes opti-
mised through decisions taken through the widespread use of
data as against those done intuitively.

= Increased satisfaction of clients and stakeholders asregards
the functioning of an institution and its products, as a result
of resort to methods by which to make decisions concerning
those entities.
Anenhanced durability of solutions, e.g.regulations and strat-
egies (that will not need correcting too often - given that these
have been adopted for implementation using a means of achiev-
ing the methodical solution of problems).

What next?
Self-questioning

Ask yourself the following questions:

= Have | taken care to ensure that the proper people are involved, by way of means
of communication appropriate in making clear the reasons for a decision needing
to be taken that are more data-based than they were before?

= |s each of the 6 stages in the decision-making adequately informed by the nec-
essary data to ensure rationality of action at the given stage?

= [flhad a magic wand (best expert, unlimited time, budget or authority), what could
| still do? What would Robinson, or Thomas Edison do?

@ Interesting examples, implementations and indications

Benefits (but also limitations) arising out of the use of data in public policies
and decisions

= Policymaking must be inline with the possibilities for date to be gathered and used, in
order for decision-makers to be in a position to use the information. Perfected
data allow for the directing, applying and experimental (test) shaping of policies, with
introduction of a necessary degree of flexibility.

= Analyses not based on data are open to subjective interpretation and manipulation.
Policy is often based solely on intuition, past experience, theoretical knowledge or
biases/prejudices. Data can make good such shortfalls and shortcomings.

14 Data-based decision-making
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Without good data many problems go unseen.

Profound and far-reaching recognition of and acquaintanceship with the problem

may be essential.

Technologies allow problems to be revealed/identified, with this ensuring prevention

of their emergence at the appropriate juncture, monitoring, data-exchange, the for-
mulation of questions, the assessment and comparison of outcomes.

Aprevious process that was paper-based, slow and tedious encouraged diagnosis of

problems on the basis of anincomplete picture, as well as years-old data burdened

by errors.

Electronic reporting systems, sensor and satellite technology can ensure the prob-
lem-free and real-time dispatch and aggregation of data and checking for errors.
Linkages between databases and wholesaling systems allow for the simultaneous

searching of many compilations of data, providing for an escape from the silo men-
tality that is typically present, in order that data can be brought together in mutual

support of one another.

There are tools allowing for a deeper understanding and conceptualisation of prob-
lems - systems: of geographical information (GIS-based mapping and visualis-
ation), and of data exploration (automated model algorithms, correlations).

Once data have been collected and analysed, they may be made available to the

public, in order for the process by which policy is created to be opened up. It can be

aplus-pointif citizens are supplied with the tools to carry out their own analyses.
A greater amount of data makes consensus easier and facilitates responses

addressed to the key problems or causal factors. Data can serve in the comparison

of problems from the point of view of their relative severity - in order for attention

and resources to be assigned in an effective and just way.

A problem can have many causes of varying significance, and factors can link up

one with another. Close familiarity with data allows for a focusing of effort on key
factors. Detailed data allow diversity to be managed and individualised needs met.
The availability of reliable data on results allows for programmes to be corrected

as necessary, as well as for anunderstanding of the interactions pertaining between

inputs and outlays on the one hand and outcome on the other. Policies that yield

results ought to be expanded, while those failing to do so ought to be rethought.

Elaborated by reference to:

D. Esty, R. Rushing,

The Promise of Data-Driven Policymaking

Kelsey Miller, Data-Driven Decision Making: A Primer for

Beginners

Tim Stobierski, The Advantages of Data Driven Decision Making

Data-based decision-making
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Inspiring
thoughts

Public administration, please remember this!
Summary

Data may fail to deliver an answer - issues arising may resist quantitative
encapsulation. For example, values are a sine qua non for policy choices and willbe
the subject of discussion. Nothing can take the place of leadership over policy.
Even with the best data available, the shaping of policy is not an exact science,
and things will rarely work out perfectly or ideally the first time2.

Policymaking, as it stands currently, can be like driving through a dense fog in the
middle of the night.

New technologies for data collection, analysis, and dissemination provide the oppor-
tunity to make the invisible visible, the intangible tangible, and the complex manage-
able - D. Nielesty and R. Rushing

The saddest aspect of life right now is that science gathers knowledge faster than
society gathers wisdom - Isaac Asimov

SYNERGIA -in one sentence

Remember that frequent use ensures
the development of a habit and
strengthens change, so the more often
datais used in decision-making,

the better!

2 D.Nielesty and R. Rushing, The Promise of Data-Driven Policymaking, https://issues.org/esty-2/.

Data-based decision-making



m7

ATTENTION! GOOD PRACTICE

The Six Steps Method

KNOWLEDGE PILL

Aim of the practice

Systematic and methodical decision-making

Origin? Knowledge management, decision-making analysis
= More-complex situations needing decisions
= Inappropriate decisions in an organisation
When to apply? sty 9

» Theneed toretreat from a decision process on account
of mistakes made

Results foreseen

Optimisation of the decision-making process

Inputs not to be ignored

Training in the fundamentals of the method

Risks to watch out for

Lack of consistency in applying the method

Key actions

= Acquaintanceship with the method
= Training
= Consistent application

Key (not sole) measure of
success

The Six Steps Method

= Greater appropriateness of decisions made
» Greater management satisfaction with decision-making processes
in the organisation
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PREPARATION / RESOURCES

Degree of difficulty of Easy
the practice @ OO
@ Required financial Limited

outlays

@ HRrequired for
implementation

» Leaders of teams responsible for decision-making in the
organisation.

»  Team members having suitable decision-making tools at their
disposal. A decision-making team should have no more than 7
members.

= Cooperation with teams of experts who supply the information
needed for decision-making.

= The expert or experienced decision-maker responsible for the
supply of knowledge on the decision-making process and the traps
therein should be able to adjust and develop the method in line with
the needs of the organisation.

® Required technical
resources

Introduction

The Six Steps Method

» Atraining room supplied with computer equipment, sound system
and projector.

»  Premises on which teamwork can take place, which are also
adapted for the making of decisions.

= Modern equipment for presentation and communication.
» Programmes for the visualisation of data, and equipment helpful
in brainstorming and related methodology.

MESSAGE FOR THE HEAD OF THE ORGANISATION
Knowledge isn’t power, applied knowledge is power
- ERIC THOMAS

The method seeks to facilitate the work done by a team, the broad-
er-perspective conceptualisation of a given matter and the initi-
ation of discussion. This practice readily finds its place in a pub-
lic-administration context because, while simple, it helps in the
resolving of the non-typical problems that the social sciences
term unstructured.
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@ STEP

Defining
the problem

@ STEP

Selection
criteria

@ STEP

Identification of
possible solutions

@ STEP

Criterion-based
analysis of solutions

@ STEP

@ STEP

Choice Plan to implement Obijective!
of a solution the solution
Decisions canbe classified in line with the nature of the problem
that the decision refers to.
6 Steps

The Six Steps Method

Structured problems are by their nature routine, and have a struc-
ture that is clear from the point of view of the decisionmaker.

They are rather universal and frequent, and the means of dealing
with them are known generally and applied in the organisation to
good effect (as with seasonal colds) - in a similar, recognisable
manner, given that there is probably a scheme or algorithm for
this. These problems are understandable, described in exhaustive
fashion and resolved relatively readily, whenever and wherever
they appear.

Unstructured problems are by their nature new, rare and often

abrupt (as so-called “black swans”, such as the COVID-19 pan-
demic). This kind of problem can be hard to recognise as it makes

its first appearance, with it often furthermore being necessary for
specific analysis to be pursued, in order to allow for fullinsight, with

readied methods of analysis not always available (we “rebuild the

ship while out at sea”).

Among decision-makers, information as to the problem is unclear,
very ambiguous and incomplete, such that even experts have no
solutions at the time the problem arises, only knowing the kind of
problem they are facing after it has been identified.
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@ Examples of unstructured problems on the global scale

The conse-
quences
of Al

The ageing
society

Aim of the practice: to order
the decision-making process
and ensure that systematic
use is made of knowledge.

The Six Steps Method

China’s
expansiveness

Migration
The climate crisis .

In situations like these, rational analysis increasingly needs to be
augmented by creativity, intuition, the search for distant anal-
ogies, etc. These matters sometimes require that the analysis of
hard data be brought together with more subjective and intuitive
revelations or conclusions concerned with the different dimensions
to the given problem.

The unstructured problems posing the greatest challenges to ad-
ministration will more often gain analysis by way of the Six Steps
Method, which is relatively simple, but effective - if applied con-
sistently and properly.

What is needed here is optimisation of the decision-making pro-
cess in public administration. Problems are discussed most often

at meetings that lack precise structure, but this method brings in

an ordered way of thinking and organising.

The specific features are such that the method is applicable to all
institutions (irrespective of topics and subject-matter dealt with),
wherever the needis to link up in-depth analysis and measurable
data and information that we are nevertheless unable to back
up with concrete assigned values. A further feature of this method
is its suitability for use in decision-making on higher tiers of man-
agement. A thought-through decision preceded by robust analysis
can also optimise expenditure, even as the pursuit of the processis



Which actions does the
practice encompass?

Risks and barriers

121

not associated with high financial costs. Pursued in the right way, it
takes place thanks to the commitment of managers andleaders
to systematic decision-making. The method’s effectivenessliesin
the determination and engagement of as many people as possible.

Itis based on the following steps:

Definition of the problem.

. Determination of criteria for the comparison of available variants

on how to solve the problem.

. ldentification of available alternative solutions.

. Analysis of available solutions and assessment in respect of

adopted criteria.

. A narrowing-down of the potential solutions to just one.

. The devising of an action plan (with details on how decisions will

be putinto effect).

Alack of consistency in applying the method.

= Exaggeration - use of the method even with routine decisions
(analytical paralysis).

= Insufficient time spent selecting problems - effectively a wrong
defining of which problems are structured and which not.

= Alack of support on the part of leaders and employees - the
need for quick wins - rapid initial effects, e.g. more good alter-
native solutions, fuller cooperationinregard to an organisation’s
problems.

Target (desired) outcome in the public organisation

= Theintroduction into teams of methods by which to solve complex problems.

= Theleader recognises ways in which co-workers analyse problems.

= Aplatform by which to exchange information and opinions comes into existence.

= The structuring of a scheme by which to solve problems helps with the devising of
a single, common model for the activity of a given group.

= Application encourages the emergence of new and innovative forms of action in
the organisation.

= There is an optimisation of the processes by which decisions are both made and

putinto effect.

The Six Steps Method
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Indicators of the
effectiveness of the practice

The Six Steps Method

The indicators below can be used in measuring approximation to
the assumed objectives of a given practice, and its achievements,
with the term used for these relating to efficacy or effectiveness.

The application of these requires prior defining of the organi-
sation’s problems, with a categorisation of these as structured or
unstructured, e.g. by using methods of strategic analysis (SWOT,
the BSG matrix, brainstorming, the Delphi Method, Pareto analysis
and soon).

In the short-term:

Anincreased share of analysed problems that are resolved

methodically (using the Six Steps),in particular where these are

strategic and unstructured (a product).

Anindex of the mean amount of time devoted to meetings at
which unstructured problems are analysed (a product).

Index of decision-making choices versus possibilities - num-
bers of variants presented to resolve unstructured problems as

anindex pointing to the influence of the method on the organisa-
tion’s creativity as it seeks out answers (an outcome).

In the long term:

An index of the number of strategic decisions (on strategies,
key projects, situations of challenge or crisis) that were taken

methodically/using the method.

Anindex of the growth in understanding (clarity) among manag-
ersvis-a-vis the situationin the organisation and the challenges

faced (an outcome).

Quualitative assessment of the effects of decision-making

via the Six Steps method - evaluation of the greater degree

to which decisions taken using the method prove to be apt or
suitable, along with enhanced capacity to cope with problems

(indicator of influence).

Indices of influence studying the increased effectiveness with

which the strategic goals of the organisation are pursued,inthe

light of methodical decision-making in key situations (analysis of
the organisation’s main indices and indicators, and qualitative

or factor analysis of the influence the method is able to exert).



What next?
Self-questioning

Ask yourself the following questions:

= |sitworth going back to a previous stage and deepening the analysis?

= Have | made use of all the knowledge in the organisation available at the given
moment?

= Maybe there are in fact some analogies? From history? From the world of nature?
Or from literature?

= [flhad a magic wand (best expert, unlimited time, budget or authority), what could
| still do? What would Robinson, or Thomas Edison do?

@ Interesting examples, implementations and indications

Irrational decisions often arise in line with the rule of so-called: first satisficing, not
maximising - we take a decision that in some way satisfies and suffices, meaning
that it supplies a rapid assuaging of the stress that decision-making will inevitably
denote in us. But this is as opposed to the taking of decisions that are genuinely op-
timal.

On the subject:

Starry Peng, Maximizing and Satisficing
in Decision-Making Dyads
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@ Those specidlising in the special services estimate that":

= 70% of intelligence information comes from open sources.
= 20% derives from informal sources.
= Onlyaround 10% is in the nature of espionage.

1 Source:K. Liedel, T. Serafin, Otwarte Zrodta informacii w dziatalnosci wywiadowczej, Warsaw 2011.

The Six Steps Method
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@ The dilemma?

1.

10.

1n

12.
13.

14.

15.

Calculations require decisions as regards categorisation, as well as reference to
who or what should be included in categories, or else excluded from them.

The measurement of any phenomenon implies the ascribing of value - whether too
little, too much, or just right.

Numbers may be ambiguous, creating space for political rows over the interpretation
of data.

Numbers are used to tell stories like those regarding a crisis or victory (we experience
or go through...).

Numbers can offer the illusion that complicated and ambiguous problems are straight-
forward, measurable and capable of being defined precisely.

Numbers may politically exclude a group of people in possession of some feature
that has been counted.

Counts and calculations may help with negotiation and compromise, as matters
or phenomena proving hard to encapsulate can nevertheless be rendered visible.
Because numbers can seem so precise, they help keep those who have done the
calculations “in power”.

People react when made subject to measurement, seeking to come out favourably
from that process.

Calculations ensure that a measured phenomenon “gets noticed” more, with the
generation of statistics encouraging further reporting.

Counts and calculations can serve to stimulate expectations of change among the
public.

Where a measure is used to assess achievements, people manipulate the results.
Aright to make measurements denotes being in control. Measurement can be a dis-
cretionary thing, in relation to both what is measured and how.

Measurement denotes a kind of alliance being set up between the measuring and
the measured.
The figures on their own say nothing - and people can try to exercise control over
how others interpret them.

2 Based on: Deborah Stone, Policy Paradox. The Art of Political Decision Making, W.W. Norton & Company 1997, pp. 161-187.

The Six Steps Method
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Inspiring
thoughts

Public administration, please remember!
Summary

Certain decision-making models extend the 6-stage cycle to include extra
elements®:

Prior to a problem being analysed - a setting of the agenda for discussion, i.e. some
kind of “framing” process (also shaping the atmosphere in which deliberations take
place, with limits indeed being set for how problems and solutions gain discussion).
Also prior to analysis - decision-making as to how many resources (of time, money
and talk) are to be devoted to decision preparation.

Tendering an interest group in the organisation around definition of the problem,
selection criteria and possible alternative solutions.

As preparations for selection are made - the attribution of weights to different criteria.
Prior to decision-making - the search for consensus aroundit, through consultations

as regards shape and research into potential reactions.

Legitimisation of the choice made - prior to implementation, and with a view to the

process being strengthened, e.g. through officials involved inimplementation feeling

convinced, along with target-group addressees of the decision.

Non-decisions - where a decisionis not taken, this also has significant consequenc-
es, though decision-makers recognise that this is less risky than the decision itself.

To know what you know and what you do not know, that is true knowledge -Confucius
No man was ever wise by chance - Latin proverb

An expert s an ordinary man away from home giving advice - Oscar Wilde

SYNERGIA -in one sentence

Remember! Frequent use helps instil
ahabit that reinforces change.
So the more times the 6 steps are taken,

the better!

3 Source: D. Stone, Policy Paradox. The Art of Political Decision Making, Norton & Company 2008; M. Hill, The Policy Process in the Modern
State, Prentice Hall 1997; K. Grzesik, M. Kara$, Decyzje menedzerskie w organizaciji, Wroctaw 2014; K. Bolesta-Kukutka, Decyzje
menedzerskie, Warsaw 2003.

The Six Steps Method



ATTENTION! GOOD PRACTICE

Decentralisation of power
to as low a level as possible

KNOWLEDGE PILL

This practice seeks to strengthen the position of local (field) bodies of
the public administration, improve the decision-making process and
achieve adaptation of the activity of a public-sector organisation to
certain conditions of functioning

Aim of the practice

Origin? Knowledge management, the shaping of organisational structures

When and where account needs to be taken of local conditioning
When to apply? innovationis required, the centre and central administration need
unburdening and local communities need strengthening

= Subsidiarity of local (territorial) structures
Results foreseen = Focusing of the central government on truly key tasks
= Strengthening of local democracy

Strengthening of the capacity to act among local structures

Inputs not to be ignored
- 9 (inrelation to law, people, funding and assets)

i = “The decentralisation of problems”
Risks to watch out for . .
= Failure to assure resources for decentralised tasks

Key actions SWOT for tasks whose decentralisation is foreseen
Key (not sole) measure of Increases in the levels of efficiency and effectiveness with which
success decentralised tasks are implemented and pursued

126 Decentralisation of power to as low a level as possible
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderate

OJOX@)

Required financial
outlays

@

The cost of putting on training sessions for representatives of the
territorial administration, with a view to debates being organised on
possibilities for public tasks to be decentralised; the organisation of
a pilot project on the conferment of tasks, and so on.

The cost of implementing new tasks included in the income of units of
local government; costs of employing or retraining (and equipping) of
new personnel for the local level, should that be necessary.

@ HRrequired for
implementation

Comprehensive assessment of the possibility of tasks being decentral-

ised from a SWOT point of view, or as regards scope or rate of imple-
mentation.

@ Key organisational
activity that will be
required

Structure and people - teams of government employees (of 2-3 people
each) that will be responsible for:

recommendations as to the choice of competences (tasks) for
possible decentralisation;

development of a detailed description of tasks transferred;

help for local authorities in adjusting their activity to the acquired
competences, and monitoring of the conferment of tasks for some
4-6 months;

effective representatives of local authorities selected to cooperate
with the team from the governmental administration, in regard to the
shape of tasks to be conferred;

local-authority representatives responsible for the practical
implementation of task transfers out from the centre, following the
adoption of legal solutions;

the number of members of teams depends on the size of the
organisation decentralising the tasks, or taking on the tasks at local
level, as well as the nature of those bodies.

® Required technical
resources

A conference room designated for expert meetings and debates in
which IT equipment is also available,

A computer, programs and other equipment needed by the local
authorities.

Decentralisation of power to as low a level as possible
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Time needed

This practice can be ushered in within 6 months to 2 years. How much
time exactly depends on the size of the organisation and the nature of
the competences and powers being conferred upon local authorities.

Knowledge and
experience

There is a great need for knowledge and experience on the part of
representatives of the local authorities and employees of public
administration, when it comes to the tasks which are to be conferred out
from the central level.

Cooperation

Introduction

As the practice is being put into effect, there will need to be cooperation
among:

= representatives of the government unit and of the local authority or
authorities involved,
= representatives of the local authorities and the personnel of their

organisational units whose job it will be to actually pursue the tasks
conferred.

MESSAGE FOR THE HEAD OF THE ORGANISATION

The only way to control chaos and complexity
is to give up some of that control

- GYAN NAGPAL

The downward transfer of public tasks from the central-government

levelmay take many different forms, and proceed in many different
ways. It will certainly look different in states that differ in terms of
the administrative organisation of their countries, typically as
enshrinedin their Constitutions. While confederations are arelative
rarity, there are federations (like the USA, Germany, Brazil, Russia
and Switzerland), as well as quasi-federal states with regions
that are autonomous, not least Spain, but to some extent also
the UK and Italy. There are also unitary states with three tiers of
administration (as in Poland and France), and unitary yet decen-
tralised states (in Scandinavia), or unitary and centralised states
(like Greece).

Another starting point would relate to decentralisationin democratic
countries, as opposed to those who have just toppled a non-demo-
cratic system, countries with arelatively uniform structure in terms
of ethnicity, as opposed to those deeply divided into different com-
munities (as where Belgians are mainly either Flemish or Walloon).

Decentralisation of power to as low a level as possible
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Aim of the practice

Which actions does the
practice encompass?

Still, despite Europe manifesting the above differencesin full, a cer-
tain more-or-less general framework has been put in place, and
has sometimes taken on a legal character, as in the case of the
European Charter of Local Self-Government or the European
Charter of Regions, which sets out more precisely the principles
under which decentralisations of tasks and or finances might take
place. Transfers of tasks may not solely be a decentralisation to
a level with varied (but always at least some) independence from
the centre, since they can also involve:

= deconcentration, where the tasks pass down to a regional
or local level, but remain within the remit of the governmental
administration,
decentralisation of government tasks to lower tiers of
administration, but also to bodies outside public adminis-
tration per se, such as professional organisations and their
regional and local branches, and cultural institutions,

Itis also possible for the concept and real-life process of decentral-
isation to involve the creation of public agencies of aless official

nature than a Ministry or central office. This may also entail the

separating-out of an item within the state budget, with separate

income or its own territorial structure. This leaves decentralisation

as a quite broad, complex and diverse phenomenon.

The aim of this practice is the transfer of power or authorisation

from the level of the central government to local authorities or struc-
turesin the field. The task here is to supply a general framework

within which decentralisation of tasks can be thought about as

apossible solution streamlining operations in the public sector,
even as democracy is often deepened, and the influence of the

citizen on administration strengthened.

Moreover, the practice is to demonstrate the key first steps by
which there is an analysis of options regarding task transfers as
a real matter to be taken account of by decision-makers as they
seek by whatever means to streamline and reform administration.

The practice entails a planned process of conferment of tasks
on the local (non-central) level, despite these having hitherto been
dealt with centrally.

Decentralisation of power to as low a level as possible
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10.

1n

12.

The key stages to this kind of process are as follows:

Analysis of potential areas of decentralisation, e.g. SWOT, indi-
ces of the rendering of services at differentlevels, assessments of
the potentials of local units to take on tasks.

Expert consultations as regards point 1- with representatives of
local authorities and their institutions, including as regards legal,
organisational and financial matters.

Workshops of government and local experts when it comes to the
precise steps to be taken as tasks are conferred, with possible
alternative variants to decentralisation determined in terms of their
timing, scope and rate.

Risk analysis and determined means of reducing risk.

. Discovering the scope and rate of conferment of tasks, the

transition period and the mechanism of monitoring needed to make
necessary and effective corrections.

. The planning of reserves of personnel, funding, time and so-called

time buffers using projectmanagement methods.

Consideration being given to a pilot stage in selected units, orin
selected parts of the country.

. Broad public consultation, with account taken of its outcomes.

Legislative action and instruments of law associated with the
announcement, issuance of necessary executive regulations, etc.

Information-related and educational activity addressed to em-
ployees that are to take on tasks, with account taken of their inter-
ests, fears and experience.

The founding of a competent steering group with full power to
act conferred uponit, with this comprising arepresentative of the
central authorities who will manage the task-conferment process
and react to any problems as and when they arise.

The securing of support from key stakeholders, be these political,
societal, media-related, expert, or whatever.

Decentralisation of power to as low a level as possible
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Outcomes for a public organisation:

= The strengthening of the local or regional level of authorities in the public sphere.

= Better decision-making processes in the public sphere, with an enhanced capacity
to take local conditioning into account.

= Public tasks - and the processes by which they are pursued - that are adapted to
local conditions and local interests.

= Reduced expenditure at the central-government level.

= Animprovementin the quality of services provided and rendered, with account
taken of local needs, and with a higher level of satisfaction among citizens as the
recipients of services.

Indicators of the
effectiveness of the practice

Risks and barriers

To determine the degree to which set goals of a given practice are
being approximated and reached, it is possible to apply measures
we term indicators of effectiveness:

an indicator representing the improvement or worsening of
the decision-making process at local level,

an indicator based on the time devoted to the issuing of
administrative decisions and the supply of decision-making
services, including the timeliness of the decisions referred to,
areduction in resources needed for a defined level of ser-
vices to be rendered (with no attendant reduction in quality),
anindicator of citizen satisfaction with the quality of services,
measured using questionnaires in places of service provision
and online,

(in the longer term) a rise in the positions of local units in
rankings concerned with the quality of services rendered,
or GDP per inhabitant, as achieved through an increase in the
quality of investment services in the area of alocal unit.

Key challenges | risks associated with the implementation of the

practice are as follows:

resistance to change on the part of employees in both cases

(central and local units),

increased risk of corruption at the local level,

a lack of adequately experienced and trained employees

atlocallevel,

imprecise regulations constituting a problem for decision-
makers and potentially giving rise to conflicts between central

government and local units of administration,

financial risks borne by government units - anincrease in the

cost of providing services.

Decentralisation of power to as low a level as possible



@ What next?

Self-questioning
Ask yourself the following questions:

= Whichlocal benefits (and not merely those accruing to the central authorities) may
justify the decentralisation of tasks? How might local authorities be persuaded of
this, using the language of benefit?

= How to optimally spread across time the process of conferment of tasks on the
local level?

= What can go wrong, and what are we going to do as and when that happens?

@ Interesting examples, implementations and indications
Making Decentralisation Work:

A Handbook for Policy-Makers - Ten Guidelines for Effective Decentralisation Con-
ducive to Regional Development

The chapter forms part of a handbook entitled Making Decentral-
isation Work. AHandbook for Policy-Makers, which offers 10 guide-
lines when it comes to selected key matters of decentralisation.
Making Decentralisation Work The author proceeds on the assumption that the outcomes of de-

A Handbook for Policy-Makers centralisation are very much dependent on the means of designing
and pursuing the process by which tasks are conferred “downwards”.

Further reading:

The guidelines are as follows:

1. Explain the obligations assigned to the different tiers of admin-
istration.

2. Make sure that all obligations can be financed adequately.

3. Strengthen fiscal autonomy at one or other level below the na-
tional, in order to raise the level of accountability.

4. Support the building of potential at a level below the national.

5. Create appropriate mechanisms to achieve coordination between
different tiers of administration.

6. Support cooperation between the different tiers and those pur-
suing the different tasks.

7. Reinforceinnovative and experimental governance and promote
citizen involvement.
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8. Permit solutions to decentralisation that are asymmetrical
(differing in line with the potential of local units), and make best use
of them.

9. Be consistent in raising the level of transparency, streamline
date-gathering and the monitoring of outcomes.

10. Strengthen national policies for regional development and systems
that promote greater equality of opportunity.

Furthermore, by way of further guidelines, the publication
points to such important issues as:

= theidentities of key trends and data;
justifications and benefits relating to the implementation of
guidelines;

= examples of good practices in a given areq;

= trapsandrisks needing to be avoided as effectis given to guide-

lines.
@ Itis true that contemporary technology permits decentralization, it also permits cen-
tralization. It depends on how you use the technology - Noam Chomsky
Inspiring .
thoughts Nowhere has democracy ever worked well without a great measure of local self-gov-

ernment, providing a school of political training for the people at large as much as for
their future leaders - Friedrich August von Hayek

XD
SYNERGIA -in one sentence

Good government is no substitute for
self-government - Mahatma Gandhi
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From this chapter,
you will learn

about... practices
for a systematic
approach to coping
with planned and
unplanned change in
public administration.
Sources of change
in each organisation
may be external -
unplanned, and
internal - planned.
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Introduction

Abraham Lincoln:

The politician is responsible for the ship,
not the wave.

The practice of change
management

Further reading:

Harvard Business School,
The Quick Wins Paradox

It is typical for an organisation to have to face up to and tackle
acombination of two kinds of change, with the true challenge there-
fore being to link them. It is possible to react to change by way of
intuition, on the basis of prior knowledge and acquired experience.

It is also possible to take methodological approaches that prove
better, especially in the case of major change. The efficacy of the
pursuit of change - be it social or organisational - depends to var-
ying extent on the sensible nature of the idea /reform / project,
etc. that we are seeking to implement in order to achieve marked
social or organisational change; as well as the strategy or method
adopted to make the change in question.

Change management represents a set of management tech-
niques allowing a target group (society or organisation) to be
brought through a process of change, in such a way that all is
achieved in line with the objectives of the author of the change pro-
cess, and moreover in a durable way. This sphere of management
is thus focused on the planning and implementation / pursuit of
change, with the key being to tackle the fears of and resistance to
change that may be made manifest among groups of people. The
best strategy entails communication, participation, encouragement
and support’.

This field links up closely with areas like strategic management,
project management, communications, HRM and leadership.
Thus, strategy and project management both avail of techniques
used in change management, while the latter in turn draws on
HRM and the motivation of people, as well as communications
(convincing and persuading people). This field of management
arose, given mainly that there is resistance (in people, organisa-
tions and groups in society) to change as a natural phenomenon
where change takes place. In turn, that mainly reflects a lack of
knowledge and competence, as well as threats that position or
status will be lost, resources will be lacking, culture will no longer
be as we have been used to, and risk will be present. Example tech-
niques in change management relate to force-field analysis (for
and against change, neutralisation of resistance or strengthening
of the force for change), as well as communication, the engagement
/involvement of people and sometimes the way to force them into

1 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 108.
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The specifics of the field
and also within public
administration®

It was at the Sitting of the Government
of August 2nd 2011 that Ministers
worked on digital documents

for the first time.
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something (stick-and-carrot approaches), as well as of course lead-
ership and the setting of examples (tansformative leadership)?.

Today, in the management field, the model considered most uni-
versalis the 8-stage model for change owing to Harvard'’s Prof.
John P. Kotter - discussed in detail in the practice entitled Change
in a unit of public administration.

Intoday’s public governance, change management has to be seen

as akey skill. Governments are elected, and then change, precisely
in order for changes to be made, maintained, corrected and pur-
sued. Even the reversal of changes achieved by predecessors

is change management.

Every change proposed by administration within the socio-political
system activates economic, social and political interests - and also
coalitions of forces for or against change. This is the classic chal-
lenge of change management. In turn, public organisations are to
be subject to change, so as to provide for the change both citizens
and those holding political power expect. This may entailnecessary
savings, new tasks, reforms, reactions to crisis situations, and so on.

@ Further inspiration
Change management - historical benchmarking and benchlearning

A maijor historical change taken up by administration and having
significant international consequences was the so-called Meiiji
Restoration (Revolution) taking place in Imperial Japan in the
second half of the 19th century. It was achieved politically in the
year 1868, leading to the ultimate toppling of the military govern-
ment there of the Shogun, meaning the restoring of real power to
Emperor Meiji.

However, in the broader context, the process has been identified
with a subsequent era of major political, economic and social
change ongoing in the whole period from 1868 through to 1912.
Thisresulted in the planned modernisation of Japan by reference
to aWestern model, even thoughits core purpose was to increase
the country’s capacity to resist pressure from the West.

2 For more, see: R.E.Quin, S.R.Faerman, M. P. Thompson, M. R. McGrath, Profesjonalne zarzqdzanie, chapter Funkcja innowatora.

Zarzqdzanie zmianq, Warsaw 2007.

3 More broadly: D. Baker, Strategic Change Management in Public Sector Organisations, Chandos Publishing 2007.

Change management



139

Emperor Meiji (1852-1912)

For more:

The clash between “old” and “new” is
shown very well in the 2003 Last Samurai
film starring Tom Cruise.

Inthe main, the change agents were Samurai models, with the mo-
tivation lying in a desire to safeguard against colonial dependence
(of the kind seen well enough in 19th-century China).

The strength of the West was envisioned in terms of its constitu-
tionalism, industrialisation and strong armed forces. Change was
symbolised by the slogan “enrich the country, strengthen the
army”, as well as the transfer of the capital city from Kyoto to
Edo, as later renamed Tokyo.

Inspiration was sought in the West (benchmarking!), inter alia as
people were sent on study visits to France, Prussia (later Germa-
ny) and the USA, with a view to the old feudal system being changed.
Administrative reform was modelled on France (withits Prefectures),
with the privileges of the Samurai class ended, a conscripted army
calledintobeing, and the taxation and education systems reformed
(along Western lines).

Railtransport was developed in the economy, and the country was
industrialised. Society was also Westernised (in terms of ideas
and fashions). However, after a few years, renewed emphasis
was put on “Japanese values”, albeit this time integrated with
modernity.

And, as with every change, this met with resistance - up to and
including arebellion by the Samurai that was ultimately suppressed.

In 1889, after several years of work, a new constitution that was
liberal (by the standards of the day) was announced, as the so-
called Meiiji Constitution. It involved a bicameral parliament. The
outcome of this change entailed victories (stunning from a Western
point of view) against much more powerful adversariesin the shape
of both China (in the years 1894-5) and Russia (in the years 1904-05)%.

4 Developed by reference to C. Totman, Historia Japonii, Krakéw 2010, pp. 366-458; M. Melanowicz, Cywilizacja Japonii wspbiczesnej,
Warsaw 2018, chapter on Era Meiji, pp. 57-124.
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ATTENTION! GOOD PRACTICE

Change in a unit of public

administration
KNOWLEDGE PILL
Aim of the practice Effective ushering-in of change in an organisation
Origin? Change management, leadership, communication
Where there is a prospective need for unavoidable change to be pursued,
When to apply? with an intended change planned for and the organisation developing in

the process

» Innovations introduced
Results foreseen » Effectgiventonewideas
= Organisational change made successfully

Inputs not to be ignored The building of a team responsible for change

Risks to watch out for Anunclear vision of change

= Building a “coalition for change”
Key actions = Communication
« The celebration of quick wins

Key (not sole) measure of

Increased readiness for change among employees
success
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®

PREPARATION / RESOURCES

Degree of difficulty of

the practice

Moderately difficult
@@®@O

Required financial
outlays

Remuneration of experts for courses and workshops relating to the
pursuit of change.

® | @

HRrequired for
implementation

» Anexperienced management team acting in support of the
leader, with the reverse relationship also needing to apply.
Numbers of team members relate to the size of the organisation
and type of change - but itis teams of up to 10 people that prove to
cooperate most effectively.

» Strong commitment to integration within the group on the part
of people from each unit who will take responsibility for coordina-
tion, implementation and pursuit within the organisation.

= Trainers from outside the organisation.

= Experts to lead training courses and workshops in change
management.

Key organisational
activity that will be
required

Cooperation between people from the project team and leaders,
managers and key employees.

Required technical
resources

= Aconference room in which training courses and workshops can
be runin relation to the changes involved, also with a projector,
screen and computer made available.

= AProject Team office pursuing the change on the basis of data on
the current state of the organisation (e.g. statistics regarding
indices of effectiveness, strategies, organisational structure).

» A computer program for file editing.

Time needed

The time needed for the fullintroduction of the practice throughout
aunit of public administration is of between a year and a year and a half.

Knowledge and
experience

The knowledge and experience of people associated with a project
team, people experienced in the introduction of changes, and experts
in change management.

Change in a unit of public administration

Cooperation

Akey issue as a practice is brought inis the kind pertaining between
the leader of the project team and the organisation as a whole.
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Aim of the practice

MESSAGE FOR THE HEAD OF THE ORGANISATION

Prepare well for change, because: “There is nothing more
difficult to take in hand, more perilous to conduct, or
more uncertain in its success, than to take the lead in the

Which actions does the

practice encompass?

introduction of a new order of things”.
= NICCOLO MACHIAVELLI

The practice seeks to achieve the successful introduction, in a unit
of public administration, of a change that will be beneficial for as
broad a group of stakeholders as possible, will be durable (rather
than transient or reversible), and real (rather than declarative or
symbolic). The method by which change may be ushered in, in an
organisation, allows for the more efficient and rapid achievement
of various kinds of optimisation, be this small-scale on the one hand
or evenasignificant organisational transformation or modification
of ways of doing things. The effective introduction of the practice
requires change in and of itself, which is to say a different attitude
on the part of employees, stronger identification with change, and
adaptation of activity in line with an organisation’s vision, mission
and objectives.

Irrespective of whether change is associated with a problematic
culture or structure, or the adoption of new practices, the leading
and directing of change is the mostimportant (and destructive) task
in any organisation. Today, in management, the most universal ap-
proach is considered to be the 8-stage model for change from
Harvard’s Professor John P. Kotter. This is the essence of the
practice recommended here.

®

Instil a conviction
as to the urgency of
change

®

Form a coalition
to lead the change

®

Define mission
and strategy

0

Communicate
avisionregarding
the change

®

Remove obstacles
to action

®

Achieve rapid
successes

Q)

DO NOT slow down!

Institutionalise
(embed) the change

Change in a unit of public administration




143

@ The 8-stage model of change after John P. Kotter!

1.

Stage 1. The instilling of a sense of “urgency”, with the essence of this being to
generate in staff areadiness to:

accept change as something normal in both professional life and an organisation
(with the essence of this being the acceptance of change, rather than resistance
to change);

use upcoming change (e.g. in an organisation’s wider environment) as a chance to
develop the organisation, as well as ensuring personal development;

treat changes that appear as opportunities through which new skill, experience and
contacts can be acquired, with individual potential also expanded.

Stage 2. The building of aleading coalition - the essence here is the identification
of the stakeholders, units, and key leaders of opinion for whom change is beneficial,
or with whom there is at least a chance of them being convinced into joint action.
The point is to show that an active coalition will clearly enhance the possibility of
change taking place.

Stage 3. The shaping of a vision and development of initiatives - at this stage
all participants are presented with the change in the direction of a desired state
that is now to be strived for. This is then a convincing and realistic visualisation of
favourable and permanent change. It is also at this stage that an indication is given
of the concrete undertakings (projects or actions) whose pursuit should indeed lead
to the target change.

Stage 4. Communication of the vision - the objective has to be communicated
with conviction, so as to be attractive, with a realistic balancing of benefits and costs
of engaging in the change (albeit with the former outweighing the latter). One of the
effective techniques here is narrative marketing.

Stage 5. Strengthening of the team of people bringing in the change, through
a removal of barriers to their acting in the name of change (such as procedures),
as well as the extending of support (inputting of resources), motivation and reward.
Stage 6. The planning, establishment and celebration of the first rapid and no-
ticeable successes, so as to render change credible, to show progress, and extend
the group of supporters, fans and advocates. This stage needs a degree of planning
interms of place and time, as first celebration in the right way can have a significant
influence at the stage where forces opposed to change remain strong and are very
much inclined to harp on about the difficulties characterising the transition period.

Stage 7. The maintenance of commitment and energy - is based on motivating
people in the face of the effortin the direction of change that is being sustained, and

1 For example as presented in: J. P.Kotter and D. S. Cohen, Sedno zmian, Gliwice 2008.
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the sheer difficulty of the transition period. Care needs to be extended to key teams,
so that they may avoid demotivation, with long-term benefits of change made plain
to them and pro-change attitudes rewarded, even as the mistakes that will naturally
arise in the new situation are tolerated.

Stage 8. The so-called institutionalisation of change -above all a clear indication
(at the right moment) that change is permanent and irreversible (e.g. in the form of
new legal, organisational and staff-related solutions), but also symbolic. This may
denote a final farewell being paid to old structure, practice and aspects of organ-
isational culture.

Target (desired) outcome in the public organisation

Indicators of the
effectiveness of

A plan devised for the pursuit of change.

Successful ushering-in of change in the organisation.

A greater number of changes introduced successfully.

A greater sense of change-related “urgency” and “need” among employees of the
public administration.

A higher level of motivation and a feeling of effectiveness among employees, thanks
to their being involved / playing their part in the change brought in.

Greater efficiency and effectiveness of the organisation.

In measuring the level of approximation to the goals set for the given

the practice practice, or their achievement, it is possible to use the indicators
listed below, which we can term indicators of the effectiveness of
the practice.

= Anindicator comparing the number of changes brought in,
as regards all the plans for organisational change that have
been devised.

= Anindicator comparing the number of changes brought in suc-
cessfullyinthe organisation following the introduction of the
practice, as opposed to prior.

= Anindicator (of the 1-10 type) showing the degree to which teams
inthe organisation manifest areadiness/willingness to accept
change, as measured by before-and-after surveying/polling.

Risks and barriers = Employees lack of readiness / willingness in regard to change,

lack of involvement therein or engagement therewith, as well
as fear relating to risk, responsibility and change as such.
*  Maintaining a high level of involvement in the change, onthe
part of employees.
= Communicationbetween the leader and the project team and
organisation.

Change in a unit of public administration



What next?
Self-questioning

Reconciling of permanent or constant tasks with those arising
thanks to the pursuit of change.

= Thelack of astrongleader responsible for the change, includ-
ing for communication, the building of trust, and the convincing
of the opponents of change.

= Anunclear vision of change, when this is not in line with the
mission and vision of the organisation and the behaviours of
its leaders.

Ask yourself the following questions:

= Dolhave a“change radar”, and does it spot the changes that are ongoing?

= Aml not missing out some key stage among the “8 steps”, or perhaps not treating it
seriously enough?

= |s the strength behind the change greater than the strength or resistance or
the power of inertia? What can | do to inject extra strength?

= How nottogo too far as we make those changes? Where is the point of equilibrium

here?
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@ Interesting examples, implementations and indications
Anintegrated approach to change

Toread more widely, see:

B. Spector, Wprowadzanie zmiany

w organizaciji, Warszawa 2012, pp. 55-67
Frank Ostroff, Change Managementin

Government - Magazine (May 2006)

McDermott + Bull, White Paper:
Overcoming Challenges to Implementing
Change in Canada’s Public Sector

Change in a unit of public administration

There are at least 4 main models when it comes to implementing
change and usheringitin.

But it is also possible to resort to an integrated approach that
makes use of the models and the ways of changing the different
approaches propose. This can be synthesised in the following way
(with the following order of activity needing to be seen asimportant!):

Change needs to kick off with a collective diagnosis as to what it
is in the organisation that motivates people - with this also taken
to mean that a sense of dissatisfaction with the present situation
is aroused in them.

Then, those subject to change ought to participate in planning
how to modify the state of affairs that evokes dissatisfaction (as
referred to in the previous point). In this way, motivation vis-g-vis the
pursuit of change might be increased.


https://hbr.org/2006/05/change-management-in-government
https://hbr.org/2006/05/change-management-in-government
https://mbexec.com/author/admin/
https://mbexec.com/white-paper-overcoming-challenges-to-implementing-change-in-canadas-public-sector/
https://mbexec.com/white-paper-overcoming-challenges-to-implementing-change-in-canadas-public-sector/
https://mbexec.com/white-paper-overcoming-challenges-to-implementing-change-in-canadas-public-sector/
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Inspiring
thoughts

Change should be accompanied by a transformation of HR policy,
i.e.recruitment of new and essential people, promotion and change
in managerial positions, adaptation of the appraisal system, and
skills training.

Permanent change of organisational structure should rather occur
as aresult of the adoption and fixing/embedding of anticipated
change in behaviour, becauseitis to servein the grounding of the
change, and willnot be able toinduce it over alonger a periodif this
takes place at the very outset.

Crucial to success here is the continued, authentic and uni-
versal engagement of members of the organisation. True change
always goes beyond new rhetoric and a change of leader.

Commencement with change at a stage other than the ones in-
dicated in order above runs the risk of implementation not in fact
being achieved.

Public administration, please remember!
Summary

There are certain flaws to be noted where there is only top-down introduction of
change by an organisation’s management:

A decision of this nature is merely the onset of change, not its actual introduction.

This decisionisimposed, which does not necessarily means the same as accepted.
This is no outcome of joint diagnosis within the organisation, and may thus be based
on false or erroneous assumptions.

The basis is all the time on typical, ready-made approaches, with no tailoring to
this or any other particular organisation.

The means of implementation is basically the same throughout aninstitution, and is
not “nuanced” in the face of particular cases.

Change before you have to - Jack Welch

Change is hard because people overestimate the value of what they have - and
underestimate the value of what they may gain by giving that up - James Belasco
and Ralph Stayer

SYNERGIA -in one sentence

Change can be broughtin where 8 steps
are taken. Itis not really so many - after
all, you did learn to walk, didn’t you?

Change in a unit of public administration



ATTENTION! GOOD PRACTICE

Speaking with power

KNOWLEDGE PILL

To enhance the capacity to introduce change by way of improved

Aim of th i
Im of the practice rhetorical skills

Origin? Change management, communication

When to apply? To motivate change in an organisation and empower leaders

Results foreseen Achievement of change and its objectives

Inputs not to be ignored Dissemination throughout the organisation

Risks to watch out for Lack of reliability

Key actions Turning speeches and presentations into instruments of change

Key (not sole) measure of A sense of having a greater capacity to achieve change among change
success leaders and managers

147 Speaking with power
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®

Degree of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@@®O

Required financial
outlays

Not large, but necessary when it comes to training and basic outfitting
inequipment.

HRrequired for
implementation

® | @

Training courses for managerial staff when it comes to making public
appearances. Trainers (including individual) from outside the organisa-
tion will be needed to ensure the perfecting of skills acquired.

©

Key organisational
activity that will be
required

Dissemination of the practice throughout the organisation, in order
for it to take in most units.

® Required technical
resources

Introduction

Speaking with power

» Agood sound system that operates in support of good speaking,

and a room with good acoustics.
Equipment to record and review attempted speeches

MESSAGE FOR THE HEAD OF THE ORGANISATION

This is a universal skill that can help with
the management of challenges, and be
a key element to the development of a career.

Public officials are not usually trained to speak in public with the
kind of strength and energy that is characteristic for leaders.

Speaking “with power” is especiallyimportant in the achievement
of change in public institutions, because these organisations
usually require an informal influence in that direction. Use of the
“verbal lever of power” is often much more effective than any wield-
ing of formal(ised) power. This kind of speaking can also be referred
to as “uplifting”, “powerful” or “dynamic”; or else we can resort
to other words such as speaking with verve and/or vigour. But
this also means speaking in a decisive, confident, convincing and
convinced manner.
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William Arthur Ward:

The mediocre teacher tells. The good
teacher explains. The superior teacher
demonstrates. The great teacher
inspires.

Aim of the practice

Which actions does the
practice encompass?
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Inturn, alack of self-confidence in public speaking and a weak ability
in this area denotes and ensures non-achievement of organisa-
tional and personal goals. The relevant practice here links up

strongly with goal-oriented management. ltis universal, and thus

capable of being applied in units and organisations of all different
types. Furthermore, it does not require major financial outlays on

the scale of the organisation as a whole.

Learning how to speak in public in order to skilfully influence
others in a positive way.

Power (authority) and influence are key components that can

facilitate matters in general and the achievement of objectives in

particular. And this is especially the case where the goal takes the

form of the achievement of significant social, political or organisa-
tional change. The presentation of such anaimin an “energetic” and

convincing manner brings strength to and confers credibility on

the objectives referred to. This makes it crucial to understand how

to speak publicly with a view to the capacity to exertinfluence on

others being maximised.

@ Body - voice - gaze - core instruments in speaking “with power”

Speaking with power is characterised by the following key elements:

the demonstration of conviction;
the signalling of competence, control and belief (that success will be achieved).

The 5 principles as regards the voice are that the speaker should speak:

frequently;

indirectly;

RN

loudly, but with a deep timbre;
fast, but not too fast;

with eye contact maintained, given the importance of trust and confidence.

= The face of the speaker - mimicry - manifests strength. It should display a smile
more thanalined forehead, pride as opposed to shame, and anger more than sadness.
= The body - the speaker should adopt an expansive, straighened-up pose, should
not put the hands in front of the thorax, and should not do other things that signal

defensiveness.

Those who exercise power make eye contact more when speaking, and less

as they listen.

Speaking with power
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Target (desired) outcome in the public organisation:

= Increasing the level of conviction and self-assurance manifested by the public

speaker.

= Increasing the capacity of leaders to pursue change and achieve objectives.
= The organisation’s achievement of its goals.
= Abetter publicimage for the organisation.

Indicators of the
effectiveness of the practice

Risks and barriers

Speaking with power

Tomeasure approximation to the goals set for the practice, and their
achievement, it is possible to apply indicators as follows which we
can termindicators of effectiveness.

The numbers of presentations and public appearances

used in the organisation in the course of its change manage-
ment (an outcome).

An increase (measurable) in leaders and speakers, when it
comes to the degree to which they feel they have “agency”
during a speech or presentation, as well as experiencing sat-
isfaction (a result).

An increase (measurable) in those listening within the organi-
sation, when it comes to their level of motivation to act, and

identification with the organisation and leaders as a result of

the practice being introduced (a result).

An indicator involving improvement in assessments of so-
cial communication (i.e. internal communication within the

organisation) on the part of employees, including in situations

of change.

An indicator of the increased sense of agency among the or-
ganisation’s managers (an influence).

Dissonance between other elements of change management
and the speeches - as a matter of credibility of action.

Pathological leadership, whereby communication is used to
manipulate rather than motivate.

Lack of time among leaders when it comes to their receiving
training, practice not regular enough.



What next?
Self-questioning

Ask yourself the following questions:

= Which words, images, tales or symbols do “with-power” speeches avail them-
selves of?

= Which people is it that will speaking “dynamically” about change? Will it be those
who are credible, and convinced, and respected?

= |ntough situations during the time of change, what are we going to be saying,
and how?

= Whatcanmodern solutions of a technical or technological nature do to help,and
what can they make worse?

@ Interesting examples, implementations and indications

= President Ronald Reagan - “The Great Communicator”

= Wysoki Sejmie! - i.e. the list of the 7 most important speeches made in the Sejm of
the Second Republic of Poland

= Stowarzyszenie Profesjonalnych Méwcow (the Association of Professional
Speakers)

The leader of the PPS Party - Ignacy Daszynski - regarded as
one of the best speakers in inter-War Poland’s Second Republic,
as speaking in the chamber of the Sejm.
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@ Public administration, please remember!

Summary
All the great speakers were bad speakers at first - Ralph Waldo Emerson
@ If you can’t explain it simply, you don’t understand it well enough - Albert Einstein
tI;(s)Elgr;]:g It usually takes me more than three weeks to prepare a good impromptu speech-

Mark Twain

Think like a wise man but communicate in the language of the people -
William Butler Yeats

SYNERGIA -in one sentence

Just doit, make a start - as everybody
canbe a good speaker!

Speaking with power


https://www.reagan.com/the-great-communicator-ronald-reagan
https://chwalazapomniana.pl/wysoki-sejmie-czyli-7-najwazniejszych-przemowien-sejmowych-ii-rp
https://chwalazapomniana.pl/wysoki-sejmie-czyli-7-najwazniejszych-przemowien-sejmowych-ii-rp
http://mowcy.pl/

http://mowcy.pl/
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ATTENTION! GOOD PRACTICE

Building a cooperation network
and transforming an organisation’s
closed networks into open ones

KNOWLEDGE PILL

Aim of the practice

= Better cooperation within the organisation
= Anattack on silo mentality

= The overcoming of limitations imposed by formal organisational
structures

Origin? Stakeholder management, communication, change management

= Blockages and stagnation in an organisation

T GEETER = Needforchange

« Introduction of innovation, stimulated cooperation in opposition to the
silo mentality present in administration

Organisational units within an institution that cooperate nicely

Results foreseen )
with one another

= Opportunities to gain acquaintanceship with people in an organisation
Inputs not to be ignored in different situations
» Careover advocates of a given practice

Risks to watch out for Resistance on the part of formalised organisational structures

Identification of “gaps” and other shortfalls in communication with the

Key actions
v organisation, the building of relations where communication is lacking

Key (not sole) measure of

Reduced “anonymity” of those in the organisation
success

Building a cooperation network and transforming an organisation’s closed networks into open ones
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®

PREPARATION / RESOURCES

Degree of difficulty of

the practice

Moderately difficult
@®O

Required financial
outlays

Covered costs of training courses, workshops, meetings and
integration trips.

® | @

HRrequired for
implementation

» Employees individually developing their networks.

= Ateam pursuing the analysis of the structure of the organisation
from a social point of view, which serves to identify “holes” and

“gaps”, including groups that fail to communicate with each other, or
fail to do that adequately.

» AProject Team (cooperating with the HR Section) that stimulates
establishment of relationships in order to bring together groups not
communicating with each other (at all or adequately), along with
a better flow of information and knowledge between these groups.

Key organisational
activity that will be
required

Dissemination of the practice throughout the organisation, in order
that it takes in most of the organisational units.

Required technical
resources

= Aconference room serving the running of workshops, training
courses and meetings in the organisation, with access to a projector,
screen, computer and sound system.

» Licences for social media (such as Linked|n), helping to maintain
and remodel networks.

Time needed

Introduction should not take more than a year. Increased productivity in
the organisation due to the networking should be visible after some
9-12 months.

Knowledge and
experience

As regards the development and maintenance of networks - supplied by
people with particular experience in networking, i.e. leaders and
so-called “stars”, with exceptionally well-developed networks of
contacts; people liked by most, and/or those who make contacts and
friendships easily.

Building a cooperation network and transforming an organisation’s closed networks into open ones
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@ Cooperation

Introduction

The practice is especially focused around cooperation within an
organisation. It is important that there be mutual integration of teams
within a public institution. Those organising meetings of a variety of
different profiles will need to ensure that the employees in different
groups have possibilities for both competition and cooperation with
one another.

MESSAGE FOR THE HEAD OF THE ORGANISATION
Find your place in the network (not merely social!)

Network management has appeared in response to genuine
change in society (due to globalisation, the multiplicity of values,
competition and the significance of information). These factors
and more all ensure that hierarchical activity in an organisation en-
counters barriers toits effectiveness. While there was no negation
of theidea that an organisation is worth having, to achieve directed
activity, people began to notice the advantages of less-formal-
ised, fluid forms of organisation of that activity. Among these
are the networks spreading as forms by which people from dif-
ferent organisations, levels or sectors can engage in joint action.
Some even refer to the society of today as “networked”, even
as the 20th-century description was more likely to refer to being
“organised”. Networks are self-organising linkages between people,
institutions and resources; so that means greater flexibility and
manoeuverability than was or would have been the case with the
classical organisation.

There is a greater degree to which networks as opposed to hierar-
chical organisations support intense discussion, and the exchange
of ideas and convictions between equal partners, hence the inno-
vation they can offer. Organisations characterised by a high degree
of formalisation (which institutions in administration really might
be) will need to seek to ease the problems present in formal
structures, notably though not solely the “silo mentality”, with
the work of the bureaucracy needing to be accelerated, and use
made of network-type methods of working, in order to achieve joint
action with, say, partners in society (stakeholders) and international
institutions.

While networking is not a panacea for all ills in management, and
while networks have their flaws (like a tendency to close in on

Building a cooperation network and transforming an organisation’s closed networks into open ones
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Aim of the practice

Which actions does the
practice encompass?

themselves, with some kind of oligarchy nevertheless taking shape
among the strongest participants), they undoubtedly have a series
of features worthy of synthetic presentation and discussion.

The aforesaid closed networks are so because of atendency to ex-
clude “dissidents”, who undermine obvious truths and relationships

of authority in the network, or are not willing to accept the possibility

of it being extended. This phenomenon basically means that a net-
work initially differing markedly from bureaucratised structures of

aformal nature comes to take on many of their features, even as it

lacks the formalised responses (e.g. in law) that typify organisations.
This canbe particularly undesirable whenitis public organisations

we are talking about, as the effect can be the emergence of cliques

or even “dirty communities” that are harmful to the publicinterest.
The transformation of anetworkinto an open one helps combat

the flaws of the network-based approach.

Some public institutions are inclined to become bureaucratised
and procedure-oriented. Such features ensure the presence of
inertia, as well as ineffective models of communication and a lack
of innovation. A network-based approach represents an attempt to
change this. Instead of bringing in change to the network directly
and as such, the method is founded on the setting-up of a more
dynamic culture of cooperation between people. Research shows
that this can apply at every institution and every unit. It may also
be pursued at all levels of the hierarchy in an organisation. The
foundation here is an active approach on the part of employees,
meaning that effectiveness is seen where there is a desire to be-
come involved, effective motivating activity, and communication.

This practice is universal and suitable for application in various
different units and organisations. On the scale of the organisation
it does not require major financial outlays.

Toincrease an organisation’s efficiency through the use of network-
ing to overcome the limitations of formal organisational structures.

A description of the practice to be introduced:

A conversion or makeover of closed networks into open ones
requires work at the level of the individual, as well as supporton the
part of the organisation. The activity leading to the open networks
comprises two stages:

Building a cooperation network and transforming an organisation’s closed networks into open ones
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Anessential process of identifying “holes” and “gaps” in the social
structure, e.g. of groups that fail to communicate (adequately) with
each other. A classic example of this involves the “silo mentality”
that takes shape around formal functions.

. An establishment of relations that link these groups and pro-

vide for flows between them - of information, knowledge, feed-
back, resources and even people (exchanges, dual memberships,
etc.). This can for example be done through:

= linking of members of agroup into a teamresponsible for ajoint
project;

= joint training in communications for groups that maintain no
contacts with each other during working hours.

Further down the ling, it is possible to introduce a series of other
contacts that help with strengthening the ties between groups:

Trips made for the purposes of integration - groups not cooper-
ating with one another from day to day will have a chance to work

together,and become acquainted. However, to achieve these goals

it will be necessary to plan activities for group membersin arather
painstaking way. Best of all are games, group tasks and also “play” -
albeit with the right (limited) degree of rivalry present.

. Weekly briefings - meetings at which employees present the pro-

jects they are working on at the given time, informing of progress as
well as obstacles; difficulties and what has already been ticked off.
Meetings should be organised in such a way that most employees
can attend ... as this gives employees a feeling that shared objec-
tives are being pursued.

. Networking tasks of those who are “connectors” - in general

these are managers or other bosses who know most of the team

members. These should be very much involved in integrating the

group, so as to reinforced the ties among them and facilitate co-
operation. The point here is that networking should not concern

them alone, but also the teams subordinated to them.

Building a cooperation network and transforming an organisation’s closed networks into open ones
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Target (desired) outcomes in the public organisation:

Indicators of the
effectiveness of

An analysis of the social structure carried out for the unit of public administration

(with a “map” of social relationships).

The devising and pursuit of values that will lead the employees of the unit of public

administration, such as an orientation towards cooperation, the exchange of informa-
tion andresources, the dividing up of resources, the reining-in of rivalries, and so on.
Anincrease in the number of new projects and innovations announced by employees,
most of allin a manner that cuts across the formal structures.

Efficient and more rapid dissemination of best practice in the organisation, which

will demonstrate greater productivity.

Agreater degree of integration between formal structures in the organisation, thanks

to horizontal contacts of an informal nature.

An opening-up of the hitherto “closed” networks - to other networks and contacts,
with the silo mentality of the administration weakened in consequence.

A further-developed informal network of employees, also in the role of support
network.

In order to measure the degree of approximation to the assumed

the practice  goals of the given practice, as well as their achievement, use can
be made of the following indicators that can be termed indicators
of the effectiveness of the practice. It is indicated for there to be
comparison of values prior to the introduction of the practice and
then subsequently (before-and-after):

Anindex of the intensification of contacts taken up by each
personin the organisation beyond the parent organisational unit,

= (e.g.per monthor per quarter) - development of contacts, num-
bers of known people, etc.

= Anindicator of increased participation in projects and ac-
tivities that takes in the share of people from beyond the parent
organisational unit.

= Anindicator of familiarity with the work of those outside the
parent organisational unit, with the role in the organisation
appreciated.

= Aratio of the number of active networks within the organ-
isation to the number of formal units thereof - both prior to
the introduction of the practice and afterwards.

= Anindicator showing a comparison between the numbers
of new projects, good practices and innovation announced
by employees.

Building a cooperation network and transforming an organisation’s closed networks into open ones



Risks and barriers .

What next?
Self-questioning

Anindicator showing the percentage rise or fallin productivity
in the public organisation following introduction of the practice
(i.e. as compared with productivity prior to introduction).
Resistance on the part of employees and the “old networks”
where the expanding network is concerned.

Resistance onthe part of the leaders of formal structures, as
regards the less-formalised way of working in the organisation.
Fixed and furthered divisions and conflicts between different
organisations/units.

Initial difficulties with cooperating - “breaking the ice”.

Access to the funding needed for the network to develop and
then be maintained, as well as the introduction of new people
into this (costs of meetings, excursions, etc.).

Time for the steady, ongoing development of open networks.
Incapability or unwillingness to share information with other
teams.

= Domynetworks and organisational cells tend to be open or closed? How can | change

that?

= How to encourage people where openness is concerned - what benefits can be
pointed to, in order for resistance and fear to be overcome?

= How to manage an organisation in which it will be necessary to strike a balance
between responsibility and the order assured by formal structures and the
creativity of less-formal(ised) teams?

= |sit possible to counteract the tendency for networks to close up once again
(rotation of membership, monitoring for openness?)
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@ Interesting examples, implementations and indications

Networks operate in line with the following principles:

Thereisintensive exchange of information, leading to its “harmo-
nisation”, discussion with a view to agreement, and an evening-
outof levels between participants. New linkages and new nodes

take shape within a network.

A particular key role in the functioning of networks is played

by the aforesaid nodes, via which knowledge/idea flow takes

Building a cooperation network and transforming an organisation’s closed networks into open ones
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place, coordination is exercised, and energy to act exchanged

between participants.

Proactive stances and behaviour are anticipated within net-
works, along with responsibility and mutual support, as well

as less of the old-style control and supervision. Task teams

are of special importance, as are project-related activity and

process-related approaches.

Networks operate by virtue of exchanges of inputs among par-
ticipants, of which each has something worthwhile to contrib-
ute, even as he or she gains in return something he/she would

have been unable to generate alone, without the assistance

referred to. Within networks, common interests are sought in

an aware manner whereby participation is to denote benefits

accruing toall.

Partnership is the essence of the network, meaning more or
less by definition that leadership is of a collective nature, and

rotates. Each participant has a right (at the same level as the

leaders) to put forward his/her ownideas. Orders are found to

be of limited efficacy as compared with agreements of various

kinds. The role of the leader is thus to activate rather than to

give orders. Leaders within a network cooperate, rather than

competing, extending mutual support to each other,and learning

from one another.

In networks, the place of orders is taken by the authority and

influence that knowledge and activeness are able to convey.
However, this cannot mean the few in this situation being able

to dominate the weaker participants. Care needs to be taken of
the latter, so that they can make their contribution and achieve

their goals.

Passion, engagement, activeness, openness to change, trust,
support for cooperation, and loyalty are allkey features of mem-
bers of a network - displayed one to another; with success re-
warded and fine-tuning practised in regard to participants.

the aimis a capacity to cope with new, unexpected challenges,
achieved through a mobilisation of resources, and activation

of skill essential at the given time. It is with these objectives in

mind that networks experiment, seek out innovation, and take

on a greater appetite for risk.

A manifestation of a network’s efficiency is its so-called cohe-
sion, i.e. intense relationship between elements and the max-
imum level of activity of all participants, as well as a lack of
interference in communications between them.

Building a cooperation network and transforming an organisation’s closed networks into open ones
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Networks are most often communities of practitioners, i.e. “bridg-
es between the silos” or pillars to inter-organisational bridges,
or codlitions of interests and those interested.

@ Public administration, please remember!

Summary

= Strive to be anode in the network, or work closely with it.

= Startwith agroup comprising 20% of all staff - the ones who are interested and moti-
vated to participate in the project, and have some kind of standing in the organisation.

= Seek out the motivators (including, but not limited to those of a financial nature) that
will help sustain active participation in the project.

= Reward helpful attitudes, offer encouragement to the not-yet-convinced.

@ Everyone should build their network before they need it - Dave Delaney
The currency of real networking is not greed, but generosity - Keith Ferrazzi
Inspirin
thop htg The richest people in the world look for and build networks; everyone else looks for
ug

work - Robert Kiyosaki

SYNERGIA -in one sentence

The size of your network doesn’t matter;
what counts is the quality of your
network - anonymous

160 Building a cooperation network and transforming an organisation’s closed networks into open ones
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ATTENTION! GOOD PRACTICE

Open networks of contacts

KNOWLEDGE PILL

Seeks to develop open networks of contacts among employees of units of
Aim of the practice public administration, in this way promoting efficiency, and overcoming
the limitations that formal structures always bring

Origin? Stakeholder management, communication, change management

As innovation is brought in, where the need is to promote cooperation that
cuts across the silos in administration, where and when allies are sought,
or people need to pursue their own development, or barriers and nests of
hostility need to be broken down

When to apply?

Action in support of an organisation’s objectives by way of contacts

Results foreseen .
among and with employees

Resources of knowledge and skill to develop networks and make contacts

Inputs not to be ignored I
between and among employees at an institution

i = resistance on the part of formal organisational structures
Risks to watch out for . .
» ethicalandlegal risks

Key actions Identify areas in which to pursue and develop cooperation
Key (not sole) measure of Anincrease in the number of people in the organisation that have
success anetwork presence

Open networks of contacts
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PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

Required financial
outlays

Covering the costs of training, workshops and meetings, participation
at professional conferences and in debates.

® | @

HRrequired for
implementation

» Employees engaged individually in developing their networks.

» Possible people studying the real (shared) interests of employees
and the types of stimuli exerting a positive influence on them ... with
aview to new contacts being taken onin the interests of the network
developing further.

©

Key organisational
activity that will be
required

» Dissemination of the practice throughout the organisation,
in order for it to take in a majority of the organisational units.

Required technical
resources

» Aprogram to edit files made available to the project team
studying the common interests of employees and the types of
reward able to influence them positively.

= Aconference hallin which workshops, training sessions,
and meetings with networks and partners can be held,
with access to a projector, screen and sound system, all making
it possible for several teams to expedite their work.

Time needed

An organisation’s introduction of the “open networks of contact”
practice should not take more than 6 months.

Knowledge and
experience

In regard to the development and upkeep of networks, this will be
instilled by people who are especially active networkers, included
leaders and so-called “stars” with exceptionally well-developed
networks of contacts, who are liked by most of their colleagues and find
it rather easy to initiate contacts and embark upon new friendships

Cooperation

Open networks of contacts

Cooperation skill is key to this practice and this applies to employees,
and leaders and partners of the organisation.



163

Introduction

Open networks of contacts

MESSAGE FOR THE HEAD OF THE ORGANISATION

Do not fear the presence of employees in networks.
Thanks to this you are also present in those networks.

The significance of networks has already been written on at some
length with the previous practice.

Here, in the Intro to a further practice associated with change
and social networks, it is nevertheless worth putting stress on
acouple of further aspects.

Firstly, recall that a network can exist both within an organisation
(in fact cutting across organisational cells as constituted formally)
and between organisations that are separate from one another
from the formal point of view - being for example founded upon
a shared profession (e.g. “legislator”), work topic (e.g. local govern-
ment as it touches upon the policies of different Ministries), or the
pursuit of common goals (as when interdepartmental strategies
are being pursued).

Moreover, an excessively frequent creating of networks of con-
tacts is associated with a person serving their own interests.
Equally, the founding of contact networks can be directed at building
healthy personal and organisational connections that enhance the
capacity to achieve objectives. Research shows that managers
devote toolittle time to the proactive establishment of contacts.

Proactive making of contactsis an aware, planned and goal-orient-
ed matter that alsoinvolves representatives of other organisations.
This is also a conscious policy in the face of attempts made by

others to make contact with our organisation and with us, by

partners and stakeholders on the outside. This good practice also

has as its aim conscious time management devoted to the set-
ting-up of a network of contacts.

In a world where close cooperation with others is essential if we
are to solve problems, access the knowledge other organisations
possess, gain understanding as regards the activity of units of
public administration and mobilise supportin tough situations, the
management of networks of external contacts begins to look
as important as a high level of management in such areas as
HR and finance.
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This is a new area of management gaining in significance for
10-20 years now, and it needs to be taken seriously, given the deci-
sive role played in the achievement of success.

In the book Networking. Jak tworzy¢ i utrzymaé wlasnq sieé
korzystnych kontaktow zawodowych, F. Walicht lists several
key factors of significance as effective networks of professional
contacts are built.

@ What matters as we create a network of contacts?

Open networks of contacts

Itis always said that, through 6-7 indirect contacts, everyone in
the worldis connected with everyone else in the world -including
the key leaders; while professional success canbe regarded as
60% dependent on good contacts.

To draw benefit from any remodelling of a network of contacts, it
isnecessary to set clear goals as regards what is to be gained
or achieved by any expansion or change in a network.
Networks can be natural (as where there is “automatic” mem-
bership of a family or local community or circle), or open; but
also exclusive, formal and informal - meaning that decisions as
regards access and level of activity ought to be made depend-
ent on what we seek to achieve.

Let us not forget about or neglect the contacts we made in the
past (at school, old jobs, previous places of residence, on holi-
day)-asrenewing of old contacts can be as valuable as making
(trying to make) new ones, and in fact the number of people we
have metin our lives is huge.

Contacts set up will need to achieve continuity and regularity,
meaning that they need nurturing.

Contacts need to keep a balance between taking and giving.
There are networks founded upon results and outcomes - which
generate added value for their participant; and others founded
upon power -in which loyalty is the distinguishing feature.

The network is founded upon communication, while underpin-
ning that there is acceptance of people, trust in others, and
positive emotions in general.

It is good to make use of a number of networks, but also im-
portant not to exaggerate, or spread oneself too thinly. That
means determining the “necessary” number that meets our
needs or objectives.
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Elaborated by reference to:

F. Walicht, Networking. Jak tworzyé
iutrzyma¢ wiasnq sie¢ korzystnych

kontaktow zawodowych, Warsaw 2008,

pp. 8-113.

Aim of the practice

Which actions does the
practice encompass?

Open networks of contacts

Network-building is a time-consuming business, and even then
the ultimate outcome may not be clear at the outset. Indeed, it
might be that a network never seems to come in handy ... until
the crisis hits.

= Tools by which to build networks include business cards, online
fora, and specialised Internet platforms and databases.

= There could be a lot of us in “relationship mining”, hence the
existence of special apps to help do that.

= Ethics may not be forgotten about - the building of a network
through manipulation, and with a view to furthering manipulation
or achievingillegal orimmoral goals is of course abad thing, but
not always so easy to discern. And in administration, cronyism/
nepotism / favouritism have to be guarded against.

The aim of this practice is to raise organisational efficiency through
the use of networking in the gaining of knowledge, partners and
opportunities in an institution’s environment.

This practice focuses on the development of a network of contacts,
sinceitis targeted at employeesin an organisation already possess-
ing a certain basic knowledge in this sphere. Experience linked to

the development of such networks will be shared with employees,
andin particular leaders, specialists in communication and cooper-
ation, and those who have the greatest experience in general with

networking and what it means to participate in networks.

The development of a network of contacts requires the involvement,
and in fact the commitment, or the entire staff. In turn, the extension
of such networks to other public or private organisations affords an
organisation greater possibilities to bringinnew good practices, to
draw benefit from experience and to access knowledge.

To bring this practice into effect successfully, account needs to be
taken of two key elements.

Firstly, while implementation of the practice is going to depend on
particular units and a particular manager, the general framework
will be put in place through activity as follows:

= the development and devising of a week-by-week procedure
for making contacts with new individuals and partners, and /
or the (re)activation of past contacts;

= the development of activity on the part of teams in the or-
ganisation, in order to favour the founding of new networked
ties between an organisation’s stakeholders and groups in its
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Open networks of contacts

surroundings -in the circumstances of the contacts up to that
time not having been very strong or intensive. This denotes the

identification of “disconnected” groups, but ones that can nev-
ertheless be of positive significance to effective operations

in the organisation;

the planning of quarterly integration events, workshops, and

debates that favour a lowering or removal of any barriers to

communication there may be.

2. Secondly, and in order for the framework to actually mean some-
thingin practice, the procedure for putting networks of contacts
in place will need to encompass:

The stimulus for the founding of contacts - could be the
need to report on such contacts, the principle of reciprocity,
anindication of the number of new contacts to be gained, oran
obligation to develop contacts with main partners.

Action - concrete steps leading to the forging, maintenance
or development of contacts. This could be an analysis of po-
tential contacts or areas of shared interest, the determining of
effective ways of making contact, or the adoption, renewal or
maintenance of contacts in a defined form.

Reward - might take the form of a bonus for a contact acquired;
some expression of recognition, or a ranking of contacts made;
the distinguishing of good practices associated with the
building of a contact network; some other rewards or awards
where successful effect is given to a project requiring joint
action within a network.

Procedures builtin this way (by way of stimulus, activity and reward)
giverise to the mobilisation of relatively “automatic” action (habit),
taken up and pursued, and bringing results.

3. Thirdly, the practice should take in activity as follows:

the building of relationships foundedinreal commoniinterest;

as people are more ready to forge contacts when they have

acommon interest and/or features;

anunderstanding acquired as towhat s truly important to oth-
er people, organisations or stakeholders - an understanding

of others resembles trust in being the “currency” of successful

contact-building. Not everyone is motivated by money; so a prop-
er reward for some might be knowledge or support;
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= shaping of the building of a network of contact s as an act of
discovery and learning, not just an activity focused solely on
self-interest - research shows that effective establishment of
contacts brings together elements of both give and take.

Target (desired) outcome in a public organisation:

Indicators of the
effectiveness of

The development of individual networks of contacts, both quantitative and qualitative.
A built network of contacts that is trusted, resilient and developing.

Anincrease in the numbers of people ready to react to, assist with and support the
goals of the organisation, when that is most needed.

Access to the knowledge possessed by other teams and organisations.

A smaller amount of time devoted to problem-solving thanks to the accessing of
network resources.

The elimination of redundant processes and tasks in an organisation - thanks to the
development of the network of contacts, employees know what tasks other teams
have engaged with.

Aincrease in the numbers of new projects and innovations put forward by employees,
including in particular across the formal organisational structure that are in place.
Effective and more rapid dissemination of best practice with the organisation’s
surrounding environment, with productivity enhanced as a result.

A higher degree of integration between formal structure in an organisation thanks
to the level of informal contacts.

To measure the approximation to objectives assumed for the giv-

the practice  en pratice, and the degree to which they are being achieved, it is
possible to apply indicators as follows, which may be thought of as
indicators of the effectiveness of the practice.

= A (percentage) index comparing numbers of people in the
contact networks before and after the practice was brought in.

= Anindicator reflecting the number of situations in which the
givenunit of public administration has used the network of
contacts to resolve problems, along with an indication of how
much time was devoted to contact.

= Datafrominternal polling, which can be done “before and after”,
soastoassess the influence onteam members. Questionnaires
may be individual or sociometric' and can measure the degree

1 (Polish) Wikipedia sees sociometry as a research method in sociology and social psychology entailing the study of power structure and
communication between individuals in a population. What are researched first and foremost of the communication relationships
operating within a group, or else relations involving power and cooperation. A matter of a similar nature, but even better developed
methodologically is social network analysis.

Open networks of contacts
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towhich anorganisation has increased its capacity for the
exchange of knowledge.

= Acomparative index depicting the time devoted to
problem-solving:

= incooperation with those within the network of contacts;

= in circumstances of a lack of possibilities to identify with the
current network of contacts appropriate people to work together
with in resolving a given problem.

Risks and barriers »  Lack of time to maintain the network of contacts and discharge

the basic duties at work.

= Erosion or disappearance of the motivation to develop the
network of contacts.
Access to financial means necessary to maintain and develop
networks.

= Confinement of the network of contacts to one’s own unit
of public administration or other public structures.

= Thebuilding of networks left in unsuitable hands - of people
not wanting to do perform this task, lacking what is required to
pursue it properly, or lacking the training that might help them.

= “Staff resistance” - a closure within a given team or network
thatis already in place.

= Excessive elitism (network exclusivity), with the network then
used by organisational partners to engage in unauthorised
(concealed) lobbying falling outside formal(ised) procedures.

What next?
Self-questioning

How to use different occasions that come along to further the significance of “net-
working”? Conferences? Key dates and events in the organisation? Employing new peo-
ple and saying farewell to those who leave? The coming of anew year or new budget?

How can networks draw benefit from formal happenings and informal situations?

Does the way in which physical space is organised favour contacts? How might

things be improved?

Which people will be ambassadors for the development of the network within the

organisation? How to help them?

How to link networks into larger and stronger ones?

How to take care to ensure that network quantity does not come at the expense

of quality?

Will networking become as important as HR or finance? Is it part of a strategy in

the organisation and does it act in support of that strategy?

Open networks of contacts
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Recommendations arising out of research into a mature inter-organisational
network

The generating of a climate for cooperation favours the formulation of innovative de-
velopment-related objectives, as well as executive action agreed on the basis of those
objectives, and aninitiative role in this regard from stronger partnersin the network.
It is effective to seek out augmentative/complementary knowledge resources, as
well as joint market (development-related) opportunities to become involved in
joint actions.

The social pillars of trust - such as intensive contacts - are of significance.

Thereis aneed to stimulate knowledge exchange and the development of knowledge
bases relating to possible joint actions of an innovative nature.

It is wise to set up a platform for knowledge exchange in order to integrate activity,
as well as an actual centre for the integration and coordination of activity.

The management of an inter-organisational network may require centralised inte-
gration and coordination of activity.

It may prove necessary to determine what the areas of ring-fenced knowledge might
be, along with those who development within a network is possible or reasonable.
Nevertheless, openness to new networks and new partners is what really counts.

@ Ivan Misner’s “10 Commandments” regarding networking in
business

For further reading:

Ivan Misner advises firms and has written books on networking, including bestsellers
like Truth or Delusion? Busting Networking’s Biggest Myths, and The 29% Solution:
52 Weekly Networking Success Strategies.

In 1985, he founded BNI (Business Network International), an organisation offering
business recommendations founded around activity in networking.

As of 2104, BNI had 170,000 members in 7094 groups - and was thus the largest
organisation of its type in the world.?

10 Commandments regarding networking

inbusiness

2 Wikipedia data.

Open networks of contacts


https://ivanmisner.com/the-10-commandments-of-business-networking/
https://ivanmisner.com/the-10-commandments-of-business-networking/

@ Public administration, please remember!

Summary

Networks gain in significance and you gain too, if you are skilful in opening
yourself up to them.

Networking is not about just connecting people. It’'s about connecting people with

people, people with ideas, and people with opportunities - Michele Jennae
Inspiring It's great to spend time at a networking event with someone you know and like. But
thoughts that’s not what you're there for. Your goal is to expand your network by meeting new

people - Beth Ramsay

170 Open networks of contacts
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AREA

People: team
leadership
and motivation

From this Section
you will learn about
the practices that
concern people,
irrespective of

the post held or
function servedin
the organisation.
People are a specific
“resource”. They

can gain or lose
motivation, they have
rights (human and
employment-related),
they are capable of
truly great things,
but could also inflict
suffering (e.g. as
leaders).
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Introduction

Specifics of the area?

People do not constitute an organisation’s property (as would
be the case of equipment and buildings), though they can be said to
belongtoitinsome sense. There are of course other organisations
for which the same people might depart, as well as fora at which or
viawhich they are in a position to tell all about what (good and bad)
things they encountered in an organisation -in your organisation too.

People in a group can or should be a team, in which the sum of the
parts cannot fully account for what we see. For their part, leaders...
come and go, like everything else in our transitory world and life.

The Oxford Dictionary of Management would wish us to know that
people management is an activity seeking certain goals with
regard to the way that individuals behave and the outcomes
that they can offer or ensure, in the name of the organisation
being more effective thanit otherwise would be. HRM encourages
individual to set personal goals, and even to declare what rewards
will make it easier (or even possible) for them to shape what they
think and do in line with the organisation they work for.

Soitis that the people in the organisation - individuals, teams (per-
manent or task-related), managers and leaders -representits most
important resource.

The area of HRMis then an extensive one, which bases itself rather
strongly on psychology, social psychology and sociology, even as
there are strong links with the economy and economics.

In essence, the issues in HRM boil down to the organisation’s em-
ployees, its managers of middle-level and its leaders, along with the
collective forms by which people achieve their labour - basically
teams of various kinds that may be organisational units, task groups,
networks of experts and also virtual teams. HRM encompasses
in a visible manner the classical operations of management in
planning (personnel office), organising (the work of people), and the
taking of decisions (as regards personnel and pay, for example), as
well as supervision and the addressing of results and outcomes.

Thereis no doubt as to the key element of staff management which
is motivation as the instrument that helps people with (helping
with) the pursuit and achievement of the organisation’s goals. The

1 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 298.
2 Formore on this, see: J. Moczydtowska, Zarzqdzanie zasobami ludzkimi w organizacji. Podrecznik akademicki, Warsaw 2010.

People: team leadership and motivation
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establishment and management of teams is in turn key, given
the ongoing specialisation of all kinds of work, whose ultimate
outcome (say aninnovative product or comprehensive government
programme)reflects the input of many specialists, sub-contractors
and support services.

Leadership®hasrepresented anissue of interest and fascination
for centuries, evenleading to the - challenged - theory that history
is actually the biography of great human beings.

But of course itis also a core issue of the political sciences, sociol-
ogy, psychology, military science (leadership), and even psychiatry,
neurobiology and theology (religious leadership). Philosophy, liter-
ature (fictional and biographical and academic), theatre and film

also devote an inordinate amount of time, space and effort to our
leaders past, present and even future.

No surprise, then, that management also takes advantage of this
inspiration, while also seeking to tip off leaders of organisations
(in the economy, society, politics, education, the military, sport
and so on) how to be most effective in the deployment of leadership
techniques - for businesses, organisational units and whole states,
when it comes to the achievement of complex objectives that
demand the coordination of teams of people.

At the same (present) time, there is no universal key to leadership
(set of universal features or qualifications), and leadership itself
is rather a matter of the given situation. Contemporary, popular,
culture on the one hand wants to admire leaders, while at the same
time seeking to topple them from their pedestals over their lack of
competence, narcissism, Machiavellian features or two-faced
nature; and at the very least there is a great desire to cast their
“genius” in doubt at the first opportunity. Recent times have thus
brought something of a “crisis in leadership” - as there just seems
to have been too much abuse of power and position, too many
scandals, be that in politics, corporations, sport, or even churches.
This means that reflections on leadership now have a far-greater
amount of ethical consideration (relating to responsibility and
accountability and empathy), while quite a bit of thought has also
been given to gender (male - or female-type management, and the
whole issue of female leadership).

3 Core questions regarding leadership are for example covered in: W. Bennis: Droga lidera. Klasyczna nauka przywodztwa,

Warsaw 2008.

People: team leadership and motivation
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Additional inspirations

Leadership should invoke the principles of ethics, rather than efficiency.

@ You have power over your mind - not outside events - Marcus Aurelius

Be the change you wish to see in the world - Mahatma Gandhi

Inspiring

thoughts
JohnPaulll

You must demand of yourselves, even if others would not demand of you! -

For to be free is not merely to cast off one’s chains, but to live in a way that respects
and enhances the freedom of others - Nelson Mandela

HRM practice

Itis not rare for leadership to take on pathological dimensions. Psy-
chologists identify the so-called Dark Triad of personality types
and traits* that may be present in organisations, with a severe
ethical risk then posed for employees, partners, and citizens. The
Triad comprises:

= narcissism -characterised by a person’s overriding sense of
their own importance, and excessive conviction as to place of
self and work in the great scheme of things;

= psychopathy-denoting arrogance, a failure to register either
one’s own emotions or those of others, and a lack of sensitivity
(albeit behind a mask that may be appealing superficially).

= Machiavellianism - whereby people are treated as objects,
and made subject to manipulations to meet the manipulator’'s
own needs.

Contemporary people management has moved quite a long way
away from the classical theories (Taylor, Fayola, Gantt and Simon),
above allbecoming more humanist, even as behavioural psychology
remains a core aspect. HRM has developed its own methodol-
ogies and concepts, like the hierarchy of needs, reinforcement
theory, the psychological contract, the valuation of posts, methods
used in recruiting people and then “letting them go”, competence
management, outsourcing, and remuneration and reward systems.
Widespread use is also made of HR benchmarking?®.

4 For abroader treatment of this Triad, go to: E. Sanecka, Ciemna triada osobowosci w Srodowisku pracy, Uniwersytet Slqski,

Katowice 2020.

5 These matters gain exhaustive discussion in, for example: Zarzqdzanie kapitatem ludzkim. Procesy - narzedzia - aplikacje, ed. M.

Juchnowicz, Warsaw 2014.
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The role and specifics
of the area within public
administration

Ever-greater use is also being made of measurement of the out-
comes of personnel-related processes - evenin financial terms
and dimensions.

Separate issues are negative features in organisations, such as
mobbing, bullying, discrimination and conflicts at work, as well as
potentially more favourable issues such as negotiation with team
representatives and worker participation.

HRM in the public sector concern people (as well it might) - and
notably their motivations, aspirations, needs and flaws. This is not
dissimilar from what we find in institutions of other kinds. On the
other hand, there are certain quite-distinct and specific features
here.Hence, theories of public-sector motivation® - among other
things - point to the characteristic motives for someone to take up
apostin apublic organisation.

Beyond that, there is the more-formalised nature of the employ-
ment relationship and greater stability of tenure thanin the private
sector (notwithstanding the greater degree of flexibility achieved
since the 1980s), the matter of the citizens enjoying the right to
public service, greater transparency of remuneration, and the
non-financial nature of the outcomes of the work administration
does.Pay as akey component to the systems of motivationis never-
theless under political control, and more sensitive to public opinion.

Thus the leadership of managers in administration is overshad-
owed by that exercised by politicians - as it should be; but these

people do not particularly relish “competing with” officials, meaning

that high-level civil servants (for this and other reasons) exercise

or engage in a less-visible leadership than might be seen in either
business or wider society.

On the other hand, all who come into contact with work in adminis-
tration are aware of the profoundly team-related nature of that
work. Extremes representing the phenomenon that is the team
might be Poland’s Council of Ministers (consisting of leaders),
and some 6-person unit within a Department. Task teams, often
inter-departmental or inter-ministerial in administration, despite
being accused of lethargy and ineffectiveness, may well give
concrete manifestation to the philosophy that nothing better is
likely to be thought up. And even a Task Force devised to cope with
the most serious problems is stillin essence a team.

6 Formore on this, see: Public Service Motivation, Institute of Public Administration [of Ireland], State of the Public Service Series, June 2013.
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ATTENTION! GOOD PRACTICE

Leading of change through
engagement and participation

KNOWLEDGE PILL

Aim of the practice Improved functioning of leaders in an organisation
Origin? Management of people and change, leadership
When to apply? When change needs to be pursued through leadership, and the organisa-

tional culture transformed in the direction of greater openness to change

Results foreseen Increased willingness to accept and make changes
Inputs not to be ignored Training courses
Risks to watch out for Psychological factors: fear, anxiety and a lack of faith/belief

A plan for change drawn up, a feeling of urgency conveyed, and a new

Key actions
Y balance after change achieved

Key (not sole) measure of

Fundamentals transformed to become more open to change
success

Leading of change through engagement and participation
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

@

= The cost of training in communication as change is ushered in.

» The cost of training on how to assess readiness/willingness
vis-a-vis change.

* Remuneration of trainers responsible for building among team
members a sense that change is both necessary and urgent.

@ HRrequired for
implementation

» A managing team (of 2-3 people) at directoral level, with a view to
their bringing in change in a manner fully involving participation and
consultation.

» Ateam (of up to 10 people) engaging in analysis of the internal and
external circumstances, need for restructuring and plan for change,
in connection with in-depth consideration of the five-phase model.

@ Key organisational
activity that will be
required

The purchase of computer equipment allowing the project team to
develop diagrams and analyses.

® Required technical
resources

= Aconference room for training regarding assessment of readiness
for change, and techniques of effective communication through
change.

» Computer equipment allowing project teams to generate diagrams
and analyses.

= Premises for the project team suitable for about 10 people, with
access to the network as well as organisations’ documentation.

Time needed

Time frames are ideal when it comes to the dissemination of innovation,
new technology, Al, etc., throughout an organisation and other public
units. They depend on the type of change. An example would be change
of vision - a complex process that requires 3-4 years.

Knowledge and
experience

= Necessary knowledge to implement the practice is ensured by:

» Trainers responsible for instilling and maintaining a sense of
urgency among employees.

= Experts, who supply training assessing readiness to accept change,
as well as effective techniques by which to achieve communication
as change is usheredin.

Leading of change through engagement and participation



Cooperation » Inteams and between teams in the organisation.
With internal and external stakeholders.
With experts and trainers.

MESSAGE FOR THE HEAD OF THE ORGANISATION

The engagement of staff in the development and pursuit
of strategic plans is essential for any organisation’s future.
Onits own, a leader is not enough!

Introduction Leadership, while not the only element of effective change, has
often come to symbolise that process and is associated with it - it
can happen that a new leader denotes a different policy direc-
tion. Moreover, change requires the mobilising and motivating
of both people and structures, with this activity seen as a crucial
leadership task.

Leaders supply motivation, engagement and mobilisation by
setting their own example, i.a. through a talent for communication
and narration.

The way of speaking about change can often explain the sense of
that, the effort needing to be putin and even the readiness to make
sacrifices. Communication also instils premises relating to change
among employees and those with whom we collaborate, as well as
outside stakeholders.

Inthe public sector, the skills to manage change throughleadership
are particularly important, since changes very often concern
large groups in society, numerous business entities and entities
in society. They often concern many conflicting interests, and they
commit public funds whose use is the subject of accountability and
scrutiny / audit.

Effective leadership is inter alia™:

= theinstilling of a high level of energy for actionin an
organisation.
= pressure for change.

1 M.Thomas, G. Miles, P. Fisk, Kompetentny CEO. Metody efektywnego dziatania dla menedzeréw najwyzszego szczebla, Warsaw 2009.
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aneye on the longer time perspective even as ongoing activity
is taking place.

= commitment - the giving of an example, personalinvolvement,
the gaining of followers, relationships.

= the generation of a feeling of community in an organisation.

= afocusonvalues of importance to key stakeholders.
responsibility for a project.

= consistency of action.

= takngtough decisions.

= motivation and the motivation goal, the creation of a vision and
the symbolising of change.

= communication, and listening to others.

It is hard to disagree with the idea that basically all of the above
features of leader activity relate are of relevance to change man-
agement. To emphasise qualitative difference between nor-
mal managerial activity and leadership activity it is possible
to deploy the concept of the so-called “fundamental state of
leadership”. This stands in contrast with the normal state - of
everyday, prosaic circumstances or activity.

@ Elements characterising the “fundamental state of leadership”

Based on:

1.

Aconcentration onresults and the search for ambitious new objectives, initiation
activity, questioning the status quo, challenging oneself and others versus a focus
on ones own comfort and what is known already.

Managing and leading in line with internal convictions, what we view as suitable
and right, in defence of that as opposed to following the convictions, wishes and
views of others or an outside nature.

Focus on other people and general wellbeing, the search for a common goal, support
for others and a desire to draw on their potential, as opposed to a focus on narrow
self-interest and the defence of one’s own boundaries.

An attitude of openness to the world beyond, thanks to which the need for change
(and possible associated opportunities) can be felt and grasped - as opposed to
aclosed attitude to external stimuli, and the avoidance or rejection of risk.

E. Quinn, Momenty wielkoSci.
Fundamentalny stan przywédztwa, (in:)
Sprawna i efektywna organizacja,
Harvard Business Review, Gliwice 2007,

pp.59-82.

Leading of change through engagement and participation



182

Aim of the practice

Which actions does the
practice encompass?

The aim of this practice beingintroduced s the effecting of change
inthe organisationin such away as to be effective, understand-
able and easy for teams to adopt and adapt.

Leadership of change is a concept focusing onleader-behaviour
thatis fit for purpose where change is concerned. Involved here
is a certain sequence of complementary phases. Leadership of
this kind is in fact taken to comprise five phases, which have
their separate identities and aspects, even as they are linked one
with another. The phases are:

the shaping of areadiness to accept change.

. strategic positioning.
. the winning of heart and minds (through story-telling).
. activity in the name of a new equilibrium being achieved.

. leadership in the name of self-improvement.

The application of managerial behaviour characteristic for
each phase brings successful outcomes where change manage-
mentis concerned.

= Theshaping of areadiness or willingness to accept change -
requires the instilling of a sense of urgency authentic at alllev-
els of apublic organisation. It is critical that people understand
what the consequences will be where a public organisation
doesnotchange atall, as passivity does notlead to progress.In
checking the readiness for change among different employees
and the whole organisation, it is possible to intervene with
aview to increasing awareness of the need for change.

= Strategic positioning - is first and foremost anunderstanding
of the surroundings present externally (opportunities, threats,
trends, etc.) orinternally (power relationships, leadership instru-
ments and change-management structures), as welling as ori-
enting the organisationin such a way thatits position following
the change would allow for adaptation to those phenomena,in
adirection favourable from the point of view of the organisation.
The winning of recipients’ heart and minds - requires convic-
tionleadership as often linked with inspiring storiesiillustrating
the potential that effect might be given to. The stories leaders
tell should be concerned with change and represent a credible
(true-example-based) visualisation of transformation. The
content that the leadership of an organisation would like to

Leading of change through engagement and participation
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Results foreseen

deliverindeed needs to be authentic, transparent, and making
some reference or other to the shared values of the (public)
organisation.

Action in the name of a (new) equilibrium being achieved re-
quires both the ushering-in of change and the maintenance
of a certain continuity (e.g. of mission, values, competences,
key personnel or key clients). The main thing here is to employ
both cognitive and organisational restructuring.
Cognitive restructuring is a psychological technique that
allows for first the recognition, and then the modification, of
thinking in a direction that facilitates the achievement of de-
fined goals. Examples might therefore be a greater focus on
opportunities as opposed to threats, on strong points rather
than weak ones, and so on. The restructuring of organisation
in turn entails the use of the same kind of technique to achieve
change at this level.

Referring to the stability-change continuum, an effective thought
process here entails realistic assessment of the necessary
proportionality between the two, in relation to the objectives
of change, as opposed to defending interests, emotions, or
game-playing within the organisation. Itis rare for it to be optimal
to choose one approach over the other, with the best results
instead accruing if and where we combine the two, albeitinline
with the situation actually experienced.

A leading of the self-improvement process in an organi-
sation, and among its employees, denotes constant encour-
agement in the direction of change, albeit with a reasonable
approach shown (given that stability is also needed). Thismeans
that we stress the idea that change is necessary and natural,
and capable of being steered, as opposed to just reacted to;
and soon.

In a public organisation:

= Cohesive plans drawn up for use to be made of a 5-phase change model.

= Instrumentation available to assess existing plans and their effectiveness critically.

= Analytical results made ready as regards the internal and external surroundings
with reference to changes.

= A carried-out assessment of restructuring needs as regards the role of members
of teams in the organisation as a whole.

Leading of change through engagement and participation



= Made-ready mechanisms for the ongoing assessment of readiness to change.

= Equilibrium achieved in the organisation.

= Enhanced cooperation between different units when it comes to preparing for change
and bringingitin.

Indicators of the To measure the degree to which assumed objectives have been
effectiveness of the practice reached or approached, or approximated, itis possible to apply the
following, which we deem to be indicators of effectiveness.

= Anindex showing the level (on a 1-10 scale) of readiness for
change between one team and another within the organisation.
This may be investigated by trainers responsible for cultivating
that feeling of “urgency” among employees.
Anindex of cognitive restructuring among employees, for ex-
ample gauging the level of optimism/pessimism when it comes
to change, as well as the sense of their being an opportunity or
threat, and so on.

= Anindexof the proportion of employees or teams that have
adapte to change that has beenbroughtin, in the unit of public
administration.

= Anindexshowing the percentage of employees or teams that
understand change and the need for it.

Risks and barriers = Fear of change among employees.
= Unskilled application of a “mix” of change and the stabilisation
of change, e.g. involving unsuitable timing.
A psychological factor:employees are notinterestedin change,
or oppose it strongly, even if the long-term objectives of the or-
ganisation demand such change. Itis possible for the efforts of
leaders to come to nought.
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What next?
Self-questioning

Ask yourself the following questions:

= Towards which goals are leaders taking the organisation? Have they been chosen
adequately if significant change is the goal?

= |s there a possibility of shaping a sense of urgency into a concrete kind of be-
haviour?

= Whatis that, and how to first stimulate it and then reward it?

Leading of change through engagement and participation



= Which story will prove effective in communicating both the need for change and
the opportunitiesitrepresents? Personal ones? From the history of the organisation?
From other organisations? Invoking role models and authority figures?
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@ Interesting examples, implementations and indications
Further inspiration - leadership in Chinese culture

Through China’s history, Confucianism emphasised leadership based around rela-
tionship of trust and confidence pertaining between the rulers and the ruled. Confu-
cius (551-479 BCE), Mencius (379-289 BCE) and Xunzi (340-245 BCE) dealt with the
breakdown of standards and order in those times, coming up with answers by devel-
oping ethical ideas like ren (benevolence) and yi (propriety/integrity). Even today’s
Communist Party is prepared to reach for Confucianism, as it seeks to legitimise
its authority. So what are its core ideas as regards leadership rooted in a society of
more than a billion people seeking superpower status?

Leadership in Chinese culture

Confucius: the virtue of the common people is like the grass.
When the wind blows over the grass it will surely bend.
= Order and effectiveness within an institution depend on the
right people being nominated. Confucianismis more trusting of
leaders than the West, where institutions are preferred.In the
view of Confucius, the right people are what offer the basis for
good political order and institutions. If they are lacking, there is
no such order. Itis the moral example the right people are able
to offer that guarantees order, while political chaos is induced
by people who are too petty or small for the role (i.e. not right
for the post held).
= Leadership is a matter of mutual trust/confidence, and hence
the people’s voluntary acceptance of someone as their leader.
Authority and rule manifest a tie between the ruler and the ruled.
The ruler carried the obligations to care for people, and then:
“min fu - people seeking honestly or sincerely”. Rule in a “pure’
form cannot supply rule in the true sense.
= Only leaders with the right virtues and capabilities can achieve
the voluntary subordination of the people, and have the knowl-
edge necessary to make use of institutions. Leaders that fail
to set examples will lose respect and loyalty. Confucius said: “if
he himself is not upright, even though he gives orders, they will
not be obeyed.” Political authority is founded in ethical authority.

»
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SYNERGIA -in one sentence

They always say time changes things, but

you actually have to change them
yourself - Andy Warhol

For more on this, see:

J.Chan, E. Chan, Confucianism, (in:)
The Oxford Handbook of Political
Leadership, Oxford University Press
2016, pp. 57-72.

John P. Kotter, From the Magazine,
Leading Change: Why Transformation
Efforts Fail,(May-June 1995).

Martin Checinski, Roland Dil-

lon, Solveigh Hieronimus, JuliaKlier,
Putting People at the Heart of Public
Sector Transformations.
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Leaders can draw on the confidence and trust of supporters
to purse effective policy. Moral virtues are more effective that
sticks or carrots. The key to leadership is to recognise talentin
people and then offer them posts matching up with their strong
sides. Leaders should leave their subordinates free (or fairly
free) to pursue tasks on the basis of proper delegation.

Top leaders are in turn expected to think strategically and set
strategic directions. But a condition for effective leadership is
practicalknowledge - only with that canleaders devise effective
policy. Also essential is the skill to make wise and reasonable
judgments. This does not come naturally, but must rather un-
dergo development through experience, learning and virtue.
People who are talented (irrespective of origin, status or talent)
can be identified over long periods of observation, appraisal of
conduct and behaviour, and education. The road to leadership
is open to all, should these people have the willpower and re-
silience to strive for self-improvement.

Summarising:

Soaleader will be:kind (ci), benevolent (ren), strong (giang), hardwork-
ing (gin), full of respect (jing), agile (min), clear (ming), wise (zhi), honest
(zheng), self-improving (wen), responsible (nengying), reflective (si),
delicate (wen), careful (shen), faithful (zhong), humble (gian), flexible
(bian), just (zheng), generous (wei), polite (gong), courageous (yong),
observant (cha), forgiving (shu), coherent (heng), resilient (yi), right /
suitable (dong), temperate (jie), generous (kuan), calm (jing), unbiased
(gong), public (gong), trustworthy (xin) and filial (xiao).

@ Public administration, please remember!

Summary

Change is not some kind of magic, but a craft mastered by leaders, which it IS
possible to learn!

The greatest danger in times of turbulence, is not the turbulence, it's acting with yes-
terday’s logic - Peter Drucker
Inspiring If you do not change direction, you may end up where you are heading - Laozi
thoughts
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ATTENTION! GOOD PRACTICE

The accountability ladder

KNOWLEDGE PILL

Aim of the practice To improve the way leaders in an organisation operate

Origin? HRM, leadership

T T \c/)\\llr:(rizs;/chologicol barriers to the taking-on of responsibility need to be
Results foreseen Anincreased sense of responsibility / accountability for tasks conferred

Open discussion of what being responsible-accountable-answerable

Inputs not to be ignored ) -
in an organisation means

Lack of support for leaders and employees, failure of leaders to set

Risks to watch out for
anexample

A search for “accountability gaps” - the right questions asked - people’s

Key actions ) oo
assuming of personal responsibility

Key (not sole) measure of

A decline in the number of conflicts over competences
success

187 The accountability ladder
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)

Level of difficulty of
the pratice

®

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

@

Large amounts of money are not needed, as what counts most of all is
the personal example set by current leaders in an organisation. This
reflects the way in which responsibility / accountability is a matter of
attitude, example set “from above” and consistency, as well as positive
stimuli that can be especially effective.

@ HRrequired for
implementation

Expertsin the training and development of higher-level managers and
leaders may prove useful here.

@ Key organisational
activity that will be
required

Open discussion on responsibility within the organisation, possible
review of remits to ensure they are defined and recognised more
precisely, internal discussion on the nature of a given institution’s (given
set of employees’) responsibilities and accountability.

® Required technical
resources

Introduction

No particular needs in this respect, though it is helpful if there is close
cooperation between co-workers in the matters under discussion.

In public administration we are dealing with a particular kind of
responsibility, extending into being accountable, answerable or
even liable in a public context. This means a capacity on the part
of citizens, entities in societies and others within the state to hold
officials to account for their actions in respect to policy action and
what has been done in the name of the public and the process of
government'.

The other side of the coin here is that civil servants recognise and

accept that specific obligations go along with their givenrole -mean-
ing at the very least that they may be obliged / required / expected to

“carry the can”, rather than “buck-passing”, in so doing presenting

and justifying their actions taken in the given capacity and post,
and the consequences these may have had.

1 Thisisinline with the idea of accountability in: The Encyclopedia of Political Science, eds. G. T. Kurian, J. E. Alt, S. Chambers, G. Garrett,

M. Levi, P. D. McClain, CQ Press 2011.

The accountability ladder
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Aim of the practice

The accountability ladder

For officials are accountable and answerable before the public and
their representatives,

meaning also that the latter should be informed of actions taken,
and supplied with explanations and justifications. Accountability
also denotes sanctions, where someone has not proceeded inthe
proper way.

Effective accountability instruments in administration determine
the obligations of entities and also put stick-and-carrot incentives
in place for officials (rewards, punishments and procedures), with
a view to the latter acting in the public interest, rather than any
private interest.

Accountability is also a personal choice that may be manifested by
bothindividuals and organisations. The basis for it of aninstitution
is commitment to the achievement of objectives ascribed to
given institutions with the aid of means that are legal, rational
and ethical. Joint responsibility is hard to build, as it is not hard to
arrive at some vague sense of collective responsibility in a large
team whose members may each have different motivations. Suc-
cessful accountability arises out of a “focused” focusing of all
employees on outcome for the organisation, albeit in line with
and appropriate to duties assigned, level and authorisation.

The aim of this practice is a “pro-accountability” strengthening

of efficacy, cooperation and an organisational culture within the

institution. That demands active leadership, and not only problem

management. Part of that leadership is coming out and facing the

matter of who is accountable and answerable in the organisation.
That means more than just holding people to account, as it also

denotes areadiness to do the same with oneself, and other man-
agers. Optimally, whatis involved here is the development of a work

culture that promotes accountability, but also has the instruments

allowing for its pursuit, and indeed enforcement.

Accountability as an organisational category is now strong in or-
ganisations, butleaders still often face challenges with overcoming
the psychological barriers to its application more widely, inrela-
tionto particular people, as opposed to some kind of “anonymous”
application (or adherence) applying to everybody and nobody at one
and the same time. This becomes still tougher where administrative
structures are pointed to, as well as regulations, and aspects of rel-
evance on the outside as well as the inside. This happens especially
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Which actions does the
practice encompass?

The accountability ladder

in situations where certain objectives, tasks or processes have
experienced delay or gone into stagnation.

The building of such an organisation takes time, effort and com-
mitment. But when it works, the benefits in terms of both results
and the reputation of the organisation (including its managers and
workers) are so great that the organisation does not want to fall
back below some certain level of accountability.

The concept can help develop higher-level leaders.

The aim is to develop practical tools by which to assess where
on the “ladder of accountability” leaders themselves or their
people can be found, with this leading to practical interventions
in the name of “lifting” people to a higher level (“rung on the ladder”)
when it comes to assuming responsibility. In essence, the point is
to close “accountability gaps” in an organisation - where there
is alack of any feeling that certain tasks, results or whatever have
to be answered for; as well as to unburden a leader who may then
focus on managerial tasks, as opposed to those of the expert.

Answers need to be found to four key questions:

What is the unembellished reality, organisationally speaking,
that I must recognise honestly if problems are to be solved? What
does not work, is not working or has not worked? Which tough and
unpalatable aspects need to be brought up and out, through some
kind of process of confession? And to whom should that information
be presented?

. Inwhat way do | (we) contribute or form part of the problem, or

else the solution? To what extent am | (are we) directly responsible
for this? Via what activity, as opposed to words, do | (we) set an ex-
ample of and pattern for responsible action? For peoplereact to
what they feel you are doing, not to what they hear you are saying.

. What else can I (we) do? Which ways to seek out? What further

steps can be taken? What do | assume is beyond my control when
itmay not be? AmInotin search of justification and excuses as
opposed to those ways? Who else could be of assistance?

. Which actions to be taken am I (are we) responsible [ accounta-

ble / answerable for? By when do these need to be putinto effect?
And how to close accountability gaps? (By my taking total or
greater responsibility?) How do we uphold “beyond the line” re-
sponsibility in the face of obstacles and difficulties? And how can
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we report on progress in a transparent way - holding people
(ourselves) to account?

If it is to work, the practice must attain a certain critical mass
within the organisation, meaning that key personnel and leaders
become involved, alarge group of employees -best of all over arel-
atively short period of time.

It will be ideal if the practice becomes part of a broader culture of
organisation oriented towards results and support for the taking
of responsibility (and hence alsorisk). Leaders are to understand
that they must train themselves, not only in technical matters,
but also in attitude - the assuming of responsibility and shouldering
of accountability and the conversion of thatinto concrete steps and
actions, denotes activity, but also being proactive, reliable, credible
and scrupulous.

And when it comes to active pursuit and implementation, the idea
entails the determination and agreement that certain behaviours
“below the line” are not accepted. For example, self-examination
prior to the escalation of a problem, with the question: “what more
can |l do toimprove outcomes?”

@ The target outcomes

= Greater efficiency and more fluid cooperation thanks to a higher level of individual

accountability.

= |eaders who take responsibility, certainly holding others to account, but also them-

selves.

= Effective and successful work on the part of the organisation.

= Employees able to respect their leaders (for their readiness to be accountable and
as necessary answerable) and satisfied with the way leadership is exercised in
respect of accountability.

= Changeinthe organisational culture in the direction of an outcome/results orientation,
rather than just procedures and inputs.

= Araising of the organisation’s prestige and image.

Indicators of the
effectiveness of the practice

The accountability ladder

In gauging how well we are now approximating the adopted goals
of the good practice, and their attainment, we may reach for the
followingmeasures that can be termed indicators of effectiveness.

= Adecline in the number of conflicts revolving around compe-
tences and remits, and in the number of “ownerless” problems
in the organisation.



Risks and barriers
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= A growing feeling among the organisation’s employees that
rules and principles regarding accountability are laid down
in aclear way, and also given effect to (opinion surveying), as
regards everybody, irrespective of posts held.

= Adecline in the turnover of staff attesting to increased sat-
isfaction.

= Animproved image of the organisation externally / among
stakeholders (as revealed in positive remarks, favourable opin-
ions in the mediq, etc.).
Indicators of influence studying the degree to which an organ-
isation’s strategic goals are put into effect better from the
moment of introduction of “the accountability ladder” (analysis of
the main statistics of the organisation, and qualitative or factor
analysis of the method’s influence), and also studying the influ-
ence of the method on the adequacy of personnel-related deci-
sionsinvolving key posts (e.g. through a decline in staff turnover).

= Failure to comprehend the vision and mission of the public
organisation, as well as accountability rules relating to that
organisation.

= Alack of consensus in an organisation regarding the univer-
sally accepted level of responsibility or accountability.

» Less-aware and less-committed leaders undermining the
values of the organisation.
An attitude of seeking justifications or excuses, as opposed
to finding ways to resolve problems.

What next?
Self-questioning

Ask yourself the following questions:

Amlahumane leader as | take greater responsibility (shoulder greater accountability)

and at the same time enforce it in others? And as | give effect to this, do | support,
allow mistakes to be made, but at the same time still expecting people to “carry the

can” and put things right again?

As | exercise leadership, do | balance effectiveness with ethics?

Do | remember that | am answerable, not only before my immediate superiors,
but also the image of the place of work, and even the profession, whose image I help

shape - with my impact also extending to some extent to the external stakeholders

with which | work, and the society | serve (and act in the name of)? Am | finding some

kind of balance among these different aspects of responsibility-accountability-an-
swerability?

The accountability ladder
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@ Interesting examples, implementations and indications
Responsibility and accountability in the political sciences

Theories - there are two basic ones:

1. The model involving a commissioning party (employer or elector) and an agent (em-
ployee or official) sees the forming commissioning activity it sees as favourable, or
choosing what brings benefit to the interests of the employer or supplier of tasks.
Conditions in an agreement or contract are set out as regards the agent’s pursuit
of obligations for which it can be held to account or made answerable in the light of

the relationship.

2. Theories of moral responsibility and group solidarity focus inon commitments agreed
upon by social and professional groupsinrelation to their members. Standards set by
groupsinturnlay down the obligationsin relation to which members might be called
to account or required to answer. What is of key importance here is an inner sense

of obligation that groups are able to instil in their members.

Types of responsibility / accountability / answerability:

1. Does the policy of the administration reflects voter preferences? Andis it effective?
2. Might there be improper behaviour on the part of officials (e.g. towards citizens, the
law or the public purse) sufficient for them to be held account / made answerable

for what they have done?

= Enforcing accountability - entails sanctions under the law, or of a social, political or
moral nature, which groups are in a position to combat undesirable conduct. There
can of course be incentives of the “carrot” kind (rewards and awards for duties
discharged, as well as displays of gratitude and recognition, social respect and

prestige, feelings of pride, etc.

= Keyaccountabilityinstruments: transparency and access to information, systems
by which to report on and evaluate policies, adherence to principles and rules as
regards the separation of powers, elections, parliament, the courts, auditing institu-
tions, the Commissioner for Citizen’s Rights, bodies of differing kinds operating in
the public sphere, anti-corruption institutions, a strong civil society, public opinion
and independent media, informal pressure and positive incentives vis-a-vis groups

of a professional, neighbourhood, religious and social profile.

For more, see:

Entry on Accountablity, (in:) The Encyclopedia of Political Science,
ed.G.T.Kurian, J.E. It,S. Chambers, G. Garrett, M. Levi, P. D.
McClain, CQ Press 2011.

Piotr Masiukiewicz, Pawet Dec, Odpowiedzialno§¢é menedzeréw,
Warsaw 2016.
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@ Public administration, please remember!

Summary

The rule of accountability for actions and failure to act - para. 8 of Ordinance No.
70 of the Prime Minister of the Republic of Poland dated 6th October 2011 on guidelines
as regards adherence to the rules of the civil service and on ethical principles in the
Civil Service Corps (Monitor Polski No. 93, item 953).

A member of the Civil Service Corps ought to:

= carryouttasksin anawareness of the special accountability
arising out of the public nature of the service being discharged;

= be directed by the public interest, as well as efficiency, and
compliance of actions taken with the law;

= signal to a superior where there is a lack of accord between
legal regulations and the public interest;

= beready at each stage of task implementation to answer for
work carried out hitherto, before superiors but also the public;

= inform a superior (or that person’s own superiors), in writ-
ing, where an order given at work fails to comply with the
principle of the civil service.

A Member of the Civil Service Corps may not:

= disrupt the smooth progress of proceedings seeking to estab-
lishwhois responsible for failure to uphold the obligations on
the part of such a Member.

@ Accountability is the glue that ties commitment to the result - Bob Proctor

On good teams coaches hold players accountable, on great teams players hold
Inspiring players accountable - Joe Dumars
thoughts

You must take personal responsibility. You cannot change the circumstances, the
seasons, or the wind, but you can change yourself. That is something you have charge
of-JimRohn

SYNERGIA -in one sentence

Inrising up the career ladder, you are at
the same time assuming a higher level of
responsibility.

The accountability ladder
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ATTENTION! GOOD PRACTICE / PROF. PATRICK FLOOD

Change in a complex environment -
more for less

KNOWLEDGE PILL

. . A shift from the achievement of less with less to the achievement
Aim of the practice

of more with less - i.e. a more effective use of resources

Origin? Leadership and change, high-effectiveness teams

When it is necessary to retain quality and results in situations involving

When to apply?
a Squeeze on resources

Maintenance of the organisation’s capacity to operate and achieve

Results foreseen ) ) .
success in spite of resources being on a reduced level

Inputs not to be ignored An audit of tasks put into effect

People experiencing a lack of motivation - things depend on them

Risks to watch out for
most of all

= Anaudit of tasks pursued to the point of completion
Key actions = |dentification of unnecessary activity
» Transfer of resources to tasks operating in support of objectives

Key (not sole) measure of
success

Anindicator of the use of resources

Change in a complex environment - more for less
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PREPARATION / RESOURCES

Level of difficulty of
the practice

®

Introduction of the practice cannot entail major outlays, given the
illogicality of that in the context. This rather demands creativity
and the use of non-material reserves, such as good organisation,
a sense of urgency and priority, the motivating of people and the
unblocking of possibilities to achieve streamlining.

Difficult
OJOXO

@

Required financial
outlays

Limited. The cost of employing an expertin the theory of employee
motivation.

@ HRrequired for
implementation

» 4-7employees, in line with the size of the organisation, forming
ateam to analyse the efficiency of utilisation of employees and other
resources.

» A committed leader acting in support of the proposed direction of
change.

® Required technical
resources

= Aconference room to train managerial staff in motivation theories,
and serving the members of the team tasked with analysing the
efficiency of the organisation and its employees.

» Computer equipment providing for the project team to devise
diagrams and perform analyses.

Time needed

This practice can be brought in fully within 6-12 months. A change in
acomplex regulatory environment is associated with remedial action
being taken, meaning work under time pressure that still manages to
maximise efficiency.

Knowledge and
experience

Experts in theories of employee motivation who run training sessions.
Consultants experienced in the pursuit of remedial measures, so as to
make possible a move from a downward spiral to a spiral of success.

Change in a complex environment - more for less
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Introduction

MESSAGE FOR THE LEADER OF THE ORGANISATION

Our processes are too complex, so we expend a great

deal of effort and resources on activity that does not bring us
closer to our objectives. We can achieve more with

fewer resources if we identify the activity and processes that

do not serve the main aim, and if we invest in
technology and in motivation.

One of the key postulates in what is known as New Public Man-
agement (which has now devoted 40 years to the (better or worse)
idea of business management methods being applied in public
administration) is that administration should respect the resources
(property, assets and money) conferred upon it, not only by way
of economy and savings, but also through the achievement of
better results and outcomes.

Such a matter has its complexities and controversies. On the one
hand there are proponents of the idea, arguing (logically enough)
that administration often tends to accrue spare (reserves of)
resources, then not going on to make full use of them - such that
100% effect has not been given to the budget at the end of the
financial year). Moreover, and as we know from everyday life, and
the management of the household budget so beloved to Margaret
Thatcher, areductionin the amount of money available can spur
us on to new ways of operating, as week seek savings where we
can and are inclined to be innovative. Alas, things look slightly
more complicated when we get to the great “organism” that is
public administration’.

For, under model conditions at least, we have 9 situations ca-
pable of arising where administration, in pursuit of its tasks, takes
account of the 2 dimensions to activity that are the quantity
and quality of services, as well as their cost. The possibilities
arein fact that:

More is achieved for less - i.e. The “dream” outcome.

. More is achieved at the same cost - so things are better for the

same sum.

1 For abroader look, see the point Further inspirations, in which we find discussion of the concept used here which is taken from the book:
Ch.Hood and R. Dixon, A Government that Worked Better and Cost Less? Evaluating Three Decades of Reform and Change in UK Central
Government, Oxford 2015, pp. 12-15 and 181-184.

Change in a complex environment - more for less
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. More is achieved but for more - so the situation is better, but the

costis higher.

. The same amount is achieved, but for lower cost - so the situation

is the same, but we have managed to save money and not at the
expense of quality.

. The same amount has been achieved, at the same cost - so nothing

has changed.

. The same amount has been achieved, but it costs more - so now

we are overpaying, and failing to get the same value for money
as we had.

Less has been achieved, though also at lower cost - here it is ex-
pectations that will need to be lowered, but at least with costs also
going the same way.

. Less has been achieved, and at the same cost - again meaning

overpayment so we have aworse situation for the same resources.

. Lesshasbeenachieved, butit stillcost more -i.e. The result of one’s

nightmares.

Managersin the administration, bearing the above inmind, as well as
the order (or sense of obligation) to seek savings that do not worsen
the quality of services must often propose “less for more”-type
activity, simply because that is the decision of politicians at
a higher level, often having to save the programme for which they
are accountable from total “annihilation”. One way of doing this fol-
lows the opinion expressed by the consultant Rodger Dean Duncan
in the pages of Forbes?, which has regard to the rejection of fake
work. In the view of that author the challenge of “doing more for less”
represents a fine opportunity for intelligent, proactive people,
with a majority actually being quite capable of doing more for
less. However, that requires a strategic “sorting of priorities”
so that we do not end up performing “fake work”,i.e. that which does
not arise out of the strategies and objectives of the organisation, but
stilltakes alot of time, energy and resources. Fake or false work first
and foremost confused being active with achieving results, asiit
does not deliver outcomes that can be regarded as of significance.
Neither is it clearly adjusted to the strategies and objectives of the

2 https://www.forbes.com/sites/rodgerdeanduncan/2014/12/04/doing-more-with-less-avoid-fake-work/?sh=59ddf95e6cle.
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Aim of the practice

Which actions does the
practice encompass?

organisation. So here are five recommendations as to how we
might focus in on real work:

A clear strategy, meaning a plan on how objectives may be obtained.

. The use of measures of effectiveness and empirical data.

. A capacity to keep an eye out for the activity trap. False work

does just fine where people are not sure what the priorities are. So
we should not allow the status of “being busy” to put any squeeze on.

. Thework that is of greatest significance willneed to be focusedinon.

. People should also avoid creating “fake work” for others, if not

themselves.

But then that leaves us with matters that are really more serious -
generating a need to search for other ways of “obtaining more for
less”. What happens then? The practice detailed below points to
tools that may prove essential as we take on a challenge of this kind.

This practice is therefore seeking to move away from a situation
inwhich we get less for less (making a crisis situation plain for
all to see), in the direction of one in which we gain more for less,
denoting more efficient use of the resources at our disposal.

This happens where there is a clear need to maintain quality and

outcome even as resource availability is curbed. This is actually

arather typical and common situationin the public sector, where

political decisions can at a stroke decide on the curtailment of a giv-
en public organisation’s resources, even if there is not necessarily

any stripping away of its responsibility to serve the citizen.

Toraise levels of employee productivity, even as we take for granted

the inadequate supply of resources, we willneed to bring inremedial

measures. These seek to bring a halt to the negative downward

spiral (whereby shortfalls in resources mean problems with pur-
suing objectives and so impaired outcomes), in favour of the so-
called spiral of success. The latter can come into the picture where

strong suits are put to work and placed at the heart of activity.
And that mobilisation process sees mobilisation per se preceded

by a process of identification and followed by reinforcement as

resources that are available are moved in a good direction, at the

expense of processes that have not achieved priority status or are

otherwise unnecessary.

Change in a complex environment - more for less
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The key to this change is focus on abilities, capacities, motivations

and strong points of employees, as well as the attendant reinforce-
ment and full utilisation of chances. The factor critical hereisin turn

the interruption of the cycle of achieving less for less (whereby

apoorer service is offered at lowered cost).

Instead of achieving less for less, we need to move towards achiev-
ingmore for less, and that is not easy, even as achievement can be
(seen as) a great success.

The achievement of greater efficiency or effectiveness for
less is possible where:

= employee capacities are increased (e.g. as part-time employ-
ees are exchanged for full-time ones);

= the workload of employees becomes better balanced, with
more tasks for those who have hitherto had less to do, or have
indeed been pursuing non-priority activity;

= employees themselves identify “bottlenecks” in their organ-
isation’s processes;
new technologies are used to leverage efficiency, and accel-
eration of processes and a relieving of the burdens put on em-
ployees;

= the position of employees are strengthened when it comes to
initiative and innovation, with possibilities for streamlining
signalled (and that attitude of disclosure is rewarded);
employees are shown respect, in exchange for their commit-
ment and loyalty being counted on.

Allmust be aware of the objectives the organisationis striving for,
as well as the reasons for which objectives were designated. The
focus needs to be on effective task implementation, with teams
needing to sense the pressure associated with the assigned task,
and be motivated to give full effect toit.

Target (desired) outcome in the public organisation

The preparation of analyses of efficiency (employees, teams or units).

Transparency of action of the unit of public administration.
A high level of loyalty and commitment on the part of employees.
The balancing of the workloads of employees and teams.

The effective use of resources, including employees and technology.

Change in a complex environment - more for less
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What next?
Self-questioning

To gauge approximation to complex tasks of the given practice, and

their achievement, it is possible to make use of the following meas-
ures that we can termindicators of the effectiveness of the practice:

A (percentage)indicator showing the degree to which use of ex-
isting resources grows, as compared with what was achieved
prior to the introduction of the practice into the organisation (as
exemplified by numbers of tasks effected with access to the
resources available in the two periods).
A(percentage)indicator showing the level of use of resources
in the organisation in a given quarter or year in relation to the
use of resources in a previous quarter or year.

An indicator of satisfaction with work among employees
comparing the situation in the “less for less” period (a feeling
of crisis and demotivation) with the period of “more for less”
(a feeling of mobilisation and motivation); there may also be an
analysis of staff turnover (hoping to observe afalls).

The numbers of innovations and examples of organisational
streamlining serving in the achievement of “more for less”.
The number of new products or outcomes thanks to the redi-
rection of resources away from non-priority projects.

The level of commitment or engagement of employees, and
their fears as regards workload.

Anunrealistic level of expectation asregards results, in the
face of more limited resources, and despite activity designed
to achieve improvements in efficiency and effectiveness.

A sense among employees that greater demands and burdens
or workload are not placed upon leaders, such that the distri-
bution across the organisation is uneven.

Ask yourself the following questions:

= Have my teams given consideration to all those who may be important to the
work being effective? Including those who are less forthcoming, but also hardworking

and useful?

= Whichresources might have their place taken by organisational streamlining
of processes? What might new technology have to offer?

= Howtokeepup the energy for work among people in conditions of the team having
fewer resources? And what if this fails to work out?

= How to celebrate success, so as to maintain motivation?

Change in a complex environment - more for less
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For more,
pleaseread:

Marc Esteve,
Christian
Schuster, Adria
Albareda, Carlos
Losada, The
Effects of Doing
More with Less in
the Public Sector:
Evidence from
alLarge-Scale
Survey, Public
Administration
Review, vol. 77,
issue 4, July/
August 2017.

Interesting examples, implementations and indications
Further inspirations

In the book A Government that Worked Better and Cost Less? Evaluating Three

Decades of Reform and Change in UK Central Government (Oxford 2015) Christo-
pher Hood and Ruth Dixon sought to assess the effectiveness of promises made

by New Public Management from the point of view of it finding “more for less” - which

is to say the core slogan of the US Government’s 1993 National Performance Review,
which came to be regarded as symbolic of - akind of flagship for -NPM. The book was

awarded for offering a multifaceted study of reforms, costs and the effectiveness

of the public sector.

In the view of the authors, 30 years into the implementation of the NPM philosophy

(inthe UK at least), the outcome lies in the way that “costs are higher and there are

more complaints about public services”. They feel that reform of the NPM type

placed too much emphasis on cost-cutting, and too little on the safeguarding

of core values of public administration (such as honesty, cohesion, and painstak-
ing activity). The picture is not a black-and-white one, but the view overall is that “in

general the government worked somewhat less well (as regards honesty and

integrity), even as it cost rather more”. Thus for example a one-third cutin levels

of employment in the Civil Service in Poland did not reduce the costs, including as

regards remuneration. This portrayal departs from both the views and expectations

of decided opponents of NMP and those who continue to declare their affiliation with

theidea. A further key problemis that over this long time (of 30 years), major changes

have been made inthe way costs are defined and classified (e.g. with expenditure by

administration coming to be “reclassified” as programme costs).

Sometimes thereis even a suspicion that statistical artifice is whatis accountable

for the achievement of better outcomes as regards results or savings.

A further important conclusion is that, if government seek to cut costs, it should

seek to focus on the final result, and not on the one component of costs that

proves attractive politically (e.g. pay), and ignore costs like IT, or avoid discussion

as to the consequences of these savings for the quality and availability / accessi-
bility of services. Thus efforts to reduce staffing levels could draw the attention of
asuccession of governments away from the focus on other costs, like IT contracts,
consultants and advertising.

Some have felt that the book marks the beginning of the end for New Public Manage-
ment. However, in the view of the authors, the “death of NPM” has been declared

rather regularly over the last 20 years, even as the ideas underpinning the the-
ory have remained remarkably resistant, with such concepts as entrepreneurial

management, accountability, delivery, measurement/appraisal of performance

and the emphasis on costs remain important.
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@ Public administration, please remember!

Summary

It can be possible to do more for less! And it is at least worth a try!

It's surprising how much free time and productivity you gain when you lose the busy-
ness in your mind - Brittany Burgunder
Inspiring It almost feels like energy is able to move more freely in this space with fewer things
thoughts cluttering the area - Joshua Becker

Economic disaster begins with a philosophy of doing less and wanting more -

W i
Jim Rohn

SYNERGIA -in one sentence:

Doing the wrong thing with more
intensity rarely improves the situation -
Tony Buzan
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ATTENTION! GOOD PRACTICE / PROF. MIKE ROSENBERG

The in-practice devising and
dissemination of a vision in a unit of
public administration

KNOWLEDGE PILL

. . The formulating of a vision, mission, objectives and values in organisa-
Aim of the practice

tions, with a view to employees becoming more committed or engaged

Origin? Leadership in organisations, HRM, communications

When the main organisational problemis a clear defining of vision,

When to apply?
PRl mission and objectives

Increased commitment / engagement on the part of leaders and people

Results foreseen )
in general, as well as stakeholder support

Inputs not to be ignored The time over which consistent and cohesive activity takes place

Risks to watch out for Incorrect communications

The engagement of employees at different levels of the organisation
in the process by which strategy (objective or mission) and vision are

Key actions determined, along with communication with employees, involvement

of top-level management, and the fixing of a value in the course

of daily work
Key (not sole) measure of The positive identification of employees and stakeholders with the vision
success of/for the organisation

The in-practice devising and dissemination of a vision in a unit of public administration
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PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

Required financial
outlays

The costs of training people in the shaping and pursuing of vision
in an organisation.

® | @

HRrequired for
implementation

= Ateam of 3-7 people developing the mission, vision and objectives
for a unit within public administration, including people with
decision-making capacity.

» Ateam of around 10 people responsible for communicating
the vision, mission and objectives to employees in the public
organisation.

Key organisational
activity that will be
required

Dissemination of the practice throughout the organisation,
so that it encompasses most of the organisational units.

Required technical
resources

A conference room in which to train project teams.

Time needed

The development, and then the introduction into the organisation,
of avision, mission and objectives should be planned to take a mini-
mum of 3years.

Knowledge and
experience

Expert knowledge as regards the development and pursuit of visions
in organisations. The expert is responsible for training within project
teams.

Cooperation

= Greatbenefit accrues where the practice is given effect to by
way of partnership with some other unit of the public administra-
tion or governmental body.

= The entities in question might be experienced in ushering-in visions in
an organisation, or have experts in such matters at their disposal.

The in-practice devising and dissemination of a vision in a unit of public administration
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Introduction

MESSAGE FOR THE LEADER OF THE ORGANISATION

To go forward, we must have a collective awareness or
knowledge of both the direction (objective) and how to
achieve it (by reference to values); with all that being shared
within the organisation. Where there is no such knowledge or
awareness, we are like a blind person reaching a crossroads.

By coming out with a vision statement, we are setting, and in
some sense circumscribing, the future objectives and values
the organisation will pursue and adhere to'. We thus have some
kind of concrete declaration as to how the future looks, and how the
organisation sees itself within that future context.

Moreover, that mightjust as well denote - and be thought of as - a vis-
ualising (imagining) of some (more)ideal state. We are probably all

able to visualise for ourselves some ideal(ised) job, relationship or
holiday (vacation). Such a vision might thus be inspired by reference

to dreams, goals, directions, target place, imagining of the future,
and viewpoint as regards future success.

Above all, the vision helps the institution with the further step or pro-
cess of setting detailed objectives for the organisation.In such
circumstances, the brevity of the vision makes sense insofar as
thatit can beinvoked readily in situations where reference needs to
be made to priorities, the core reasons for which the organisationis
active orin operation, and (where the purpose is motivation) the ideal
state of the institution and its matters at some point in the future.

Giventhat the visionisindeed a syntheticimagining of a future state,
it must be clear, concrete, concise and formulated in a positive
direction. It is fine if that provides for the complete conveying of
all key elements of the desired / target state, denoting by the way
that there may not be too many such elements. The recipient or
“client” for the vision is then the employee of the organisation, the
stakeholders, and key partners past or present.

All of the above makes it worthwhile to point to some key differ-
ences between the mission statement and the vision statement.

1 The development of this point has drawn heavily on the entry concerning Mission and Vision, in the Encyclopedia of Management, eds. M.

M. Helms'and Thomson Gale 2006; L. Panasiewicz, Sekret wizji wspotczesnych organizaciji, ,Zeszyty Naukowe Politechniki
Czestochowskiej - Zarzgdzanie” 2015, no. 19, pp. 203-215; Wizja firmy, misja i strategia - czym sie rézniq i czy sq potrzebne?, https://www.
poradnikprzedsiebiorcy.pl/-wizjafirmy-misja-i-strategia-czym-sie-roznia-i-czy-sa-potrzebne, J. Ejdys and A. Lulewicz-Sas, Foresight

strategiczny jako instrument tworzenia wizji przysztosci organizacii, “Organizacja i Kierowanie” 2011, no. 4.
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Aim of the practice

Which actions does the
practice encompass?

As has been noted, the vision is or else relates to the desired situ-
ation of the organisation in the future, meaning arole as a source

of inspiration. The mission statement in turn formulates the longer-
term, stable credo associated with the activity of the organisation

in all that it does. This is then information, and the statement is

informative. That further denotes the typical advice advocating for
the vision statement to be shorter than the mission statement.
It is also sometimes said that the vision is more about objectives,
the mission more about values (why itis in operation and what goes

on motivating it), but also what underpins the goals and what the

perception of them is as effect continues to be given to them.

A mission is more the “philosophy” of operation / action of the insti-
tution than its goal.

A mission might thus be “raising the applicability of the idea of bench-
marking” in public administration, while the vision would entail the
recognition of benchmarking as of value among a majority of lead-
ers in Polish administration.

Visionimparts a strategic direction upon the objectives found-
ed on the basis of the mission.

A vision statements thus differs from a mission statement. It is
considered that avision addressed to the future must be ambitious,
but also realistic, relating also to the present state, even if that is
not fully satisfactory.

The aim of the practice is to usher in and disseminate a vision for
a unit within public administration.

The first step in ushering in this practice comes as we devise the
vision, objectives and mission of the unit operating within public
administration.

It can happen that either new organisations, or older ones in which
maijor change is taking place, engage in the simultaneous or near-si-
multaneous devising of a vision, a mission and objectives. Thus
anew public organisation called into being by means of an Act has
its core mission formulated and worded in the provisions there,
with that being augmented by the general principles in line with
which the overall administration in the given country operates (i.e.
constitutional values, codes of conduct, ethics in general). However,
it remains possible that the basis provided by the law in force still
leaves room for amission to be (or to need to be) furnished with more

The in-practice devising and dissemination of a vision in a unit of public administration
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2.

Ea

detail, perhaps in line with a new political programme or new chal-
lenges emerging and arising. In turn, the vision of an organisation
is basically the targeted imagining of how it is to operate, and
achieve the goals assigned to it. Such a vision may link up with
the achievement of objectives important to society.

The devising of a vision for a unit in public administration requires
the following:

Detailed analysis of the environment / circumstances within
which the unit of public administration is operating, including as
regards political issues (political programmes and manifestos, and
political pledges and postulates), the missions, visions and objec-
tives of other units of administration active in the area of operation
of the institution for which the vision is now being developed, as
well as diverse postulates originating among citizens, and most
especially those who might be termed the “electorate” for the
given institution (entailing key stakeholders with a direct interest).

The selection of a group of people entitled to make decisions, the
purpose here being the identification of key challenges facing the
given unit, as well as the agreeing of basic ways of envisaging the
objectives of the institution, as well as the manner in which it would
operate, within some optimal version of the future. There will also
need to be indicators of efficiency allowing approximation to, or the
achievement of, the vision to be gauged effectively.

Afurther key stepin this practice is sharing with the surroundings
(formed by employees and key stakeholders) the vision that is
ultimately devised. This requires:

A plan for the pursuit of the vision in the unit of public adminis-
tration - with a view to its credibility, reliability and status among
recipients being enhanced.

Avisuadlisation of the vision, mission and objectives in the form
of straightforward, understandable communications, e.g. with
graphic symbols used to depict the main components. These may
be viaposters, roadmaps, or graphics as to ways of reaching goals,
along with key points along the way, etc.

Making employees at all levels of the organisation responsible
for bringing in the vision in their daily work, especially where this
concerns cooperation with stakeholders.

Making the vision available to external stakeholders.
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5. Adetermining of the indicators of pursuit of the visionin the public
organisation.

6. A determining of a timeframe for effect to given to the vision,
along with control points through time relating to its pursuit.

To check upon the course of progress with the implementation of
the vision, once in sixmonths or once a year (depending on the wider
timeframe), it will be necessary to:

= plan a “vision review meeting” involving the implementation
team;

= lookthrough theindicatorsrelating to pursuit and achievement
of the vision.
compare the vision, the objectives and the mission with the
projects pursued,in order to ensure coordination and cohesion.

@ Target (desired) outcome in the public organisation: an agreed-to
and developed vision.

Indicators of the
effectiveness of

A common understanding of the vision that has been developed, above all among
the organisation’s employees.

Unity of action on the part of employees - each member of the team works on the
shared success set outin the vision for the activity of the unit of public administration.
Awareness of the vision, mission and objectives of the public organisation within its
soci(et)al environment, as well as the opportunities for that vision to be pursued by
external stakeholders of importance to the organisation.

Readiness on the part of the public institution to take stakeholder postulates into
account within the vision referred to.

Increased confidence and trust of the citizens in projects being pursued by a unit
in public administration, thanks to clarity and transparency of vision of the latter.

In measuring how well we are approximating to assumed objectives
the practice of the good practice, it is possible to apply measures as follows
which can be termed indicators of the effectiveness of the practice.

= The number of leaders and key employees engaged in the
activity linked to a vision for the organisation being devised.
Anindicator reflecting the degree to which the project team has
communicated to employees the vision, mission and objectives
of the unit of public administration. This may comprise:

= the amount of time devoted to communication (as measures
inhours);

The in-practice devising and dissemination of a vision in a unit of public administration



employees’ assessments of the quality of that communi-
cation.

= Anindicator reflecting understanding of the organisation’s
direction - by the team implementing the practice, leaders
and employees.

= Anindicator of increased citizen confidence and trust in
projects being pursued by the unit of public administration,
as measured by way of questionnaires.

Risks and barriers = Alack of engagement of employees in developing the vision
for the unit of public administration, and alack of motivation as
regards its pursuit.

= Neglect for the effort to put the vision into effect in the
context of daily work in the public organisation

= Inadequacy of communication between the team ushering
in the practice and employees of the organisation.

= Inadequacy of communication with external stakeholders.

= Limited communication skills in top management (a lack of
skillin promoting the vision).

What next?
Self-questioning

Ask yourself the following questions:

= |swhat|want to serve as a vision either too banal to motivate, or too demanding to
motivate?

= How would a detailed version of the vision worth working on look? Who could help
take care of that?

= inwhich aspects does the vision require the support of key stakeholders on the out-
side in order for it to become areality? And thus in what aspects should the content
take account of their needs?
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@ Interesting examples, implementations and indications
Further inspirations

Winston Churchill, mission and vision - extracts from the speech to the House
of Commons dated June 4th 1940.

We have before us an ordeal of the most grievous kind. We have before us many, many
long months of struggle and of suffering. You ask, what is our policy? | can say: It is
to wage war, by sea, land and air, with all our might and with all the strength that God
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can give us; to wage war against a monstrous tyranny, never surpassed in the dark,
lamentable catalogue of human crime. That is our policy. You ask, what is our aim?
| can answer in one word: It is victory, victory at all costs, victory in spite of all terror,
victory, however long and hard the road may be.

Even though large tracts of Europe and many old and famous States have fallen or
may fallinto the grip of the Gestapo and all the odious apparatus of Nazirule, we shall

not flag or fail. We shall go on to the end. We shall fight in France, we shall fight on the

seas and oceans, we shall fight with growing confidence and growing strengthin the

air, we shall defend our island, whatever the cost may be. We shall fight on the beach-
es, we shall fight on the landing grounds, we shall fight in the fields and in the streets,
we shall fight in the hills; we shall never surrender.

Further reading:

World War II: Winston Churchill’s Vision of Victory.

Churchill's speech asrendered by Gary Oldman in the
Oscar-winning film Darkest Hour (2017).

Shelley Kirkpatrick, How to Build a Better Vision Statement,
vol.6(2008), iss. 4.

@ Public administration, please remember!

Summary

= |nvolve management and people - there is no vision without leaders, and vision
without people does not work.
= indifficult situations, always remind yourself and the employees why we are here.

If you can remember why you started, then you will know why you must continue -
Chris Burkmen
Inspiring A goalis not always meant to be reached. It often serves simply as something to
thoughts aim at-Bruce Lee

SYNERGIA -in one sentence

Vision is a matter of significance!
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ATTENTION! GOOD PRACTICE

An urgent need to make the most of
chances

KNOWLEDGE PILL
The generation in employees of “a sense of urgency” when it comes to the

Aim of the practice need to make the most of occasions offered and chances or opportuni-
ties making their appearance

Origin? Leadership in the organisation, HRM, team management

When there is a need to mobilise the organisation, a need for innovation

When to ly?
HsCLE and the putting in place of change

More new achievement in the organisation, more innovation and more

Results foreseen . . ) B
projects. Also animproved image of the organisation

Inputs not to be ignored Training in the fundamental of team-building and teamwork

Risks to watch out for A lack of faith or commitment / engagement on the part of employees
Key actions Ambitious tasks for teams, and team-building

Key (not sole) measure of A greater amount of innovation (number of innovations) and effective
success pursuit of strategic objectives

An urgent need to make the most of chances
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

Moderate; though may be needed to cover:

The costs of founding a platform allowing for the exchange of
experience between institutions.

The costs of bringing in ICT that streamlines the analysis of
chances, forecasting, foresight and so on.

@ HRrequired for
implementation

Employees without which the practice could not be brought in would
be 2-3 in number - personnel that form the team and are responsi-
ble for identifying and following up on chances.

Commitment of leaders in support of the direction of change.

A team balanced in terms of its competences - each member must
bring to the table knowledge and skill differing from those possessed
by others.

@ Key organisational
activity that will be
required

Training in the practical aspects of spotting chances, and
promoting this in the organisation, as well as “shaping” it into
initiatives (knowledge of innovation, project management and risk
management will also be very useful).

Researching the expectations, motivations and fears of
employees, responding to their doubts.

® Required technical
resources

Tools needed to: pursue new projects and set up cooperation with
other institutions.

A platform for the exchange of experience between institutions.
A special place in which conversation and dialogues can be had in
smaller or larger groups, with a view to work being facilitated.
Equipment - a sound system, conference equipment and other
elements that ensure the comfort of creative work among partici-
pantsin the discussion regarding chances, as well as a way of
documenting the work done.

Time needed

A change in the way of thinking and motivating as regards the using and
taking chances, and thus in practice broader cooperation with partners
that should come along within 6-9 months, assuming a status as

priorities is taken on.
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Cooperation

Introduction

Cooperation with other institutions - both public and private - may
ensure new, cost-free solutions. The development of a network among
employees may lead to partnerships (i.a. with research institutions and
technology firms).

MESSAGE FOR THE LEADER OF THE ORGANISATION

Chances (noticed and taken advantage of)
shape and strengthen leaders!

An online Encyclopedia of management makes it clear that chan-
ces are possibilities along the path of an organisation generated
by external factors, and capable of being used in the achievement
of market and financial results”. Also emphasised is the need to
distinguish between chances and strong points of the organi-
sation, given that management science always sees a chance as
something (positive) on the outside of the organisation and its
influences and thus something existing irrespective of the organ-
isation’s activity and operations. “Chances are there to improve
the position of the organisation and its prospects™.

Itis most typical to use “PESTLE" to point to the following aspects of
an organisation’s surroundings (external environment) that can be
sources of chances/opportunities (but also risks of more negative
kinds):

= Political - e.g. a winning political force considered favourable
to the kind of activity the organisation engagesin;

= Economic - as when new markets for products arise, or new
needsin society;
Social (socio-cultural, societal) - for example where there is
growing importance of climate protection within overall con-
sumer preferences.

= Technological - e.g. state support for technological innovation;

= Legal-as when acertain activity is deregulated;

= Ethical - as where there is some kind scandal in a competitor
organisation.

1 Encyklopedia zarzgdzania, https://mfiles.pl/pl/index.php.
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Considerable variation in an organisation’s contemporary envi-
ronment increases the level of interest in opportunity man-
agement, as linked up with turbulence externally, as well as deci-
sion-making uncertainties, especially where those decisions are
strategic.

The “opportunities” category associated especially with the
SWOT method, and known generally in strategic planning and anal-
ysis, is not really understood in a clear way, being accounted for
and explained in various ways. There may be references to being
in the right place at the right time, to what is possible at all, to ele-
ments looking like the operation of chance, and to what might be
thought of as occasions that arise and might be taken advantage
of or benefited from.

Frequently, an occasion can in fact be considered a combina-
tion of circumstances (temporal and spatial) to which a response
involving action on the part of the organisation may bring it benefit.
However, emphasis is sometimes put on this being a rare kind of
happening, and one whose “window” is open for a relatively short
time ... with this suggesting a move in the direction of “chance”, or
indeed “a chance”.

There are management theoreticians who see contradistinction
in the planning of strategy whereby occasion and chances ap-
pearing abruptly - out of the blue - are to be taken advantage of.
Equally, one might go as far as to recognise that a strategy may spe-
cificallyinclude mechanisms by which chances and occasions are
soughtout, atintervals or even constantly, to the point where some
strategies might even be subordinated to seeking out and using “the
main chance”. Perhaps more often, the use or taking advantage of
an opportunity or chance or occasion, or the drawing of benefit
fromit, may denote departure from agreed and developed strategy.

The events in question may further be seen as items existing in the
surroundings and thus needing or even waiting to be noted (un-
covered) by the organisation (in what can be deemed a passive
approach to the exterior), or else as shaped, created, nurtured
or encouraged by the organisation itself, by way of its innova-
tion and experimentation (in what can be deemed and active and
internal approach).

Itis anyway seento be key for the organisation to use a mechanism
of monitoring and scanning the environment within which it
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Aim of the practice

Which actions does the
practice encompass?

operates, with aview to it noting, though also in some way filtering,
the opportunities and occasions that make their appearance.

Where firms are concerned, the occasions / chances [ opportunities
that rise may for example involved new technology being purchased,
an unexpected overture from alarge firminregard to cooperation,
the abrupt disappearance of rivalry, and an increase in demand.
Furthermore, where politics and political footballs exist, change
might be induced by a party’s new policy or political initiative, by
achange of public mood in the light of events, or by anew extended
line of foreign aid, and so on.

A decisive influence on the seizing or failing to seize a chance that
comes along may be exerted by the possession of, or possibility
of access to, resources that can be activated. Of course, mon-
ey springs to mind here, but it might be competences, motivation,
contacts or technology.

It needs to be recalled how chances do not always turn into suc-
cesses?.

The aim of the practice is to imbue the entire the organisation with
a certain state of mind that has an instinct for chance happenings
that may represent chances for the organisation, having arisen
in the wider environment within which it operates. There should
then be no hesitation, unwillingness or reserve when it comes to
these being treated as a potential spur to further development, the
achievement of strategic objectives ... and indeed of change in the
face of asituation otherwise characterised by a certain stagnation
or failure to sense opportunity.

Description of the practice to be implemented:

One of the key take-homes from the vision, mission and objectives
of the public organisation should be the need for employees to act
quickly so as to make use of chances or occasions that arise orcome
along. But that drawing of benefit in such circumstances is going to
demand good reflexes, quick thinking, rapid decision-making,
and then intensified (energetic) activity. Sometimes things will
need to be doneinstantly, since the desire to take advantage of what

2 Inthis part, I have especially drawn on the work of R. Krupski, Okazje w zarzqdzaniu strategicznym przedsigbiorstwa, ,Organizacija
iKierowanie” 2011, no. 4; Okazje jako przedmiot badan w zakresie zarzqdzania strategicznego, (in:) Zarzqdzanie strategiczne
w badaniach teoretycznych iw praktyce, ,Prace Naukowe Uniwersytetu Ekonomicznego we Wroctawiu” 2008, no. 20; Rodzaje okazji
w teoriii w praktyce zarzqdzania, ,Prace Naukowe Watbrzyskiej Wyzszej Szkoty Zarzqdzania i Przedsiebiorczosci” 2013, vol. 21.
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has appeared will be presentin many simultaneously. The activity in
question might be exemplified as follows:

= instant application of knowledge gained through training, or
some new acquaintance made at a conference;

= invitation extended to others to join a network of organisations,
andjor the building of a private network of contacts;
exchanges of experience with the employees of private organ-
isations - e.g.inregard to good practice;

= thedrawing of benefit from conversation with colleagues when
it comes to, say, the bringing-in of new technological solutions;

= reaction to what media have to say about some public issue
or problem;
an unexpected invitation to develop a new project.

Traditionally, public organisations were regarded as less capa-
ble of taking advantage of chances, given limitations of a formal,
budget-related and scale-related nature, as well as therestrictions

in place whenit comes to setting up partnerships (the need to resist

lobbying, avoid the risk of corruption, and ensure that all stakehold-
ers are afforded equal treatment). Things do not have to be like

thus, as long as leaders of the organisation plus employees are

creative, and motivated to modernize their organisation by seizing

the opportunities that come along.

An instrument serving to increase the probability of success fol-
lowing on fromidentified chances and occasions could be aninter-
active IT platform providing for exchanges of experience between

individuals within the organisation (especially where seats canbe in

anumber of different places), as well as among the institutions that
cooperate with one another. The platform can be a special, virtual

place in which a group can work, engage in discussion in larger or
smaller groups, and in general facilitate work as regards chances

and opportunities. The platform should offer the information nec-
essary for new practices to be introduced and pursued, as well as

databases and analyses deriving from them.

To take advantage of the chances and opportunities that come
along, we need to ensure that several conditions are met. All must
be aware of the mission, vision and objectives in line with which
the organisation is operating, and towards which it is aiming and
striving. Teams should experience the sense of pressure linking
up with a task conferred; and be motivated to act in pursuance of
it. At the same time, they must truly feel and experience the
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backing of leaders, the permission offered to take risks and
to act in a way that flies somewhat in the face of tried and
tested schemes. The availing of chances will also be favoured
by an organisation’s already-present broad and open commu-
nication, its teamwork and a feeling of security that may have
been engendered.

Leaders and managers must set examples asregards the degree
of “urgency” anticipated from employees.

It needs to be recalled that chances and occasions should in
essence actin support of the mission, vision and strategies
of the organisation.

The assessment of chances must encompass this dimension -
chances not acting in support of the core dimensions of the organ-
isation may be illusory, or even dangerous for it.

Target (desired) outcome in the public organisation

Indicators of the
effectiveness of

Employees focused in on the sensing, catching and using of chances and occasions.
The presence within the organisation of “ambassadors” for chances, occasions
and urgent.

Structures andresources (e.g.reserves) and competences ready toimplement and
pursue new projects in line with the vision of the given public institution, with these
coming to be recognised as new chances / opportunities.

Wider and fuller exchange of experience, knowledge and resources with other units
of the public administration and organisations in the private and non-governmental
sectors.

The putting in place of an organisational “radar” for chances and occasion, as
well as mechanism by which to “speed up” activity in the face of an opportunity.

To gauge approach and approximation to objectives that have

the practice been set for the given practice, it is possible to apply the following
measures, which can be termed indicators of the effectiveness of
the practice:

= Anindicator showing the share of all employees in the organi-
sation that recognise a sense of urgency as regards the use
of chances and opportunities and their status as a significant
resource.

= The number of identified chances and occasions per unit of
time, and the number of chances and occasions followed up
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What next?
Self-questioning

on successfully as a share of all such chances and occasions

that were noted.

A reduction in the amount of time passing between the ap-
pearance of some occasion or opportunity and the taking of
action to draw benefit or take advantage of that.

An indicator comparing the number of forms of cooperation

entered into with other organisations before and after the ush-
ering-in of the practice.

Anindicator of influence studying any increase in the effective-
ness of implementation and pursuit of strategical objectives

recognised for the organisation from the moment an aware
policy of “urgent approach” to the use of chances, opportunities
and occasions is first taken up.

A lack of confidence on the part of all institutions and organ-
isations to become involved in uncertain undertakings, a lack
of readiness of other organisations to cooperate over shared

attempts to draw benefit from chances and opportunities /
occasions.

Access toresources (reserves) allowinginitiatives to be taken

up in association with the appearance of chances.

Alack of engagement/commitment among employeesinthe
name of the mobilisation of a “sense of urgency” - which may
reflect problems with motivation, wrong management or past
failure to seize the day.

Alack of any translationinto motivation, i.e. afailure to address
the dimension of harnessing that “urgency” in the work done.

Ask yourself the following questions:

= |sthere some model or formula for appearing / arising chances, opportunities
and occasions associated with the area of operations of my organisation? If there
is, then how can | make use of it?

= How to share out the chances with others, in the hope that they might also share

theirs with me?

= |s the sense of urgency perhaps excessive? Might it not be erasing any sense of

security?

Anurgent need to make the most of chances



220

o

Further reading:

Am | making good choices of people who might seek out and make urgent use of
chances? In terms of personality type, skill, but also the capacity to match up to an
urgent task?

How to keep up the energy to work on opportunities arising? And what if things
fail to work out?

How to celebrate successes, while also learning from mistakes, in such a way that
motivation remains at a high level?

How to make use of the voices of sceptics and those offering dire warnings about
risks?

Interesting examples, implementations and indications
Further inspirations

An interesting take on chances (occasions) in management is to be found on the
websites of those firms who engage professionally in “opportunity management”.
Their conceptualisation would extend to:

random chances, unplanned-for and unpredicted, i.e. ones that can appear unex-
pectedly, in away that could not have been foreseen, even as any taking advantage

of them is capable of giving rise to change. This type of occasion most often goes

by the names of coincidence, luck, destiny, fate, sudden realisation or “enlight-
enment” [ “seeing the light”, and so on.

Planned-for chances - i.e. strategies, tactics and plans that shape the future in

aplanned way, via an aware seeking of new possibilities and a preparation of change.
It is prospective thinking, forecasts, planning of scenarios, projections, experi-
ments, innovative projects and pilot projects.

Exponential chances -based on cooperation with other partners and requiring the

identification of people, situations, events or alliances that act as multipliers, abrupt-
ly accelerating change and development in a dynamic, non-linear manner. This mod-
el can bring change that proceeds slowly at first, but at some moment starts

to gather pace very rapidly. Such chances entail the search for non-conventional

and non-typical linkages, correlations and combinations.

R.Jing, A.H.Van de Ven, Toward a Chance Management View of Organisational
Change, ,Management and Organisation Review”, vol. 14, issue 1, March 2018.

K. Lachowicz-Tabaczek, Psychologiczne uwarunkowania elastycznosci menedzersk-
iej - znaczenie postawy wobec nowych dosSwiadczen oraz przekonan na temat natury
ludzkiej, ,Prace Naukowe Uniwersytetu Ekonomicznego we Wroctawiu” 2012, no. 249.

W. Czakon, Problem krétkowzroczno$ci strategicznej, ,Przeglqd organizaciji” 2018,
no. 10, as well as the discussion on the book by W. Czakon entitled Krotkowzroczno$¢é
strategiczna menedzerow.
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@ Public administration, please remember!

Summary

Inresorting to “urgency” as we seek to take chancesin a public organisation, a matter
of special importance is accountability for the legality and justified nature of
expenditure. However, this is why we have specialists in law and finance - so
that we can find ways and not excuses.

@ In the fields of observation chance favours only the prepared mind - Louis Pasteur
A man may have wisdom and discernment, but that is not like embracing the favour-

Inspiring able opportunity - Confucius

thoughts

SYNERGIA -in one sentence

Remember that frequent activity instils
habits and thus strengthens change. So
the more searching out of chances we
do, the better things will be!
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ATTENTION! GOOD PRACTICE / KRISZTIAN HEGYI

The Leadership Pipeline: from
leading oneself to leading

organisations

KNOWLEDGE PILL

Aim of the practice Improve the functioning of leaders in the organisation
Origin? HRM, leadership

When to apply? When future leaders need to be made ready

Results foreseen A more effective and efficient organisation

Inputs not to be ignored Study of the needs of succession

Risks to watch out for Lack of support for current leaders

Key actions The pool of talent and its management

Key (not sole) measure of
success

360° assessment/evaluation
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

@

These are not major, but what is above all important is the support
of current leaders of the organisation and transparent and just rules for
managing talent.

@ HRrequired for
implementation

» Ateam of mentors (ex-leaders in the organisation).

» Coaches.

» Expertsin the training and development of managers at higher
level, as well as leaders per se.

@ Key organisational
activity that will be
required

= Questionnaires; researchinto styles of leadership.

» Analysis of the “needs for succession” of leadership in the
organisation 3-5 years ahead.

® Required technical
resources

Introduction

A room and equipment with which to run training sessions,
as well as meetings with coaches and mentors.

MESSAGE FOR THE LEADER OF THE ORGANISATION

Management is doing things right,
leadership is doing the right things.

Currentleadership structures are too stiff, while limited possibilities

(lack of time) characterising higher-level management slows down

decision-making. We live in a world of VUCA, in which flexibility is

key as a factor. A proper direction to the development of lead-
ers may give rise to increased agility of the organisation, in this

way acting in support of adaptation to sudden change (as in the

COVID-19 situation).

1 As Wikipedia notes, VUCA is an acronym deployed for the first time in 1987, in regard to the theories of leadership advanced by Warren
Bennis and Burt Nanus. Their purpose was to describe and reflect upon volatility, uncertainty, complexity and ambiguity characterising

general conditions and situations.
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Another problem lies in the way that some leaders are leaders
in name only. They spend alarge part of their time in expert-level
work and tasks, finding this to their liking and doing nothing more
than “tolerate” their leadership functions. This in effect leaves
them as overpaid experts.

To put things in colourful terms: managers basically “fight the last
war” and still have the mentality of the previous level of leadership.

Understanding the essence of the idea of the leader is one of the
steps to abetter approach to leadership. The aim of implementation
is then toimprove the functioning of leadership at different levels.

This concept is to bring about a development of leaders at all
levels of the organisation. It illustrates the way that bad leader-
ship looks at each stage (i.e. at the given level of development).
In respect of the given level of management there will need
to be different use of time, values needed in achieving success
(e.g. greater agility), and decision-making. It is necessary for there
to be a healthy balance between tiers of leadership. If leaders do
not know what is required at the given level, they will tend to do
what they are good at, meaning that they will continue to carry on
with work in an expert capacity. However, when leaders are taught
what they should focus on at different levels, the result may be
araising of the quality and caliber of leadership in the organisation.

Anunderstanding of the concept of “tiered” leadership may give
rise to a development of leaders on every level in the organisation,
through the defining of different skills required, whenleaders trans-
fer from one level to the next.

Leadership Pipeline - key actions:

= The creation of a pool of talents expected to take on managerial duties and obli-

gations.

= Talent management - entailing “nursing” or “nurturing” activity, with training, men-
toring, conferment of responsible tasks in advance of promotion, observation and
support in difficult situations.

= Preparation for a change of level in leadership should be treated as one of the or-
ganisation’s conscious policies.

= Awareness-raising among leaders at the highest level in administration as re-
gards the importance of present and future leaders being developed.

The Leadership Pipeline: from leading oneself to leading organisations
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Desired outcome of the leadership pipeline

In a public organisation:

= Better pursuit of the organisation’s strategy and objectives.

= Thereduction of the “successionrisk”. But also that involving pathological leadership.

= Greater prestige and a good image for the organisation.

= Skillin mutual cooperation among different leaders.

= A mentor-and-coach pathway for former leaders in an organisation, with inter-gen-
erational dialogue.

Indicators of the
effectiveness of the practice

To gauge the approximation of assumed goals of a given practice, it
is possible to apply the following measures, which may be termed
indicators of the effectiveness of the practice.

The basic or core indicators are simple measures of whether the
organisation in public administration has an operating “reserve
bench” system as regards leadership, with this also being supple-
mented by a system for the development of leaders (a yes/no
indicator to be regarded as a product). Application could for
example involve the introduction of at least 3 instruments for
the development of leaders over the period of ayear following
on from the acceptance of the practice.

More complex (qualitative) indicators are:

Feedback from those promoted as regards the leadership
development and talent management system in the organisa-
tion - a positive-assessment indicator (as a result).

= The degree to which use is made of the system for training
and projects, e.g. via coaching, so that actual promotions can
be achieved (aresult).
Indicative opinions as regards effectiveness of leadership
and ethics among leaders, e.g. via 360° appraisal (a result).

= Anindicator of influence considering raised effectiveness of
the pursuit of strategic objectives of the organisation from the
moment instruments for the development of leaders are in-
troduced (analysis of the main indicators of the organisation
and qualitative or factor analysis regarding the influence of the
method, as well asitsinfluence on the correctness and wisdom
of decisions taken asregards staff inkey posts (as for example
indicated by reduced staff turnover).

The Leadership Pipeline: from leading oneself to leading organisations



226

Risks and barriers = Incorrect talent-management and recruitment procedures -

errors in the recruitment of future leaders, bottlenecks and
flawed processes it proves possible to identify.

= lack of consistency in the preparation of leaders, such that no
use is made of this at a later stage.

= Weak programmes for the development of leaders, talents not
being given the space needed to develop.

= Lack of current support for leaders in the organisation and
employees.

What next?
Self-questioning

Ask yourself the following questions:

In pursuit of which objectives is the organisation leading planned leaders? Are
these being selected adequately?

Does the preparation of leaders strike abalance between effectiveness and ethics?
Does the talent management give all chances to prove themselves?

Interesting examples, implementations and indications

The leadership style of Poland’s J6zef Pitsudski - management by eye

Certyfikat Przywodcy Publicznego - the Public Leadership Credential - is an online
programme that offers change-managers the skills and knowledge needed to pro-
mote the public good and exert an influence in their own circles.

Public administration, please remember!
Summary

We can never say too much about good leadership, so to finish...

In public organisations, the development of leaders should be a matter taking in both
officials and young politicians. This eliminates the risk of suspicion or “jealousy” on
the part of the latter, while their development (combined with better acquaintance
vis-a-vis the leaders from the Civil Service) will only benefit the whole public sector,
even if the politicians in pursuit of their careers will naturally be inclined to move on
from the organisation at some point. At the same time, where managerial posts and
leadershiproles are concerned, a healthy balance willneed to be maintained between
external recruitment and advancement within the organisation.

The Leadership Pipeline: from leading oneself to leading organisations


https://www.ican.pl/b/jozef-pilsudski-miedzy-wizja-a-wizerunkiem/Pqjpao0Pg
https://www.hks.harvard.edu/educational-programs/public-leadership-credential

It is always better if a position is below the skill of the one who holds it - George Ch.
Lichtenberg

Inspiring Humility is the mother of giants - Gilbert Keith Chesterton
thoughts

SYNERGIA -in one sentence

Atrue leader assumes responsibility. Onlosing, he says “llost”, rather than “My people
lost”- A. de Saint-Exupery

To become truly great, one has to stand
with people, not above them. -
Montesquieu

227 The Leadership Pipeline: from leading oneself to leading organisations
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ATTENTION! GOOD PRACTICE

Key topics in high-efficiency teams

KNOWLEDGE PILL

Aim of the practice

Toraise the effectiveness of teams in an organisation

Origin?

HRM and team management

When to apply?

When there are difficulties with integrating people around shared
objectives and their pursuit

Results foreseen

Teams and an organisation that have got their act together, comfort at
work, innovation

Inputs not to be ignored

Training in the principles underpinning team-building and teamwork

Risks to watch out for

A failure to take account of the team dimension in the reward system

Key actions

Ambitious tasks for teams and teambuilding

Key (not sole) measure of
success

Key topics in high-efficiency teams

Anindicator relating to staff turnover
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PREPARATION / RESOURCES

This practice can be brought in without major outlays of money, and
nor does it require special equipment or an additional IT system. It
does demand work from the leaders and members of teams, who
will be cooperating together.

Level of difficulty of Easy
the practice @O0
@ Required financial Limited

outlays

@ HRrequired for
implementation

= Acommitted leader operating in support of the direction of change,
and pushing it forward.

« Ateamthatis balanced in terms of its competences - as every
member inputs knowledge and skills differing from those already
possessed by members.

= Attheinitial stageitis possible to use a facilitator of the work of the
group - this person can safeguard the process ongoing in the group,
as well as being an ambassador for new practices.

» Training in the practices of group work and teamwork.

= Researching the expectations and fears of employees, and
responding to their doubts.

Required technical
resources

Key topics in high-efficiency teams

= Aspecial place in which discussions in smaller of larger rooms can
be run or take place, with work facilitated appropriately.

= Equipping - in a sound system, conference equipment and other
elements ensuring comfort and creativity of work among discussion
participants as well as means of its documentation.

Implementation is not associated with very high costs. Done prop-
erly this will happen through the commitment / involvement of
managers and leaders and in a systematic approach to the taking
of decisions.

The effectiveness of the method is foundedin the determination and
reliability of as large a number of people as possible.
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Introduction

Ateamis a group of individuals acting
together in order for a (their) objective to
be achieved.

Aim of the practice: to raise
the level of efficiency and
effectiveness characteristic
for the work of given teams,
with this therefore exerting
aninfluence on the success
of the organisation as
awhole.

Key topics in high-efficiency teams

MESSAGE FOR THE LEADER OF THE ORGANISATION

As we take care of people, we in that way
attend to our objectives

This a method of creating cohesive teams with a mentality ori-
entated towards shared goals / common objectives. These
teams feature a healthy atmosphere in which to work that helps
maximize productivity.

Innovation in practice is an efficient bringing-together of a number
of elements - first and foremost a focus on the mental wellbeing
of members of the team, so as to ensure the unblocking of
creativity and a readiness to commit to the work of the group.
People need an environment in which they speak about their needs,
fears and mistakes, free of fear that they are going to be judged,
evaluated or somehow demeaned, belittled or even humiliated.

Work in administration connects up with the solving of many prob-
lems, as well as contact s with people. A team from which internal
conflicts have been eliminated offers preliminary conditions
for healthy cooperation internally, within the group, but also
externally with stakeholders.

Employees will be in a position to communicate their needs and
those of their institution in an open way, and one that ensures raised
quality of work done. Through use of the practice, the unit of admin-
istration will be better able to focus on the needs of citizens, and
devise new ways of working with citizen-clients. The process
will also help them perfect their own work. This practice can be
brought in in every single unit of public administration, and
does not require major financial outlays; only the engagement
|/ commitment of leaders and teams themselves.

The practice seeks to achieve the elimination of such negative
features of poor operating of an organisation as:

= the absence of shared objectives, or even goals in general, or
else the presence of objectives that are disparate and/or un-
coordinated.

= alack of commitment to and responsibility for the work of
members of teams.

= thedividing up of groups to the extent that they become “silos’
or like deep-dug “trenches”, with “bridges” to communication
therefore absent.

= the capacity of teams to react in a flexible and appropriate
manner in the face of a changed situation.
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Which actions does the 1.

practice encompass?

1.

Further reading:

5 Navy SEAL* Leadership Strategies

That Are Critical to Building a Strong

Team

*The famous Navy Seals are the US 3.
Navy’s primary Special Operations

Force.

Outcome of the practice

Key topics in high-efficiency teams

All must be aware of the objectives the organisation is working
towards and striving to achieve, but also of the reasons for these
objectives as opposed to others to have been identified and set.
The focus needs to be on the proper execution of tasks. Teams
should feel the pressure associated with the assignment of a task,
and be motivated to take it on.

Team spirit and team integration (teaming) encourages the suc-
cess of the individual within the administration. Teaming represents
a system of positive linkages between teams and organisations.

The key here is to ensure the mental wellbeing of members of
the team. Wherever the achievement of objectives is not possible
unless risky decisions are taken, teams are exposed to mistakes
and failures. It is thus helpful to put in place an atmosphere in
which employees know they can express their opinions freely.

The effective form of the practice is based on steps as follows:
the organisation offering people a clear goal and rules of action;

the organisation modelling cooperation and incentivising en-
gagementinit;

the managers setting examples when it comes to efficiency and
cooperation;

the organisation creating safe spaces in which the truth can be
spoken.

Introduction of the practice ought to yield outcomes as follows for
the organisation:

= greater awareness of the shared goal and the justified na-
ture of what the organisation does;
developed organisation and cooperation as regards differ-
ent organisational units;

= conditions put in place for work in a healthy, conflict-free
environment;

= awareness-raising within a team as regards the positive as-
pects of constructive criticism, allowing for any repeating of
mistakes to be avoided;

= effective team management;

= benefitdrawn from the strong points of each person,and the
linking-up of personnelinto an effective and cohesive group;

= the practice yielding results as set out in the following table.


https://www.inc.com/gene-hammett/navy-seal-shares-5-military-strategies-that-are-essential-to-improving-team-dynamics.html
https://www.inc.com/gene-hammett/navy-seal-shares-5-military-strategies-that-are-essential-to-improving-team-dynamics.html
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Target (desired) outcome in the public organisation

= Clarity as regards a joint objective or shared goal.

= Teamwork.

= Asense of security in the psychological sense.

Indicators of the
effectiveness of the practice

Risks and barriers

Key topics in high-efficiency teams

To gauge the level of approximation to the assumed objectives of
the given practice, it is possible to apply the following measures,
whichmay be termedindicators of the effectiveness of the practice:

= The numbers of people trained in teambuilding methods and
effective teamwork (a product).

= Anincrease in numbers of tasks conferred upon or delegated
to teams (a product), as set against individual tasks (another
product).

Anindicator allowing for checks uponimproved communications
within teams, employee satisfaction and progress with coop-
eration - questionnaires sent out to employees (a result). These
questionnaires ought to allow for research into:

staff turnover (but also with exit interviews applied)

. the level of engagement of employees (yourself and others)

. Do people ask members of the team for help, obtaining it but also

offering it (growth).

. Are people taking risks more often?

Indicators of influence studying the increased effectiveness with
strategic objectives of the organisation are pursued - from the
moment a conscious policy of investing in team work starts to be
implemented (quality analysis of factor analysis of the influence of
the said policy); as well as the influence exerted on the quality of work.

= Alack of consistency to the application of the method.

= Punishment as opposed to reward for honesty and
risk-taking.

= Thelack of any translation into motivation - i.e. a failure to heed
the teamwork dimension.



What next?
Self-questioning

Ask yourself the following questions:

= Does the makeup of teams take account of all those important to the outcomes
of work done? Including those why are more shy, but also hardworking and useful?

= Has the leading of the team been planned optimally (who and with what remit)?

= How to keep up the team’s energy for work? What if things fail to work out?

= How to celebrate team successes, while learning from mistakes, thereby keeping
up the level of motivation?

= How to attend to the minority view in any given team?

Interesting examples, implementations and indications

= 30 Team Building Activities for Sports
= Women'’s basketball - team-building
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Public administration, please remember!
Summary

Prepare individually (or best of all together) a team control list that checks on
the effectiveness of the team. A publication that can be used here is from:

= DrAdrianPyszka - University of Economicsin Katowice: “Models and determinants
of the effectiveness of teams”

Talent wins games, but teamwork and intelligence wins championships - Michael
Jordan

I'mnot the smartest fellow in the world, but | can sure pick smart colleagues - Franklin
D. Roosevelt

Individually, we are one drop. Together, we are an ocean - Ryunosuke Akutagawa

SYNERGIA -in one sentence

Remember that the teamis your strength!

Key topics in high-efficiency teams


https://www.signupgenius.com/sports/team-building-activities-sports.cfm
https://www.youtube.com/watch?v=3M7mkEEACXI

ATTENTION! GOOD PRACTICE

Strategic storytelling
in an organisation

KNOWLEDGE PILL

Using storytelling in achieving the objectives of the organisation,
Aim of the practice 9 v 9 9 ! 9

through motivation
Origin? HRM, communication
When to apply? When the motivation to be active is lacking
Results foreseen Anincrease in the degree to which people become involved
Inputs not to be ignored Training in methods of stortyelling for communication

Alack of coherence between the content and form of content communi-

Risks to watch out for
cated

The devising of narratives of key importance to people in the

Key actions L s .
organisation, with important values invoked

Key (not sole) measure of

success Arise in the level of commitment/engagement among most employees

234 Strategic storytelling in an organisation
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PREPARATION / RESOURCES

Level of difficulty of Moderately difficult
the practice

@ Required financial Moderate
outlays @®O

@ HRrequired for
implementation

= Trainers - experts in storytelling; internal communications specialists
and specialists in plain language.

= Projectleader -the ambassador for and coordinator of the new
approach.

» Theleader - as a sponsor among members of management, leading
by example.

® Required technical
resources

Introduction

Strategic storytelling in an organisation

«  Modern equipment for use in presentation and communication.
« Convenient places to meet with the necessary sound systems.

» Informational materials in a form supporting storytelling (short
films, music, posters and presentations).

Implementation is not linked with high costs. Pursued in the right
way, this takes place thanks to the commitment of managers and
leaders in facilitating and streamlining communications with teams.

The effectiveness of the method is based on determination andreli-
abilityinthe largest numbers of people. The effort putinto improving
communications and understanding cooperation will be visible in
the outcomes of their work.

MESSAGE FOR THE LEADER OF THE ORGANISATION

Do you have a story to tell?
If so, tell it well!

This is a method drawing on the oratory skill of the leader to
present the strategy of the organisation. Innovation entails
making people aware of the significance of the means in which
discussions are run with people in an organisation. Itis also very
important that employees of administration should be managedin
such away that they see the sense in the tasks conferred upon
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Aim of the practice: the
better communicating of
strategies. Stories have
power'

them, andin their own efforts. This is best done through effective
communications that refer to positive motivation and emotions,
as well as deep cognitive structures (myths, or good versus evil).

This practice isimportant to public administration, as it helps shape
a suitable atmosphere for work (mobilisation, team spirit and
mutual assistance). It is difficult to achieve outcomes in an envi-
ronment characterised by conflict and deprived of mutual under-
standing. Poor contact s between employees and their superiors
also exert an influence on capacity to achieve objectives.

Storytelling may be used in other areas of operation of the or-
ganisation. Establishing cooperation with others requires shared/
common values and abasis for joint action. Finding an appropriate
means of passing these on to the potential partner can be of deci-
sive importance in the setting-up of cooperation.

Leaders have problems with communicating objectives and
motivating people into changing their attitudes and behaviours.
The skill of the orator is by no means a universal one. It is not
easy to pursue plans where teams lack energy, but this appears
thanks to communication that convinces people into getting involved.

In storytelling, the structuring of what is to be conveyed draws on

schemes from drama that are well-known to writers as well as the

shapers of pop culture (as when the narrative of Star Wars recalls

Greek drama). Specifically we have the struggle of good against

evil, the journey into the unknown, and the change or trans-
formation in the hero. Beyond that, there are themes of power,
forbidden fruit, crisis, and desire.

All these methods are to be deployed in the service of goal-attain-
ment, be this by convincing of the need for action, effort, or the
devoting of time and money, or be it about strengthening emotional
attachment. The contributionis further to the shaping of cohesive
teams with a mentality directed at the attaining of shared ob-
jectives, in which the atmosphere is as healthy and conducive as
possible. This communication, also termed narrative, also comes
in usefulin crisis situations - providing for people to be mobilised
into action, to putin more effort, to overcome fear, and to accept the
hope that even the greatest difficulties might be overcome. Stra-
tegic storytelling also applies such methods in achieving a more
determined and dogged pursuit of the organisation’s main strategy.

1 Afine and exhaustive introduction to storytelling on offer in Polish too is K. Fog, Ch. Budtz, P.Munch and S. Blanchette, Storytelling.

Narracja w reklamie i biznesie, Warsaw 2010.

Strategic storytelling in an organisation
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@ What does a good tale ... entail??

Features of a good story

= Witty and absorbing.

= Personal (making reference to the personal experience of the speaker and/or the
listeners, or at least their dreams).

= Of pedagogical value, with some lesson or moral to impart.

= Clear, and readily-remembered and repeated.

Good storytelling technique embraces:

= ajourney by ahero (who leaves home / the nest, faces up to some challenge in a for-
eign place, and returns home victorious);

= aproblem andits solution;

= interest and engagement (e.g. in relation to good and bad);

= aninteresting story and ending;

= qaction-onthe part of the hero, and/or in the form of a call to action to those who hear;

= apromise or hope or a challenge being overcome;

= lively and picturesque language;

= asymbol, be that a person, subject or problem-solving aspect;

= evidence - the hero gets past a series of hurdles (numbers, figures, research);

= the call to action, with no giving up in the face of difficulties.

Which actions does the
practice encompass?

One of the storytelling techniques
involves the so-called “killer
presentation”:

How to Give aKiller Presentation...

awell-developed narrative from aleader whose authenticity lies
inits cohesion and credibility, as well as the way in which it sup-
plies positive values (on the other hand it cannot be pretentious);
the communication via the story of an identified chance that
the organisation may seize (with examples, histories and suc-
cesses offered);

regular summarising of achievements, with praise extended
for successes achieved in problem-solving, and with new tasks
presented in a positive light ... all with a view to ensuring that
dynamic work continues to be done in the organisation;
honest, full and reliable informing of employees as to potential
threats and their influence on work;

indication, justification and recollection vis-a-vis the main ob-
jective (direction) of the organisation (with leaders going on to
explain everything clearly, outline the stages to the work and the

2 Developed inter alia by reference to: K. Fog, Ch. Budtz, P. Munch, S. Blanchette, Storytelling. Narracja w reklamie i biznesie, Warsaw 2010;
K.Murray, Jezyk liderow, Warsaw 2014; J. Winiarski, J. Rawska, Po bandzie, czyli jak pisaé potencjalny bestseller, Warsaw 2015.

Strategic storytelling in an organisation
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pathleading to its development, all with employees instilled with
afeeling that expectations and obligations can be met;

= reference (for example in summaries) to - truly -common values,
with it being made clear how these overlap with the personal
convictions of the leader and employees;

= authenticity to the whole narrative leaders offer, as they obliga-
torily adhere to the same values in private life as well as public.

Target (desired) outcome in the public organisation:

Indicators of the
effectiveness of

Greater accountability of the leader for utterances made, and greater engagement
on the part of the employees.

Teams aware of the objectives and strategy of the organisation - and hence better
implementation and pursuit of both.

A clearer defining of responsibilities and priorities.

People motivated by the inspiring leader, who has a great capacity and ease when
it comes to the sharing of the vision and the objectives.

Elimination of a feeling of even conviction among employees that their work and
activity fails to make a difference.

The founding of platforms for the exchange of information and opinion, with stronger
ties building with the organisation and the team, and a sense of community and
shared vision.

To gauge approximation to the objectives set and assumed for the
thepractice  givenpractice, we need to apply the following measures, which can
be termed indicators of the effectiveness of the practice:

= Atthe outset: training in narrative methods in communication
for the organisation’s leaders’ and later: organisation of a min-
imum of one meeting per quarter or month at which storytelling
takes place. This leaves as anindicator (product) the number of
meetings that arise in which communication using the storytell-
ing method is a feature.

= Later also: the number of projects introduced in line with the
use of communication by the storytelling method (an outcome).

= interms of effect or impact: an indicator of change vis-a-vis
people’s sense of beinginformed and engaged / involved / com-
mitted - suggesting a questionnaire to assess (for example)
levels of: motivation, trust, and understanding of objectives /
directions and leadership exercised - before the practice was
broughtin as well as in the presence of it.

Strategic storytelling in an organisation



Risks and barriers

What next?
Self-questioning

The plan or strategic objective communicated fails to focus on
the future or on the supply of a credible vision for the directionin
which the organisationis heading. In this case, the organisation’s
priorities might not be those of people, while the communication
may not suffice to change anything (overall indicating that the
objectives have not been set in the right way).

Alack of cohesion (or even coherence) - characterising the form
and content of the storytelling as set against the realities of the
organisation - stories might not have been thought through
properly (or at all), and/or might be addressing questions that are
banal, and/or might be truly beautiful, but detached fromreality,
and/or offering words and deeds that fail to match.

A failure to make careful selections - the less-talented should
not be forced into flawed or less-than-ideal storytelling activity.
Alack of supportamong currentleaders of the organisation and/
or employees - perhaps based on the conviction not unknown
in administration that it does not demand communication in
the same way as business does, given that there are more
important things, like the budget or legislation.

Ask yourself the following questions

= |swhatlwantto communicate to people important to them? Credible? Motivating?

= Have | been choosing the right time and place for the telling of what | want to tell?

= |smyintention to speak to people, or also about myself?

= How are we in the organisation to seek out further inspiration via communication
(speakers, texts, songs)?
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@ Interesting examples, implementations and indications

= Storytelling Best Practices to Increase Your Workplace Influence
= Top 10 Most Powerful Orators of the 20th Century (Videos)?

3 Technocrazed is a blog addressing issues of technology, science and culture.

Strategic storytelling in an organisation



@ Public administration, please remember!

Summary

Where storytelling gains use in public organisations, accountability for words used
is especiallyimportant. Stakeholders can be many in number, and they keep looking
atwhat comes out of a given organisation. Those developing a story narrative need to
remember that what is communicated by it has to be inline with overall government
plans, strategies and information policy.

@ The pen is mightier than the sword - Euripides

Purposeful story telling is not show business, it's good business - Peter Guber
Inspiring
thoughts

SYNERGIA -in one sentence

Marketing is no longer about the stuff that you make, but about the stories you tell -
Seth Godin

Remember that frequent use creates
ahabit and strengthens change. So... the
more (good!) stories, the better!

240 Strategic storytelling in an organisation



ATTENTION! GOOD PRACTICE

A leader with a vision for the
institution’s development

KNOWLEDGE PILL
The aim of this practice is to develop an organisation delivering results

Aim of the practice that is at the same time employee-friendly. This improves the quality of
work and the image of the institution

Origin? HRM and leadership, change management

when the organisation is failing to be efficient and employees lack or have

When to apply?
L lost motivation

Raised effectiveness and efficiency of the organisation, agreed

Results foreseen
ambitious goal for the development of the organisation and its divisions

Inputs not to be ignored Habit in the use of the practice, so that it becomes everyday

The example is set by the leader, as regards credibility in general and

Risks to watch out for
credibility of words and deeds in particular

The selection of people to be members of teams, and their founding, along

Key actions
1/ with the assigning of duties

Key (not sole) measure of Greater satisfaction from work in the organisation, a development of its
success positive image
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Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderate

®@®O

Required financial
outlays

@

On remuneration of specialists ininformation-gathering, analysis of
the needs and problems of employees and the preparation of
recommendations.

On the purchase of computer equipment and programming allowing
the management team to analyse the situation in the organisation,
as well as the same providing for interdisciplinary teamwork.

On the training that will prepare employees to work in interdiscipli-
nary teams.

On the regular organising of training ensuring that all employees of
the institution are more open to change, and know how to manage
change.

@ HRrequired for
implementation

A specialist to study the needs and problems of employees, inter
alia gathering information on their proposed solutions.

A management team of 2 people that makes solutions ready in
collaboration with the analyst, by reference to the information that
has been gathered.

Aninterdisciplinary team 7-10 strong that is adapted to the pursuit
of complex tasks, established with the aim of comprehensive
solutions being proposed on the basis of analyses of the situationin
the organisation.

@ Key organisational
activity that will be
required

Changes in HR rules and competent HR personnel.

Crucial engagement on the part of the head of the institution and
the personnel department.

Time for training.

® Required technical
resources

Conference rooms (with projector, screen and computer) in which
staff training in team-working can be given, as well as regular
training to raise the level of openness of all employees to change.
Computer equipment and programs allowing for the analysis of
the situation in the organisation, and the work of the interdiscipli-
nary teams.

Premises for the interdisciplinary team adapted to its size, with
access to the organisation’s network, as well as its documents.

A leader with a vision for the institution’s development
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Time needed The training and repeat-training of the first interdisciplinary team would
take some 4-5 months. Teams then need 3-4 months to present their
final recommendations.

Knowledge and = Specidlists in the study of needs and problems, as well as solutions,
experience ininstitutions.
= Experts running training courses on increased openness to change
among employees.
Cooperation = Cooperation within the framework of, and between, interdiscipli-
nary teams.
= with the involvement of external and internal stakeholders;
with experts.

MESSAGE FOR THE LEADER OF THE ORGANISATION

An outstanding leader is able to link results with care for
people. It is a true art to achieve two objectives and not one.

Introduction The leader in the organisation (public as much as private) must be
an authentic person, offering a credible and convincing presen-
tation of the mission of the organisation. This is then an instru-
ment exerting impact:

1. ontheenvironmentinwhich the organisation operates, with a view
to increasing the likelihood of goals being attained;

2. on employees of the institution, who at their posts are pursuing
objectives dayin and day out (by way of management by objectives).

For an institution to maintain credibility it must be active, visible
and reliable, and have objectives with a value to society that it
pursues with passion and commitment.

A part of the organisation takes the form of its employees and
their true faces, passion, authentic belief in the mission (that they
also share), which is visible in everyday activity and offers a feed-
back influence on the image of the organisation. For external
stakeholders, a belief in credibility or reliability would be hard to
maintain where aninstitution has employees that seem demotivated,
or adhering merely to political correctness, even though they fail to
offer acredible presentation of their organisation’s objectives. Also
invoked here is a need to integrate employees around the objec-

A leader with a vision for the institution’s development
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tives of the organisation, with a strong conviction that teamwork,
competences of their own and of effective leaders can truly allow
ambitious goals to be achieved, and problems solved, atleast within
the area of the organisation’s pursuit of public tasks and objectives.

Leadership in the change process takes in five phases that are
separate, even as they are linked, i.e:

a readiness to take change and the encouragement of such
readiness by the leader among advocates or employees more
generally;

. the organisation’s strategic positioning or orientation, vis-a-vis

challenges, opportunities and threats arising out of the surroundings,
and also in the face of change that influences the organisation in
avisible way;

. the winning of heart and minds of advocates, employees in gen-

eral,and stakeholders, through storytelling asregards change and
its direction that strengthens the image of the institution among
stakeholders and makes it attractive to employees;

. the achievement of a “new” equilibrium of the organisation

following the period of change, transformation, taking of the or-
ganisation through a crisis, and even change per se, with all systems
seeking toregain such balance in variable or stormy surroundings;

. leadership focused on the self-improvement of the institution

managed, with facilitation of employees’ pursuit of mission and own
self-improvement, with a view to that mission being served.

Making changes in an organisation, a leader must prepare the
ground, meaning:

An interdisciplinary team steering change as well as a new
tactic or approach to change, so that the reorganisation may
endin success. Changes need to be broughtin step by step-an
aspect that hasits positive impact when it comes to employees
and their adjustment to change. A shared preparing of “the
ground” for change influences trust or confidence in the leader
inthe teamin a positive way, as well as the reverse relationship,
even at the very start of the change process.

= Training at all levels of the public organisation, from the top

civil servant down to line employees, with their being a greater
probability of the introduction of change being achieved.

A leader with a vision for the institution’s development
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Aim of the practice

What the practice entails

Interdisciplinary teams have their many pluses - above all a capac-
ity to bring to the table various kinds of experience and competence.

But different people also deliver different cultures of work and
other ways of looking at problems, with lawyers offering legalism,
and economist being interested in costs, amanager wanting to bring
in solutions, and so on. This is the reason for training to be so impor-
tant, so that the above people can learn to work on themselves
and draw the best of different competences, as different cultures
of work and professional ways of looking at things are respected.
Without this, a likely result will be conflict and misunderstanding.

With this implementation the effect should be to raise the level
of effectiveness of activity of a unit of public administration
through reorganisation of internal meetings and the reduc-
tion of risks associated with meetings of a given time that are
time-consuming andin fact only worsen the wellbeing of employees.

Description of the practice to be implemented:

There are three categories of task that are of key importance to
an organisation’s development, the improved quality of its work and
its image on the outside in society (among stakeholders):

improved communication and relations between employees -
within the framework of teams of employees;

. improved communication and relations between the leader and

employees;

. adesignated direction of development that the leader has chosen

and seeks to pursue.

To improve the aforementioned communication and relations be-
tween employeesitis essential for task and problem teams to be
set up, whose members will represent different divisions of the
public organisation.

The result of such activity is:

= greater openness of employees to new ideas and people;

= animprovement in communication skills;

= theemergence of teams adapted to the pursuit of complex
tasks of an interdisciplinary nature.

In such an interdisciplinary team it is important that there should
be adivision of duties that is painstaking, and well-discussed and
agreed-upon by the team, as well as clear to the team.

A leader with a vision for the institution’s development
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Where this is lacking, an attempt to introduce a practice may bring
aresult entirely the opposite to what was intended.

Improved communication and relations between a leader and em-
ployees demands conviction leadership. The good practice here
is the so-called storytelling, which denotes the deployment of in-
spiring stories toillustrate the potential for the development of the
organisation, and its capacity to achieve its objectives, but also by
overcoming limitations and incapacity.

Anappearance by aleader before employees has to be sincere
and clear, as well as relate to what are the core shared values (as
affirmed authentically and given effect to in practice), in the view
of both the leader and the employees of the unit of public admin-
istration.

Among the activities described as storytelling by aleader in order
to set a direction for development, we find:

= presentation based on an analysis of the situation in the
organisation (e.g. determining the needs of employees, an
interdisciplinary team and its composition of tasks);

= thekind thatisindependent of the situation in the organisation,
arising out of trends in the surroundings, demands of stake-
holders or other organisations operating in competition.
This for example includes encouragement into change, as pas-
sivity does not engender progress.

Outcomes for the public organisation:

Indicators of the

a fresh and positive image for the institution,

mutual trust and acceptance among employees of an institution,

greater openness to change among employees of an institution,

greater motivation for action on the part of employees,

adeveloped instrument for the analysis and collection of information regarding the
needs and problems of employees, and proposed solutions,

effective problem-solving.

Suggested indicators by which to measure progress and suc-

effectiveness of the practice  cess with the introduction of the practice:

= Anindicator depicting the results of work on how the devel-
opment of the organisation is perceived, with employees in
aposition to speak (during and after introduction of the practice)

A leader with a vision for the institution’s development



on the subject of the efficacy and comfort in the place of work
as associated with development or change in the organisation.
= Anindicator using the results of researchinto the publicimage
of the institution. Questionnaires would be addressed equal-
ly to citizens and stakeholders, and employees of the public
organisation.
An indicator of the number of employees open to change
within the unit in public administration, before and after imple-
mentation and pursuit of the practice.

Risks and barriers = alack of commitment / engagement of employees as a man-

ifestation of the lack of credibility of change;

= selection and earmarking of tasks in interdisciplinary teams;
conflicts between employees of the institution over change
processes and diverging interests;

= setting out a direction for the institution - differences of
interest and standpoint of groups of stakeholders within the
organisation, as well as those on the outside, on which change
might exert its influence.

@ What next?

Self-questioning
Ask yourself the following questions:

= How to convince people that the project can serve in their development and
increase their comfort of work, as well as that a change of previous habits is a worth-
while thing?

= How to start well, thereby gaining people’s trust in the idea of changing past habits
(through basic training, change ambassadors, questionnaires a month into the
process)?

= What might go wrong, and what do we do if things indeed fail to work out?
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@ Interesting examples, implementations and indications
An effective team of higher-level leaders - 6 conditions

Primary conditions:

1. Truepeople-atrue teamand not some kind of random group -composition chosen
with care, with the skill to cooperate on a daily basis perfected further.

2. The right people - in terms of skill, knowledge and experience, bringing significant
value to the team, also pro-cooperation attitudes, resilience and areadiness to take

A leader with a vision for the institution’s development
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responsibility and bring experience to decision-making, the solving of problems
and engagement in conceptual thinking. Equally, the removal of people likely to play
adestructive role or overly individualistic.

A motivating purpose of activity - safeguarding key values, with this being one of
the goals of the daily activity of the team, but still more so in time of crisis. Pursuit
of the objective is difficult, but at the same motivating and doable. The objectives of
management at a time of crisis will need to be understandable.

Facilitating conditions:

A cohesive structure - a team of not too large a size: 5-8 people, stability, principles

underpinning cooperation, as well as management and decision-making in crisis sit-
uations, the accountability of all for the crisis as awhole, and the means of resolving

it, with simultaneous clear division of tasks and duties. Teamwork and an awareness

of inter-dependence and mutual aid. Pursuit of decisions arrived at jointly.

Support of the organisation -resources, information, advice, training time making

training possible, crisis-management infrastructure, and substitution at a time of
crisis.

A coaching team (not individual members) - training, learning from one another,
role-playing, the development of skill in decision-making in conditions of crisis.

And moreover: rights as regards information, coordination, execution and deci-
sion-making.

@ Further leadership inspirations - the example of the Army

Effective leadership practices of the commanding officer of the line

FEATURE / CHARACTERISTIC AS BATTLE PLANS ARE BEING

TYPE OF COMMANDER

The carer

PUT INTO EFFECT

«  Physical presence of a commander

The level of the wider

environment

= Coordination of offensive action

Coach

= Authority based on practical knowledge

» Influencing the cognitive processes of soldiers associated with the
overall context of battle conditions

The level of conduct

» Theissuing of clear and precise orders
= Ability to defuse tense situations
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TYPE OF COMMANDER

Mentor
The tier of convictions and
values

FEATURE / CHARACTERISTIC AS BATTLE PLANS ARE BEING
PUT INTO EFFECT

Help with the hierarchical organisation of subordinates’ values

A capacity to make decisions - determinedly, where these take the
form of orders, but with responsibility taken (the can carried) for the
results of those decisions

The questioning of unfavourable or unfortunate decisions
asuperior takes

Joint participation when it comes to operations being launched /
putinto effect

Faith in the professional competences of subordinates

Care (and a sense of responsibility) for the safety of subordinates
A humanitarian emphasis even as military actionis taken
Courage

Self-control and self-mastery

Sponsor
The level of identity and
mission

For more, see:

Maturity
Alack of ideological factors

A. Zygo, Przywédztwo woskowe w warunkach bojowych A Doctoral Thesis written under the scientific supervision of
dr.hab. J. Szczupaczynski, Warsaw 2018, University of Warsaw, Faculty of Political Science and International Studies, pp. 253-254.
The work was published as a book going by the same name in 2019, the publisher being Adam Marszatek.
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@ Public administration, please remember!

Summary
Teams, storytelling, style of leadership should be adjusted to the objectives of the
organisation and its situation.
SYNERGIA -in
one sentence The leader of the organisation as commander in the battlefield must - above all - know
Ut sementem the true portrayal of the situation. Other approaches, e.g. flattery, “colouring” the

feceris,itametes  rgqity and so on are just asking for trouble.

(as you sow, shall
youreap) -
proverb in Latin

Leaders seeking to achieve their goals must tellmotivating stories regarding objec-

tives and change (not only for themselves), and set a personal example.

@ I must follow them, | am their leader - Andrew Bonar Law

Like all other kinds of fertiliser (manure), propaganda should be applied in suitable
Inspiring doses - Ludwik Jerzy Kern
thoughts

A leader with a vision for the institution’s development
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ATTENTION! GOOD PRACTICE

The commitment of the aware

leader

KNOWLEDGE PILL

Aim of the practice

To assist participants with the identification and understanding of
characteristic features of the aware leader

Origin?

HRM, leadership

When to apply?

When the level of leadership needs raising

Results foreseen

Increased awareness on the part of leaders, simple tools by which
aperson may be more aware

Inputs not to be ignored

Time

Risks to watch out for

Ceding of total responsibility to leaders, when it comes to operations of
a given organisation, in this way downplaying or ending the role of teams
and experts, and collective work in general

Key actions

Making the time for engagement in aware self-analysis, as backed up by
partners (be these mentors, coaches or co-workers)

Key (not sole) measures of
success

The commitment of the aware leader

Anincrease in the quality of leadership in the organisation
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)

®

PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderate

OJOX@)

Required financial
outlays

Not great, as it is the attitudes of leaders that are key here.

® | @

HRrequired for
implementation

It will be helpful if there are coaches and mentors, and pairings
of leaders who motivate and support each other, mentoring
one to the other.

©

Key organisational
activity that will be
required

The support of the organisation’s top management.

@

Required technical
resources

These are not of core significance, though it may be useful to have
simple checklists helping instill the self-analysis habit in leaders.

®

Time needed

The several weeks required to allow for the ushering-in of new habits
when it comes to leadership functioning.

®
=

Knowledge and
experience

It may be helpful to have the support of psychologists, coaches
and experts on leadership.

®

Cooperation

Cooperation between leaders, teams and employees
(e.g.via 360-degree appraisals of leaders, in regard to the growth
in their self-awareness).

MESSAGE FOR THE LEADER OF THE ORGANISATION

Do not fear emotion, but treat it rather as a radar by which

Introduction

The commitment of the aware leader

better orientation in the field can be achieved

Aware leadershipis foundedin a certain type of life attitude, which
is that of the leader vis-a-vis the surroundings. The aware leader
proceeds on an assumption that it is less valuable to be right
than to avail of possibilities to learn, by making use of whatever
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Aim of the practice

What the practice entails

The commitment of the aware leader

happens along, and gives life to a person’s development. This does
not entail a person never being right, or having the conviction of
being right, but rather means treating this as the starting point for
aprocess that recognises the rectitude of others.

Frequent defence of one’'s own rectitude is a sign of fear of amistake
being made or a conviction that it is a sign of weakness to change
one’s point of view under the influence of new experience. Beyond
that, the dogmatic defending of views may lead to destructive
behaviour, anger, aggression, etc.

Aware leadership entails a recognition as to when difficult emo-
tional states, and emotions per se (fear, anger and sadness) seize

control of our mental state - denoting a need to look out for and

discernfirst signals of the states referred to. Itis also key to observe

and direct the mind back to the taking of interest in another
point of view, and not just the absolute all-costs defence of one’s

own point of view.

The aim of the practice is to assist participants in the identifi-
cation and understanding of characteristic features of aware
leaders.

Aware leaders are those able to recognise their own emotional
states, which means to note when control over them has been
seized by difficult feelings, and thus to avoid “drowning” in them.
For in the latter state a person is closed off to new ideas, and this
manifests in defensive attitude that see a person’s ownrectitude
being defended too feverishly.

Where we keep at the surface a level of “curiosity”, this denotes
openness, and a fascination for “different-ness”, whereby we
are keen to see what a situation might have to offer us, and to go
onlearning things.

Itisin partthe case that a “closed attitude” derives from the biology
of the so-called “reptile brain”, in which and through which the
focus is on survival (“the struggle for existence”).

The key to change is training in an aware understanding of one’s
own emotional states. Cognitive psychology often makes use of
“the metaphor of the traffic lights”, whereby the amber light signals
that we are to apply the brake, in order for us not to head off in
the wrong direction. Thus an awareness as to “when that amber
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The commitment of the aware leader

light comes on” is crucial here, as that allows for the taking of con-
scious decisions regarding beneficial behaviour.

A key tool here is aware switching on of lights vis-a-vis the way in
which leaders think and react.

The training of such reaction can take place through:

mutual support or exchange of experience among leaders at
similar levels in organisations (the peer-to-peer method);

= the deployment of mentoring (experienced mentors with young
leaders);

= the work of the leader with an experienced coach or therapist.

The ideas expressed in this Chapter are perhaps best expres-
sed in the book by Jim Dethmer, Diana Chapman and Kaley
Klemp entitled: 75 Commitments of Conscious Leadership. A New
Paradigm for Sustainable Success. (2014). This work’s detailed 15

commitments from the aware leader have been conceptualised in

avery compressed manner, given the way they are highly interre-
lated (as when we are to take responsibility and not blame others),
interdigitated or constituting direct consequences one of another.
The author recognises that such a conceptualisation may be easier
for readers to absorb.

An open attitude is favoured by certain rules on how to think
and behave - and these are in fact the commitments that aware
leaders are able to make - to both themselves and other people):

The taking-on of radical responsibility for behaviour and state,
plus an expectation of the same from others, even as those others
gain support in doing so. Standing in contradistinction to respon-
sibility is the apportioning of blame to others. The very essence
of responsibility lies first in considering the possibilities for action
one might have in a given situation.

. Learning through piqued interest - the absolute struggle to be

right and defend one’s position s far less important that drawing on
whatever we come across to feed an unceasing process of learning.

. Taking advantage of one’s own emotional states, firstly by under-

standing what those are, and allowing them to make their appear-
ance unstifled, and then using them as a kind of “special radar”,
and often also as the source of energy that can motivate activity.
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. Sincere, open and honest communication, the speaking of the

truth and the sharing of information, plus motivation on the basis
of such sharing, as well as ongoing acquaintanceship. Openness
of communication needs to be supplemented by openness to lis-
tening to others. The two attitudes are mutually beneficial and rein-
forcing when it comes to solutions and agreements being arrived at.

. The elimination of gossip from the organisation, given its domi-

nating, manipulating, controlling, defending role. Gossip is a nat-
ural manifestation of all that is wrong or pathological in an
organisation.

. Honesty - meaningrespect for the truth, keeping one’s word and

taking up responsibility (being ready to carry the can) -including
for mistakes made.

Drawing benefit from recognition - seeing others as valuable and
being ready to accept plaudits from others.

. Alife that takes account of the need for fun, rest and renewal - as

core values and attitudes in a life favouring curiosity, learning and
the achievement of goals, and constituting a remedy for stress in
the individual or in the organisation.

. Anattitude of questioning convictions (what “everybody knows”),

where these can harm, through a process of aware consideration
of whether defined views or fixed ways of interpreting situations
can be harmful, or founded in stereotyping and simplification (as
with “labelling”).

Outcomes for the public organisation:

= Amore-individualised perception and understanding; reflection and self-regulation.
= |eaders'understanding of themselves.
= The skillto manage one’s own energy and emotional states, in support of effective

action.

= Decisions that are more on-point, thanks to broadened awareness and sources

of information.

= Leaders who are ethical, open to new experiences and developing steadily.
= |eaders who extend support to, but also take from, teams, with each offering
the best they can.

Indicators of the

effectiveness of the practice

The commitment of the aware leader

Indicators that may be used in the case of this practice are as
follows:



leader self-assessment - improved quality of functioning.
= appraisal of and from people in the organisation - perhaps using
the 360° method.

Risks and barriers = Anunfavourable or unsupportive organisational culture.

= Unyielding convictions on the part of leaders.
= Organisational and social ideologies that preclude any readi-
ness to change convictions.

SYNERGIA - in one sentence = Anauthoritarian model of leadership.
inmoments of crisis one is never fighting . A lack of time to change habits.

against an external enemy, but always
against one’s own body - George Orwell

@

255

0

Overloading of leaders with obligations.

What next?
Self-questioning

Ask yourself the following questions:

How to convince those occupying high-up posts into a change of habit?

Which known leaders in the worlds of politics, administration, business, science,
sport or religion might be pointed to as examples worth following, when it comes to
self-awareness?

What might be done to increase the likelihood that new habits helpful to leaders,
teams and organisations will take hold and take root?

Interesting examples, implementations and indications

A metaphor that might help with self-management and dealing with emotions is that
of the traffic lights.

The ideas expressed in this chapter are written about at greater length in the
book:

Jim Dethmer, Diana Chapman and Kaley Klemp, 15 Commitments of Conscious
Leadership. A New Paradigm for Sustainable Success. 2014.

An example review

Public administration, please remember!
Summary

Sometimes greater awareness is enough to encourage the making of changes, while
at other timesiitis just the first step, albeit an essential one.

The commitment of the aware leader


https://www.amazon.com/15-Commitments-Conscious-Leadership-Sustainable-ebook/dp/B00R3MHWUE
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https://goroundtable.com/blog/book-review-the-15-commitments-of-conscious-leadership/

Evenin sociallife, you willnever make a good impression on other people until you stop
thinking about what sort of impression you're making - C.S. Lewis

Inspiring Ifmost of us remain ignorant of ourselves, itis because self-knowledge is painful and
thoughts we prefer the pleasures of illusion - Aldous Huxley
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In this chapter you

will learn about
practices relating to
the highly-important
instruments of today’s
public administration
represented by
communications

with the external
(social, political

or international)
environment, both
through the conveying
of information, and
the exchange of
offers and making of
concessions essential
to the process of
negotiation.
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Introduction

Communication proceeds irrespective of whether we are aware
of it (as when body language operates, silence speaks volumes,
and so on). That means also independently of any communications
strategy in the organisation we work for, and with the process taking
place intuitively at times, and ad hoc at other times. This leaves
alack of (official or planned) communication as a classic situation
inwhich absence hasits effects, given that it is not only nature that
abhors a vacuum, but also the communication function .. and
public opinion. It is just the way things are that, if we fail to supply
our own message, that gap or vacuum will be filled by what others
would like to convey'.

What we require of communication increases greatly in special
situations, such as those involving crises or requiring that changes
be brought in. What else? Communication is key for such contem-
porary notions as the hybrid war, while endless negotiation is at
the very heart of the EU’s functioning, and fake news is now just
basically our daily news.

One nation - 2 styles of negotiation:

I just keep pushing and pushing and pushing to get what I'm after - Donald Trump

@ My style of deal-making is quite simple and straightforward. | aim very high, and then

The specifics of this area of
public administration?

™)

Dale B. Carnegie*:

By fighting you never get enough, but by
yielding you get more than you expected.

*Dale Carnegie (1888-1955) was

a famous American writer specialising in
personal development and interpersonal
skills.

In today’s public management, communication, information and

negotiation with partners and stakeholders have become gov-
ernance instruments and ways of achieving change at least as

important as legislation or the streams of budget funding.

Both communication and negotiation are of key importance in the
contemporary model of public administration. The latter commu-
nicates and often negotiates with partners, be these suppliers
of services, social partners, NGOs, units of local or regional or
provincial administration, EU bodies, or the media.

Onthe one hand, the administration can be said to have some kind
of advantage in many cases, given its resources, expert compe-
tences and media access. But on the other hand compliance with
the lawis frontand centre forit, asis theincessant need to actin the
interest of the public, which is also offered penetrating expert,

1 Avery accessible introduction to matters of communication as well as negotiation is to be found in: E. Kuhnke, Sztuka komunikacji dla

bystrzakéw, Gliwice 2017.

2 Agood discussion of the aspects conditioning communication is offered by: R. Krzyzewski, Marketing publiczny, Warsaw 2021.

Communications management and effective negotiations



Poland’s Social Dialogue Council -

aplace for negotiations between the
government, the trades unions and the
employers.

The practice of
communication and
negotiation

Everybody communicates - even the
traditional absolute monarchies.
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media and lobbyist analysis and monitoring of everything that
administration does.

Many policies depend for their effective pursuit on communica-
tion with contractors (professionals or local or regional authorities,
for example), and there are also times when the concluding of an
agreement following negotiations is vital.

As we have seen, in crisis situations, the public turn their gaze
towards the governmental authorities (rather than to the worlds
of business or science or media or culture), with their ears in turn
tuned to hearing whatever message is forthcoming. A manifesta-
tion of the increased significance of communication in the work of
government services is the rise of government information services,
and the strong position they now occupying within the ruling elite.

Key aspects of effective communication lie in trust and confi-
dence in the source, adaptation in line with purpose (be that to
change behaviour, convince, or reinforce existing attitudes) and
group of recipients, active listening, the tailoring of communiqués
to those who will receive them but also to the subject matter, cohe-
sion between verbal and non-verbal communication, unity of what
is communicated with what is actually done, supply of feedback,
and agreement between what is communicated externally and
internally. The context of the communication situation is also
obviously a matter of significance (in which a stable situation for
example contrasts with one of crisis).

A method for controlling the message, what is conveyed by us,
entails the 7 Cs. This holds straightforwardly enough that the

information we supply should be:

Clear
Concise
Concrete
Correct
Coherent
Complete
Courteous

Noohswps

Based on:

The Seven Cs of Communication
The effective language of
communication

Communications management and effective negotiations
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The effective language of In the view of Kevin Murray, author of The Language of Leaders?,

communication
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communication is what binds strategies with the pursuit and
achievement of objectives.

Murray raninterviews with some 70 leaders in British business, pol-
itics, administration, military circles, financial institutions, the media
and sport, the aim being to question the significance to those groups
of an effective means and language of communication, above
allinthe context of effectiveness in achieving goals. The work led
torecommendations that are the subject of brief discussion below.

@ What matters in leaders’ effective communication?

Authenticity - people anticipate that leaders will be themselves (with full conviction),
with that denoting honesty/sincerity, openness and a willingness to “put it straight” or

“tellit like it is”. But they will need to be furnishing proof or evidence that they believe
(in) what they say.

Asense of mission and values - the leader needs to formulate the values associated
with the mission, and the broader objective, underlining all this by telling a story that
other people can also be part of. Clearly these values must be able to attract many

..and that is of particular importance in the public sector.

Aclear vision of the future that nevertheless operates in the here-and-now, encour-
aging the greatest number of stakeholders into action this day. A future is neverthe-
less being communicated, as combined use is made of (reference made to): mission,
values, a vision, and goals.

Aprocess of building strong foundations for trust and confidence to be extended,
as the basis for inter-personal relations. That also means listening to people and
vox populi.

Engagement in and commitment to both deeds and words. At the same time
permission granted for others to speak. Talks with aleader on an equal footing offer
the reward of both engagement and motivation.

Achieving comprehension on the part of recipients (obviously crucial) - but that
means that what is actually said matters far less than the message people hear
(or receive). That leaves as vital the matching and tailoring of the ways in which
news is passed on.

The learned capacity to listen seriously (with eyes, ears and heart), meaning that
interest, respect and patience are all shown or manifested. This kind of listening
allows difficulties to be anticipated and solutions found.

3 Versionin Polish - K. Murray, Jezyk lideréw. Jak wybitni liderzy komunikujq sig, Zeby wywiera¢ wptyw, inspirowac¢ i osiqgac cele,

Warsaw 2014.

Communications management and effective negotiations
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Negotiation

By

John F. Kennedy:

Decisiveness of communication where an opinion or view is involved, in order to
convince others and ensure that aspects stand out.

Use being made of the power of the good story, since these touch the heart, in
a way that allows important messages to be communicated. Just one good story
can at times be enough.

Body language keptin mind, along with gestures, facial expressions and behaviours

..thatare hopefully inline (rather than at odds) with what is said or otherwise delivered.

Self-improvement when it comes to presenting and speaking in public, with prepa-
ration tailored to each occasion where that is possible. The choice of words should
have been thought through carefully, and the messaging simplified as far as is
reasonably possible.

Achievement, and improved results, come thanks to a person’s being an excellent
communicator.

Leadership in the public sector is also founded upon communication.

Many definitions accompany the idea of negotiation as a process
and the negotiation as an example thereof. Some stress the in-
ter-party or between-sides nature of this communication pro-
cess, but in this place we are accepting this as a method of steer-
ing and resolving conflicts that arise out of differences of
interest between individuals, groups in society, organisations
and polities.

The negotiation represents one of the main methods by which
agreement between parties whose interests both coincide and
are disparate can be obtained. The key is of course that there be
(in spite of everything) interdependence at some level, hence an
ultimate willingness to start talking. This is then a process by which
decisions can be made, problems solved and goods exchanged.
The core concepts associated with both the notion and the real-life
examples of negotiation are those of interest, conflict, concession,
understanding, subject and bargaining power?.

You cannot negotiate with people who

say what’s mine is mine and what's yours
is negotiable (The Berlin Crisis, 1961).

4 Anexhaustive and up-to-date treatment of the topic in Polish is: A. Kozina, Zasady negocjaciji, Krakow 2018.

Communications management and effective negotiations
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ATTENTION! GOOD PRACTICE / PROF. SANTIAGO DE LA CIERVA

Defining the problem in a crisis

situation

KNOWLEDGE PILL

Aim of the practice

The aim of this practice is to define the problem an organisation has to
tackle in a crisis situation, and to see to it that remedial measures are
adapted to the new situation through communications within and beyond
the team

Origin?

Problem analysis, crisis management, communication

When to apply?

When communication with the surroundings and the media in situations
difficult for the organisation proves problematic

Results foreseen

A capacity to achieve rapid definition of the main problem to be
(re)solved in a crisis situation, and to communicate the mode of action
to the wider environment or surroundings

Inputs not to be ignored

Risk analysis and scenarios for the overcoming of risks

Risks to watch out for

Failure to foresee

Key actions

The establishment of groups of people able to think and communicate
in time of crisis

Key (not sole) measure of
success

Exercising in respect of crisis situations, so as to train via “dry runs”
and create scenarios for problem situations in time of crisis

Defining the problem in a crisis situation
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

A cost of the practice may lie in a team being called into being,
since this should comprise well-trained and motivated specialists in
different fields who are ready to work in stressful conditions, not
necessarily during normal working hours.

The putting in place of the conditions for their work will denote
training in crisis management and crisis communications (i.e. costs).
However, a rapid and competent definition of what is the mainissue
in the context of a crisis will allow for later limiting of outlays on
action linked to the limitation and removal of consequences.

@ HRrequired for
implementation

A team 5-7 strong which will take responsibility (be accountable)
for the preparation of a crisis action plan. These people will
therefore be specialists in the analysis of problems, crisis manage-
ment and communications. However,membership of the team might
vary over time, first and foremost with a broadening when a crisis
situation actually arises.

A crisis-team leader authorised to both make decisions and
communicate inrelation to them.

A Press Officer trained in how to communicate in a crisis situation.

@ Key organisational
activity that will be
required

Introduction and pursuit of strategy by which to assess risk and
foresee crisis situations.

Preparation of a procedure for crisis management.

Preparation of a procedure (plan) relating to communication
internally and externally.

A conference room for both training and the work of the crisis team.

® Required technical
resources

Defining the problem in a crisis situation

For the meetings of the crisis-management team, also potentially
together with other teams operating within the organisation - mean-
ing a conference room, online access, access to databases, and
aprojector and screen.

Programming allowing for the development of mind maps,
diagrams, graphics and tables.

Existential backup facilities (providing for meals, rest, etc.) - with
the possibility of these being used very fully as and when a crisis
situation actually arises.
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Introduction

Defining the problem in a crisis situation

MESSAGE FOR THE HEAD OF THE ORGANISATION

Nothing is more useless than the effort to resolve
a wrongly-selected or identified problem

= SYNERGIA PARTICIPANTS

A core feature of “issues”, and especially those that are also
problems, is that they are the subject of many and varied points
of view. Where public affairs are concerned, that means that many
of these ways of looking at things need to be taken seriously as
efforts are made to resolve the matters and solve the problems.
That in turns makes consultation with a range of stakeholders
a necessity, given that they each bring different elements into the
situation, and into the analysis. A true problem may then be the part
of the iceberg that is not its tip, given - as we all know - that the
part we see is only a fraction, in no way the main part. Indeed, as
we proceed with analysis, we quite often find that what we thought
was the problemis only just part of a much larger one. At the same
time, itis typical for a completely rational process of problem-solving
not to be available, due to time pressure, limitations on knowledge,
and a shortage of resources. In fact, this is what may happen most
oftenin a crisis situation.

What is more, all of the features that make defining a problem

complex and demanding are only reinforced where the situa-
tion is one of crisis - meaning unforeseen phenomena, a threat

posed to core goods and values, limitations on both resources

and information, and non-typical decision-making situations facing

leaders. Most often there is also a lack of straightforward possibili-
ties by which to rapidly apply the measures seen as remedialin the

given crisis situation.

A difficulty with defining a new problematical situation inter alia
reflects the frequently-reduced possibilities for achieving good
communication with all the major stakeholders, decision-makers
and experts;or else is just due to alack of time for in-depth research,
when what is most required is action this day.

Crisis situations have gained a variety of different definitions.
Amost-frequent aspect is distortion / disturbance / interference
with the normal course of events, be these social, economic or po-
litical - with such circumstances made manifest in events that have
not been planned for and are dangerous. Any return to the aforesaid
“normal” course of events, should that even be possible, is going to
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Defining the problem in a crisis situation

require resort to exceptional means and methods. However, there
may also be or have been some kind of (often silent) accumulation
in time and space of stresses, strains and tensions, now erupting
out-atone go -into many different spheres of life; to the extent that
there is a threat to the vital (existential) interests of society, and the
capacity of the state to pursue even its core functions.

Afurther circumstance is the way in which a crisis situation denotes
a sudden change of perspective of, and change in the criteria for
action impinging upon, decision-makers.

NATO sees a crisis as a situation:

= posing areal or credible threat;
assuming a scale appropriate to the concept of crisis;

= arising abruptly and basically in a manner that could not have
been foreseen;

= linking up with both the pressure of events and a shortage of
time;

= characterised by alack of certainty as to how events will develop,
and also (therefore) as to what means, methods or techniques
might allow for them to be overcome.

Crisis situations thus feature, and indeed generate, surprises, time
pressure, delayed reactions, loss of control, threats to core
functions, mounting tensions and deficits of information.

It is most typical for crisis management to draw a distinction be-
tween the following key stages, even as it recognised that the first
two are of key importance:

Foresight

Preparation for the crisis situation and for crisis prevention
Reaction

Re-creation and reconstruction.

Both the environment in which an organisation operates and its
personnel most often anticipate that a crisis situation will yield
clear communiqués, shortened reaction-times on the part of
public administration, and communication of the plan of action.

Problems are analysed and defined with a view to their being solved.
Soin studying a problem, we always need to consider whether the
gathering of any greater amount of information will prove of
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significant definition-related or assessment-related benefit
(costs are involved!). The most important thing is to identify the
key factors at work, not every last one - and here it is easy to make
a mistake. The best thing we can often do is make use of the data
we do have already - as analysis will be far accelerated in this way.

As in every problem situation, so also in the case of a situation of
crisis, itis the defining of what is wrong that represents the first
key action for the organisation, conditioning further activity.In
such asituation, the definition processis most often burdened with:

Alack of information and incorrect interpretation of the situation;

. Alack of knowledge in respect of crisis situations, and a lack of

understanding of the nature of a crisis;

. A flawed definition of the main problem in the crisis situation (not

that problem);

. Disorientation, panic, and at times deliberate disinformation;

. Pressure and expectations on the part of the media and groups

interested in the course the crisis takes.

It canbe considered that, in the unexpected situation thatis a crisis,
matters become unclear, and the perceiving of true causes can
be made difficult. To act effectively and efficiently with the aim of
a crisis situation being resolved, it is necessary to focus in on the
“true cause” of the crisis, or atleast whatever itis that serves as the
motor force behind it.

@ Guidelines for leaders that are in large part related to defining the
situation in the face of a crisis

Theliterature on crisis management, having regard to the leadership tier in particular,
formulates recommendations in relation to such matters as:

1. Encapsulating the nature of the crisis - through a full understanding of what the
crisis is, the spheres of life and groups of citizens it is going to affect in the longer
term, what it tells us about the times we live in, and what megatrends in society it
brings withit and also heralds (with alternative scenarios for the future made ready);

2. Whether the weak signals of the crisis were captured, why or why not they were
played down (e.g. the dominant paradigm for thinking about the problem, weakness
of structures articulating the problem, cognitive errors);

3. The understanding in a clear way of the events coming along and their conse-
quences - be these beyond the horizon or onit;

Defining the problem in a crisis situation
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4. Key values needing to be safeguarded in time of crisis, as well as key uncertain-
ties asregards the future that might be reduced with the aid of available governance

instruments;

5. How much time we have, or how much we might buy ourselves, by way of accessible

resources and instruments.

Based on:

A.Boin, P. Hart, E. Stern, B. Sundelius, The Politics of Crisis
Management, Cambridge 2017; oraz C. Baubion, OECD Risk
Management: Strategic Crisis Management, OECD 2013.

Aim of the practice

Which actions does the
practice encompass?

Defining the problem in a crisis situation

The aim of the practice is acquisition of the skill to take a methodical
approach in reacting to a crisis, and especially in diagnosing the
problems that can usher in a crisis situation.

The core objective here is arapid defining of the most important
problem that the organisation has to solve in a crisis situation.

Hitherto, the practice involving the defining of problems has often
been an ad hoc response to an unfolding situation of crisis.

This practice,inaworld of frequent smaller or larger crises that are
either real or amatter ofimage, ought to be broughtin as quickly as
possible - optimally within 6 months.

A professionalised communication in the circumstances of
crisis limits the disorientation, disquiet and disinformation among
citizens; and increases trust in the organisation and its sense of
having the situation under control.

= The firstand key step in a situation of crisis is to achieve a pre-
cise defining of the problem. Detailed analysis of the causes
of the crisis situation allows for the drawing of conclusions and
identification of the problem, with action then being taken with
all speed.

= Adefinition of the problem understandable to all those inter-
ested is formulated, and shared with a broad group of stake-
holders in the organisation and beyond.

= Aweighing of options - identification of possible ways in which
the defined problem might be solved; consideration of the pos-
itive and negative consequences of a defined decision being
taken.

= The decision - a choice of one of the options analysed as the
one most effective for the organisation inits situation of crisis.
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The Action Plan- a prepared plan serving to implement and
pursue the decision taken (by means of action), as based on
risk analysis and scenarios for the development of the crisis
situation.

= Adaptation of the communications strategy to the plan of
action.
Plan implementation - the beginning of the effort to put the
plan of action into effect, bearing in mind the values, mission
and objective of the unit of public administration, with account
taken of what the crisis situation requires.

Target (desired) outcome in a public organisation:

1.

Indicators of the
effectiveness of

The devising of crisis plan comprising steps as follows:

The identification of threats to the institution, and the ordering of these in terms of
importance.

The determining of roles and responsibilities in the event of a crisis - with all thus
aware of what they are to do, and which areas and issues they are responsible for.
The preparation of a scenario for significant and probable crisis.

The making-ready of a team of people in a position to correctly define the key prob-
lems in a crisis - thanks to resources of knowledge within the organisation, training,
analytical skill and creative thinking.

Preparation of the organisation to communicate in time of crisis.

Integration of key elements into a single document that provides for the clear assign-
ing of tasks to members of the crisis-management team.

Indication of membership of the crisis team, channels of communication, and the
means involved in relation to both technology in general and ICT in particular.

. Aplantestedvia games, exercises and drills,including in regard to the rapid defining

of problems.

Areductionin the time needed to mount an adequate (i.e. decisive and sure) response
in crisis circumstances.

The rapid informing of major stakeholders of the organisation as to actions takenin
the crisis situation.

Tomeasure approximation to the assumed objective of the practice,
the practice it is possible to make use of measures as follows, which may be
termed indicators of the effectiveness of the practice.

In the case of preparation for the crisis situation, a starting point
would have to be product indicators, with a devising of crisis
procedures within the organisation, plus training via decision-mak-

Defining the problem in a crisis situation
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Defining the problem in a crisis situation

ing games and exercises seeking to test out procedures, team
cohesion, and so on.

At the same time, it needs to be recalled that the history of many
organisations (including in the public sector) tells us that many crises
come as a complete shock to the organisation (as “generals are
prepared to fight the last war”). Predictionis not always possible, and
neither is the devising of the necessary action plans or the drilling
of every possibility. In such situations, detailed procedures are less
important than people’s self-confidence and trust in themselves,
as well as their creativity, team skills to act jointly and, in the end,
leaders that are capable of standing up to and tackling a crisis.
These matters will also need working on.

Examples of indicators that might be used to assess the or-
ganisation’s level of preparation for crisis situations would
be as follows:

= Aboveall: effect given atleast once a year to crisis exercises
or drills in the organisation as well as the crisis team, inregard
to crises of each type that might hit the given institution. Such
exercises and procedures should be the subject of evaluation
(a product and an assessment of the impact).

= Adrillcanbe runbefore aprocedure and trainingis brought
in, but also afterwards, so as to gauge the impact (e.g. the
time taken to mobilise procedures).
The exercising ought to take in the development of skills as
regards the defining of the problem, including the use of data
and of expert knowledge.

= Thecrisiss-management plan should be made subject to ex ante
expert assessment (with the latter for example entailing
a “Devil’'s Advocate” role) - with role-playing also done to
simulate how people would behave in the event of a crisis (as
a product).

= The number of people trained for a situation in which a crisis
arises, including as regards the defining and (re)solving of prob-
lems (also a product).

= Thelevel of familiarity with and comprehension of crisis pro-
cedures amongkey personnelin the organisation (an outcome).

= Eachcrisis or potentially-crisis situation should be made subject
to analysis after the fact, with the organisation’s reaction
assessed by observersinternally and externally (impact assess-
ment perhapsinvolving research questionnaires as to whether
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What next?
Self-questioning

employees feel prepared for a crisis situation and know what
their roles are). Questionnaires or interviews might also address:
= assessments of reaction to future situations of
difficulty or crisis - e.g. as each month, strategy
period or plan of action goes by;
= assessments of the definitions of problems
that have gained acceptance in the case of the
organisation, with representatives of the employ-
ees involvedin this.

A culture that “sweeps crises under the carpet”.

A lack of proper foresight or expectation as the crisis situ-
ation develops.

Excessively late reaction, to the extent that the crisis situa-
tion is already fully-fledged, and the associated problems are

intensifying.

A failure to take remedial action by reference to the acces-
sible evidence and facts, and hence afailure to define the prob-
lems effectively.

Individuals and teams remaining unprepared asregards the

analysis of problems in non-typical (crisis) situations.

Wrong communiqués issued, improper communication.

A lack of understanding or acceptance vis-a-vis the defini-
tion of the situation that has been adopted by the organisation

(or indeed a separate or distinct definition or diagnosis of that
same situation), as well as an unexpected or wrong reactionin

the organisation’s surroundings.

Ask yourself the following questions:

= Dolhave a“crisis radar” and do | pick up (on) weak signals?

=  What else might go pear-shaped? Which problem(s) might emerge?

= Whodolneed,if lamto understand problems well?

= Whatin particular needs protecting?

= How,incommunicating a problem, do we achieve mobilisationrather than just fear?

Defining the problem in a crisis situation
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Interesting examples, implementations and indications

&)

Developed on the basis of:

Carl V. Patton, David S. Sawicki,
Jennifer J. Clark, Basic Methods of
Policy, Analysis and Planning,
Routledge 2013, in particular
Chapters 2-4.

Deon Canyon: Definitions In Crisis
Management And Crisis Leadership

Asia-Pacific Centre for Security
Studies*

*this Centre honouring the name of
Daniel K. Inouye (DKIAPCSS)is a US
Department of Defense think-tank,
opened officially on September 4th
1995 in Honolulu, Hawaii. It deals with
matters of regional and global
security, inviting representatives of
the military and civilian services of
the USA and the Asian & Pacific
Countries to join a comprehensive
programme for the “re-education” of
managerial staff, as well as
workshops. This is done both on the

island and throughout the Asian-Pacif-

ic Region (Wikipedia).

Defining the problem in a crisis situation

What needs remembering as the problemis defined (selected
questions and paradoxes)

In many cases, the most difficult step in an analysis and attempt
to solve social or political problems is actually experienced with
defining those problems in the first place. Often we find solutions
for problems or phenomena that are only defined poorly and may
not be problems at all. Also, we are sometimes too late in actually
gaining an orientation as to what the true problemis .. and is not.

Itis oftenaclient, superior or decision-maker thatimposes a prelim-
inary definition of a problem upon us, with that sometimes standing

in the way of a correct and realistic (evidence-based) definition.
On the other hand, where a decision-maker takes no account of

somebody'’s perception that there is a problem; that is also in error
and a wrong thing to do.

It is usual for problems to be described with the aid of numbers,
even as such qualitative aspects as case studies, personal relating
of events, analogies, notes from stakeholder discussions or even
anecdotes may also come in useful. There might also be scenarios
as to the future development of a situation.

4. The so-called societal or public defining of problems is the search for

definitions of problems by individuals, but also especially by different
groups in society, who may offer adiverse set of identifications and
descriptions of what they see as the nature or essence or a given
problem. It can be the case that decision-makersignore significant
instances of aproblem being defined by a group, where that group
is one with which they cannot or will not identify.

. Serious problems for the individual may not be problems for society

(as when the population concerned is small, or - say - a disease
is very rare). Equally, some problems may be widespread or even
universal, but not serious....to the point where efforts to solve them
will not be worth it, as costs (of various kinds) will go beyond the
magnitude of the problemiitself.

If standards as regards the solving of the problem rise more rapidly
thanany actualimprovement, then we feel that nothing has gone away.

In defining problems, we have to understand, not just the numbers,
but also the values underpinning problem definition. What are in-


https://dkiapcss.edu/wp-content/uploads/2020/01/Definitions-in-crisis-management-and-crisis-leadership-01242020.pdf
https://dkiapcss.edu/wp-content/uploads/2020/01/Definitions-in-crisis-management-and-crisis-leadership-01242020.pdf
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volved here are the values adhered to by groups in society, key de-
cision-makers or those who have resources at their disposal. These
values will condition the acceptance (or potential non-acceptance)
of means of problem-solving.

Defining problems is inter alia a matter of verifying the definitions
arrived at previously, which might denote some boundary-setting,
the use of definitions from interested parties and stakeholders,
and the confronting of what we have with the available facts, and
then the core empirical data available or making their appearance.

In today’s society issues gain constant verification, definition and
reformulation thanks to the media, experts and interest groups, as
well as politicians.

Problems under analysis always link up with others present in so-
ciety, even as these will be of differing social and geographical
scope, as well as duration. Numbers are of key importance to the
estimations associated with problems, as well as the tackling of
their level of intensity or affliction.

A problem needs to be defined as precisely as possible through to
the moment when the definition has become a strict one associated
with measurability, as well as the taking of action with a view to (re)
solution. Numbers of people affected might be an example. But
problems also have their shaping stories - such as lists of events
and phenomena, decision-makers, ideas, and so on.

Real optionsin the face of a problem do not always and exclusively
denote “fighting” and “combating”. Also available are methods such

ease the symptoms (only)”, “modify the standards
or the measures” or “business as usual”. The background to this
may be the facts that people will need to cope or deal with this one
by themselves; or else that the costs of the solution are too high to
gain broad acceptance.

»u

as “do nothing”,

@ Public administration, please remember!

Summary

= |dentify the sources of potential crises in your surrounding environment.
= Considerifyouare able toidentify some pattern to the emergence of problemsin

the crises that are typical for your branch. Seek out similar situations, and the people

who have to tackle them, as well as any good practices that there may be out there.

Defining the problem in a crisis situation



= Inacrisisitis people that are mostimportant - both the ones you willhave to take
care of, and the ones that will help you do that.

The establishment of cooperation with other organisations, be that in the public
or private sectors, allows for transfers of experience, good practices and scenarios
for the management of crisis situations.

The definition of the problem, rather than its solution, will be the scarce resource in
the future - David Hockney

Inspiring

thoughts

SYNERGIA -in one sentence

If you define the problem correctly, you
almost have the solution - Steve Jobs

217 Defining the problem in a crisis situation
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ATTENTION! GOOD PRACTICE

The resolving of a conflict

of values

KNOWLEDGE PILL

Aim of the practice

The ushering-in of a method of communication that seeks to resolve
conflicts revolving around values

Origin?

Communication, negotiation, management of the environment

When to apply?

When core questions divide people and revolve around values
of importance to people

Results foreseen

(Re)solved conflicts, reduced tensions between parties, greater under-
standing for stances different from ours

Inputs not to be ignored

Regular contacts between parties

Risks to watch out for

Poor communications, hurting people in respect of the values they hold
most dear

Key actions

The search for what unites us, the building of communication channels,
and intensive communication

Key (not sole) measure of
success

The resolving of a conflict of values

Alowering of the level of mistrust and hostility
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)

®

PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

Required financial
outlays

Costs of training in communication and in conflict resolution.

® | @

HRrequired for
implementation

= Anexpertin communication to give training.

= Theleader of the team responsible for communication with the
other party to a conflict, and for the development of a compromise
by means of cooperation.

» The most effective Project Team will be one of up to 10 people.

©

Key organisational
activity that will be
required

= Skills in communication and cooperation.

» The example of leaders offering gestures of goodwill towards an
opposing party, promotion of those set on the peaceful resolution
of conflicts.

Required technical
resources

» Offices premises for the Project Team, with Internet access.

= Aconference room or hall making it possible to run training in
communication.

Time needed

This should all be brought in within 4-6 months.

Knowledge and
experience

= Knowledge needed to implement the practice, as supplied
by communication experts and team leaders.

» Theleader of the Project Team will assume responsibility (account-
ability) for communication with the other party
inthe conflict.

»  Team members will be seeking some common goal, and a compro-
mise that leaves neither side feeling they have been impinged upon.

The resolving of a conflict of values

Cooperation

= Should be entered into mainly between the parties at odds / in
conflict with each other.

« It will be useful to have further positive experience of successful
conflict resolution from other organisations, or groups in society.
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Introduction

MESSAGE FOR THE HEAD OF THE ORGANISATION

There is no perfectly rational way to resolve conflicts

of values, but other ways round it can be sought,

with a focus on the common goal, overarching values

and relations between parties.

Conflict denotes a situation in which two or more persons or groups

of people come across differences of interest, view or vision of
the future; or else an inability to gain core resources or mutu-
ally pursue needs or values or actions; or else an incapacity
to change a situation in a way that is beneficial that is large

enough or serious enough to make reconciliation or abridging

of the differences impossible or very difficult to achieve. The

further fate of the conflict will then depend on whether the subse-
quent action taken is aggressive or somehow still cooperative. For
aconflict can escalate, ease or be resolved'.

It is most typical to categorise conflicts as:

real - in the sense that they are underpinned by material (e.g.
financial) interests, issues of authority and power or access to
resources, and differences in values when it comes to matters
of crucial importance to both parties;

= accidental - given that the source actually lies in misunder-
standing of another party, or even pure chance;
substitute -in that the true dispute is over another matter, which
nevertheless cannot be broached openly (e.g.because one party
is just too strong, or both sides are (still) wise enough to realise
that pursuit of the main conflict openly is too fearful a thing);

= bad-faith situations - the premise here is lack of goodwill to-
wards another party, hostility,a consequent failure to heed the
rules normally in place for dealing with issues, and so on;

= conceadled - in that there is zero or limited visibility to those
looking on, ensuring latency, including because the conditions
for disclosure do not exist or are unfavourable - the level of
hostility and the chances of incidents arising are crucial here;

= false - suchacase denotes that the parties actually have com-
mon interests, but are not able to discern them; or else there is

1 Indeveloping this Introduction, the author has drawn on another publication of which he is co-author, i.e. D. Dlugosz, A. Garbacik,
Podstawy zarzqdzania konfliktami spotecznymi, Poznan 2001.

The resolving of a conflict of values
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The resolving of a conflict of values

active manipulation to ensure they fail to do so, as conflicts are
stoked artificially.

And - in line with sociological realism - where some people per-
ceive things to be real in the life and space of society, they are
real. Thiskind of conceptualisation leaves it necessary to recognise
that a conflict over values is real, and asreal as, say, a conflict over
(physical)resources. This is because the consequences for society
areinevery sense “real”, far-reaching, and sometimes even drastic.

We could take as an example the conflicts over religion in Ref-
ormation-era Europe, which at times assumed the dimensions of
all-out war. For Buddhists or the followers of the first religions in the
Americas, the doctrinal disputes between the Papacy and Martin
Luther or Jean Calvin would most likely be entirely incomprehensible;
yet in the concrete historical reality they gave rise to bloody wars
that enveloped states and alliances, dynasties, great masses of
people and so on.

Today, likewise, the elites in the Russian state are riven by a core
conflict of values: what is to them the (political, spiritual and cultural)
unity or identity of the Russian Mir, and what value for citizens is as-
sociated with anindependent Ukraine, enjoying the right to choose
its fate when it comes to statehood.

Religious wars faded away in the end, i.a. as an effect of the
discovery of a(sometimes brittle) solution in the form of Cuius
regio, eius religio.

There are certain phenomena - arising out of a mistaken percep-
tion of the reality of conflict - that actually favour its emergence
and escalation. These are:

the “halo” effect involving some expansion of a negative as-
sessment of one feature of an individual group into other prop-
erties too;

= self-fulfilling prophecy - e.g.an assumption adopted fromthe
outset that force is going to be used;

= projection, or the ascribing of one’s own features and inclina-
tions to other individual and groups, for example to justify one’s
own aggressive behaviour.

Itis most typical for reference to be made to three core conditions
for effective resolution of conflicts irrespective of type:
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Aim of the practice

The resolving of a conflict of values

The parties to the conflict must accept the very fact of there hav-
ing arisen a situation of conflict; and recognise the need for this
to be regulated.

. Theparties must achieve a certain degree of cohesion internally.

Where thisis lacking, the result may for example be internal division
into factions or radical groups whose presence can obstruct the
attempt to get over or past the conflict.

. Participants to the conflictmust accept as abasis for their relations

certain formal rules laid down via binding procedural norms.
Nevertheless, these do not prejudge the outcome of the dispute
and offer equal chances to participants as regards their expressing
of their stances; along with channels (both formal and informal) for
these to be passed on.

Beyond that, the resolution of conflicts is favoured by:

= the functioning of appropriate institutions offering an arena
for consultation and negotiation, as well as the study of alterna-
tive solutions mutually favourable to the parties.

= Abroad scope of agreement between the parties as regards
what the best solution might be.

= Alack of overlying conflicts of material or psychological in-
terest and values.

= Theexistence of large economic surpluses that can meet the
demands of a party, while offering the other greater freedom
to negotiate.

= Positive experiences as regards the resolution of previous
conflicts, including with personal contacts with those on the
other side of the conflict.

= Equal or almost-equal resources or means of force that the
parties canuse against each other (meaning a situationin which
there is a balance of power).

= The presence on either side of the conflict of people with per-
sondlities that favour peaceable conflict resolution.

The aim of the practice is to putin place conditions by which disputes,
tensions and conflicts may be resolved, with the basic cause here
being differences between parties that might be an office of the
public administration on the one hand and variously organised
representatives of society on the other (be that a trade union, or
an NGO, a minority or some other kind of social movement). Public
administration may be a direct party to the conflict, or else may
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A description of the practice
to be introduced

The resolving of a conflict of values

resort to the practice as detailed below in the role of mediator
between parties within society.

The conflict of values today appearing more and more often in
the relations between organisations, groups and bodies active in
society is quite hard to resolve by way of simple negotiations.
Such conflicts, becoming more and more ubiquitous, have a stronger
influence than in the past on public organisations.

Akey pluralisation of values in contemporary societies (often mul-
ticultural) may surround such questions as state-church relations,
sexual ethics, the relationship with nature, liberty, trust in science,
the assessment of history, and so on - with this all increasing the
likelihood of conflict arising. In such situations the result of a con-
flict taking the form of a “win-win” is usually impossible to achieve.

Conflicts between different interests are most often resolved by
way of compromise. This means both sides resigning from some
benefits, such that their needs are not fully met. So compromise is
concession, to the extent that parties may even feel they have lost.
But the key issue in conflicts involving values is that these values
can be adhered to, even if there is at the same time consent
for some change in the conditions surrounding cooperation.

Aproblemhereisrepresented by the so-called “hawks”,i.e. those for
whom purity of values denotes a lack of readiness to compromise
on the part of a party with different values, who may not even be
willing to make contact.

Conflicts over values may, for example, link up with:

= ideology and political views;

= religion;
convictions (e.g.a strong one sometimes present regarding the
impact of vaccine on a person’s development);

= tradition.

One example of how to resolve such conflicts involves the discov-
ery (uncovering) of a common goal or objective that is more
important than (overrides) the conflict between the parties. The
two (or more) parties will be ready or even willing to cooperate, if the
objective does not generate any more significant violation of
the values of either or any party. The key to successliesin a focus
on the positive results [ effects of this kind of cooperation, even
as respect for the differences vis-a-vis the other side is instilled or
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maintained. Where a protest against the actions of public adminis-
tration arises, andin particular where that is founded upon a dispute

over values, the first thing to do is listen to (the grievances of) the

protesters,in order to understand what their core values are - as

these may underpin the emotions visible in the dispute. Empathic

listening may also facilitate the discovery of some level at which

a common goal might be looked for.

When the listening is done, it will be possible to respond to the most
important questions, at the same time pointing to a standpoint
and underlying values as well as premises. There can then follow
a dialogue based around an initial formulation surrounding
a supposed area of joint work. It is very important that there be
an honest laying-out of issues, with communication as to where
the limits lie, even as there is a simultaneous seeking-out of areas
in which agreement might be sought.

Communication here serves first and foremostin the achievement
of agreement as to what the possibilities for cooperation might
be, and then a maintaining of confidence or consensus between
parties, and not merely the supply of information.

The list of essential actions takes in:

The selection of people within the organisation whose knowledge, experience and
psychological aptitudes facilitate their entering into peaceable relations with the
side inthe dispute and working on the conflict (not necessarily a “dove”, but certainly
not a “hawk”).

Training in the techniques of communication, conflict management and the means
of confidence-building in regard to taking responsibility for work on a values-based
conflict.

The pursuit of anin-depth analysis of stances -i.e. our own and that of the other
side - in the given matter, but also in particular as regards the values that underpin
the positions taken.

The formulation (i.a. with the aid of creative-thinking techniques, be those brain-
storming, role-playing and exchanging, the technique of the 6 coloured hats of de
Bono, etc.) of possible shared objectives (tasks) over which joint work might lead to
conflict reduction.

The selection of the appropriate channels for, and means of running, dialogue
with the other party.

What else is worth doing? At the outset it is even possible to advocate an exchange of po-

sitions described in detail or of expert opinions, and even the

The resolving of a conflict of values
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drawing-up of a protocol regarding the divergence of stand-
points asitis. Theimportant thingis to somehow “de-escalate” the

dispute, e.g.through an change in the language used to expressiit
to the other party, with even symbolic gestures of goodwillembarked

upon. Even this kind of constructive cooperation allows the ice to

be broken and some kind of mutual trust built.

Target (desired) outcome in a public organisation

A description of the planned results if effect is given to the action:

= inthe organisation, a team of people in place who know how to resolve a conflict;

= the establishment of cooperation with new teams, organisations and communities;
= aresolved or at least mollified conflict surrounding values;

= greater confidence or trust in public institutions.

Indicators of the
effectiveness of the practice

Risks and barriers

The resolving of a conflict of values

An assessment as to whether the practice in question is starting

to yield results may be made with the aid of indicators as follows:

An indicator based around numbers of employees trained
in communication, as well as methods of solving value-based
conflicts.

Anindicator comparing the number of values-based conflicts
that end up with a positive resolution - before the practice
was introduced and after.

An indicator showing the percentage increase or decrease
in numbers cooperating with teams, organisations and
communities beyond the organisation, in which the practice
either brought an end to a conflict of values, or at least eased
it - as compared with the situation prior to the introduction of
the practice.

A decline in the number of negative opinions expressed in
public space from the side of the organisation’s circles per unit
of time, as these arise through a conflict surrounding values.
Anindicator of the growth of trust among stakeholders vis-a-
vis the unit of public administration, as based on survey results.

Difficulty with finding any shared goal - at times a long, mul-
ti-stage effort might be needed with this aim in mind.

Radically different (disparate) objectives on the other side.
Unwillingness on the other party’s part to come to any com-
promise, with a consequent lack of reaction to proposals put
forward, gestures of goodwill made, and so on.



Seriousness of the conflict - as when this concerns an im-
portant value (e.g. of an existential nature) - to the extent that
the other party is not willing to communicate, and is even ready
to face disaster, or devote everything in the name of what it
believes in and holds dear.

= Leaders unwilling to cooperate or lacking the skill or instinct
needed to ease conflicts.

What next?
Self-questioning

Sometimes the resolution process may need to bringin mediators, facilitators
and a “good offices” mission that for example takes advantage of authority
figures in society, and so on.

Ask yourself the following questions:

= Amlcertain that there is never going to be any chance for change in what | believe
in or in my values (of a personal nature, characterising my organisation, or relating
to my outlook on the world)?

= And what if my values left me in a small minority? How would | feel then?

= Do highly disparate values mean that we and they may not even like the same music
or the same ways of spending time, or even experience the same joy at the success
of our sporting heroes?

= Just which of the values adhered to by my adversary might result in my
own enrichment?

286

@ Interesting examples, implementations and indications
Possible solutions in a situation of conflict surrounding values

= The unilateral solution -imposed by the stronger group, with values of the weaker
party ignored and not taken into account. The risk here is of a change of solution to
an extremely different one, should the weaker group ever become the stronger (for
example having won an election).

= The democratic solution - possible options are regarded as of equal weight or
worth, and the opportunities to report and communicate each of them are on the
same level, making it possible for democratic voting to decide on the adoption of
one defined solution, with the chance to choose being a free and unhindered one.No

2 For abroader look, see: E. Wesotowska, Deliberatywne rozwiqzywanie konfliktow wartosci. Wielos¢ drég do porozumienia,
Olsztyn 2010.

The resolving of a conflict of values
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modification of views here is necessary, but key importance is attached to accepting
the value arrived at democratically. Unfortunately, this will be less effective if the
defeated group continues to feel the sense of catastrophic loss, and even starts to
disregard democracy.

The compromise solution - each party resigns from certain postulates in the inter-
ests of agreement being reached - this denotes a solution reflecting elements of
the initial standpoints of both parties.

The integrative solution - through cooperation, the parties manage to find overar-
chingor core values, or else they “reframe” or “reconfigure” the conflictin such away
that possibilities for a new solution to be found are now noticed. This ensures that
new scenarios capable of being envisaged do not even represent a compromise,
but are rather a jointly-developed (and often innovative) solution to the dispute that
has pertained between the parties.

The last solution makes reference to the so-called deliberative
debate. This is a group process of seeking agreement by way of
a discussion in which the participants enjoy equal status, show
respect for each other and are free(d) of all external forces and
pressures. This deliberation thus stands out in the cooperation
that pertains between parties, the resort to rational and sub-
stantive argument, the open way in which stances and argu-
ments are presented, and there is areal attempt made to find
what(ever) it is that links the parties in spite of themselves.

Why it is so hard for the parties to a dispute to find a solution -
factors of key importance

1. The hostility (hatred) pertaining between the parties only serves to
intensify the tensions.

2. The parties suspect and do not trust each other when it comes to
honesty as regards both actions and intentions. Fearing the other
party gaining some edge, they keep their secrets, and communi-
cation suffers.

3. The parties do not (any longer) have any channels (means or path-
ways) of communication, having not maintained contacts, failed to
stay in touch, including as the dispute grew up.

4. The parties have taken up unequivocal public stances from which
retreat is now difficult.

5. The maintenance of an unyielding stance reflects the desire to keep
the support of various groupings in the face of the conflict.

The resolving of a conflict of values



Based on:

E. de Bono, Myslenie przeciwko

6. The parties engage in some kind of “ritual dance” in respect of the
conflict: making threats, escalating their demands, showing just how
“tough” they are, and exerting pressure on the opponent.

7. The parties deploylanguage in the negative labelling (stereotyping)
of one another.

8. Conflict canbe of great benefit to one of the parties - via popularity,
consolidation, or the silencing of criticism at home, among other
things.

9. Theparties find themselves in the “conflict-situation trap” - whereby
it becomes difficult for them to look in on the situation frombeyondit,

konfliktom. Twércze metody rozwiqzywa- with a view to a solution being found. Ultimately, the space available

nia sporéw, Gliwice 2010, pp. 153-167 (the
Polish version of Conflicts: A better way

to resolve them).
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to them to think about how to escape from the conflict is now con-
fined within the said “trap”, with there seeming to be noway out at all.

@ Administration, please remember

Summarising

O

Inspiring
thoughts

Conflicts of values are difficult, so maybe it is worth thinking like a philosopher?

think like a Buddhist or a Stoic - we are condemned to experience conflicts, includ-
ing around values, but “while pain is a reality, suffering is a decision”;

think like Immanuel Kant: only proceed in line with maxims that you would wish

could become universal laws;

think like John Rawls - apply a “bear curtains” assumption as you do not know what
your positionis vis-a-vis the other party (weaker, stronger, armed, defenceless, in the

maijority or in the minority) - so how do you behave in a conflict?

When conflict becomes a win-lose contest in our minds, we immediately try to win -
Thomas Crum

Do not think of knocking out another person’s brains because he differs in opinion
from you. It would be as rational to knock yourself on the head because you differ
from yourself ten years ago - Horace Mann

Contempt: the feeling of a prudent man for an enemy who is too formidable safely to
be opposed - Ambrose Bierce

SYNERGIA -in one sentence

An eye for an eye leaves the whole world
blind - Mahatma Gandhi

The resolving of a conflict of values
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ATTENTION! GOOD PRACTICE

The science of communication
in a crisis situation

KNOWLEDGE PILL

Aim of the practice To cope in and with crisis situations
Origin? Communication, crisis management, team management

When there are problems in communication with the surroundings and
When to apply?

the mediaq, in situations problematical for the organisation

Results foreseen A plan, procedures and a teamin place in the event of a crisis
Inputs not to be ignored Risk analysis and scenarios, as well as their testing
Risks to watch out for Failure to anticipate

The establishment of a group of people able to communicate in a situation

Key actions - .
of crisis, as well as to pass on the message from the organisation

Training in regard to crisis situations, on the basis that reactions can be
honed by “dry runs”, with possible flaws also detected before the crisis
actually arises

Key (not sole) measure of
success

The science of communication in a crisis situation
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

The establishment of a team may prove expensive, because it will need
to include well-trained specialists whose conditions for action the
organisation will need to put in place. On the other hand, rapid and
competent reaction to a crisis in line with a developed plan will allow
outlays to be limited when it comes to the usual activity to put a crisis
behind us, and to curtail and then rectify its effects.

@ HRrequired for
implementation

«  Ateam of 5-7responsible for the preparation of a crisis-related plan
of action.

» Interest on the part of leaders - a crisis-management team
presents them the plan of action.

» APress Officer trained in matters of communication
during a crisis.

» Theintroduction of training specialising in communication.

@ Key organisational
activity that will be
required

» Implementation of arisk-assessment strategy.

» The making-ready of procedures for communication internally
and externally.

= Preparation of crisis-management procedures.

® Required technical
resources

Introduction

» Modern equipment, the services of aPR agency for TV, radio
and social media.

= Those needed for crisis-management team meetings, as well
as meetings at which this team will meet with others within
the organisation.

» Databases and computer programming of use in risk analysis.

MESSAGE FOR THE HEAD OF THE ORGANISATION

Prepare yourself and your people for the time of crisis,
and make crisis procedures ready!

Citizens and politicians alike are demanding that more and more
prevention plans be in place just in case a crisis situation (or
even the threat of such a situation) arises, and the blame-game

The science of communication in a crisis situation
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among politicians can often mean that institutions and competent
civilservants are caughtin the crossfire. Our present times of uncer-
tainty are such that the number of unexpected eventsisincreasing.

Thatmakes it necessary for public organisations to be prepared to
react to emerging crisis in a public-institutions manner that is both
system-wide and professional.

Public institutions must adapt to a VUCA environment and world, i.e.
one thatis volatile, uncertain, complex and ambiguous; and they
must also learn how to use communication tools, be these traditional
or in social media, in order for crisis situations to be resolved and
concern or disquiet in society reacted to.

@ Core principles in the management of a crisis of communication:

= more references made to imaginings and impressions than facts;

= listening to those who protest and seeking to feel their emotions;

= speaking from the point of view of recipients;

= adistinction drawn between a court of law and the court of public opinion;
= ethical activity (always).

This is useful in all public institutions, at every level and in every context.

Aim of the practice: the
acquisition of a methodical
approach by which to react
tocrises.

Which actions does the
practice encompass?

The aim here is to establish a crisis-management group compris-

ing employees responsible for PR and crisis management, experts
in the given subject, together with those who have good contacts
with stakeholders externally.

= Gathering together a crisis-management team responsible
for the institution’s reaction to crisis. This demands decisions
regarding membership and chairing, as well as a clear means
of communication and affiliation.

= Posing first questions in the crisis situation, as regards institu-
tional rules and principles; then defining the problem(s) for the
institution to (re)solve; anticipating the further development of
the situation; and choosing an appropriate tone for communi-
cation with the citizens.
Deciding on the institutional standpoint: what role the organisa-
tion should play in crisis-resolution at the present moment; what
roleithad inwhat happened; responsibility then needs to be tak-
en, withanimmediate apology issued if neglectis demonstrated.

= Defining the responsibility (accountability) of the institution by

way of clear communiqués: ceasing with or withdrawing from

The science of communication in a crisis situation



whatever has been doing harm; explaining what happened, as
well as the knowns and unknowns; with information given on
what steps the institution has been taking.

= Communicating the message: first the choice of spokesperson
for each community; then a decision as to the most effective
channels of communication for each citizen. A plan to ameliorate
consequences of the crisis is then prepared and communicated.

@ What else is worth doing?
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Identifying people in the organisation who are accountable, and can convey worth-
while communiqués in a given situation.

Seeking out opinion leaders, who can share the opinion of the organisation, and
use their influence to spread the message and help offer justification (e.g. a solid or
robust scientific basis).

Communicating proactively.

Target (desired) outcome in a public organisation:

1.

2.
3.

Indicators of the
effectiveness of

The development of a crisis plan consisting of the following steps:

Threat identification for the institution, with an ordering in terms of significance.
The determining of roles and responsibilities for the circumstance of a crisis, such
that everyone knows what they are to do.

The preparation of scenarios for each high-impact or high-probability crisis.

The integration of all of the above into a single document.

The indicating of crisis-team membership, channels of communication, and both the
techn(olog)ical and information-related means.

A plan pre-tested with the aid of strategic exercises and games.
Preparation of the organisation for work in time of crisis, but also afterwards.

To measure the degree to which assumed objectives of the given
the practice practice are being achieved, it is possible to apply the following
measures, which can be termed indicators of the effectiveness
of the practice. In the case of preparation for crisis situations, the
basic (also essential) indicators are those relating to products, i.e.
procedures developed within the organisation, as well as (and on
the basis of) training and drilling. At the same time it needs to be
remembered that the stories of many organisations (public-sector
not excluded) shows that many crises came as a surprise (“‘generals
ready to fight the last war”). They may not always be anticipated,
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An example of a communications
disaster:

the sinking of the Titanic was also

a catastrophe from the point of view of
communications:

The Most Famous Communication
Disaster In The World. What Happened
Next Was A Communication Disaster.

Risks and barriers

with the necessary plan of action made ready and drilled. Then
a situation arises in which detailed procedures are less important
than people’s trustin themselves, together with their creativity, skills
in teamworking and cooperation. But ultimately, there is also still
aneed for leaders to be in place who know how to face up to acrisis.

Example indications of use in assessing an organisation’s pre-
paredness for crisis situations:

Firstand foremost, atleast once ayear there are crisis exercises

and drills for the organisation as a whole, as well as the crisis
team, in regard to each kind of crisis that the institution might
encounter or be involved in. These drills need to be subject
to evaluation (as a product entailing impact assessment).
Things might be practised before procedures and training

are brought in, and then once again afterwards, in order
for the impact to be gauged (not least in terms of how long

it takes to put procedures in motion).

The crisis-management planis made subject to ex ante expert
assessment (for example of the Devil’'s Advocate kind) -
and this should also extend to role-playing exercises relating

to acrisis situation (as a product).

The numbers of people trained in what to do if a crisis situation

emerges (a product).

The level of familiarity with and comprehension of the crisis

procedures, among key personnel in the organisation (as an

outcome).

Each situation of crisis or potential crisis needs to be analysed

after the fact, along with the organisation’s reaction to it - by
both internal and external observers (an impact assessment).

A culture that sweeps crises under the carpet.

Reaction that comes too late thanks to the typical speed at
which administration works.

Alack of foresight regarding the emergence and development
of a crisis situation.

Failure to take action in the face of evidence and facts.

The presence of people not ready for,and not committed to, the
tackling of challenges.

Flawed communiqués and wrong communication.

The science of communication in a crisis situation
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What next?
Self-questioning

Ask yourself the following questions:

= Dolpossessa “crisis radar” and do | pick up (on) weak signals?

= What else might go pear-shaped?

= Who and what need to have special protection extended to them?
= How to communicate, and mobilise, without scaring?

Interesting examples, implementations and indications
There can't be a crisis next week. My schedule is already full - Henry Kissinger

= Thelate Henry Kissinger on crisis management
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Inspiring
thoughts

Public administration, please remember!
Summary

= |dentify the sources of the crisis.
=  Beateam.
= People matter most.

A fact will always be bare, however dressed up in the latest fashion it may be -
Stanistaw J. Lec

Nobody believes the official spokesman, but everybody trusts an unidentified source -
Ron Nesen

SYNERGIA -in one sentence

Every little thing counts in a crisis =
Jawaharlal Nehru

The science of communication in a crisis situation
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ATTENTION! GooD PRACTICE!

Stakeholder servicing adjusted to
the needs of the elderly

KNOWLEDGE PILL

. . To ensure that a high level of public service is rendered to the elderly
Aim of the practice

(senior citizens)

Origin? Communication management

When assessments of the quality of the work of staff and the image of the
When to apply? organisation overall are very much dependent on the opinions of people
of advancing years

Public services rendered in a manner adapted to meet the needs of older

Results foreseen
people.

Precise study of the needs of clients and their experiences in relation to

Inputs not to be ignored o
organisations

Rates of change that are too rapid, and the application of technological

Risks to watch out for ) ) ) ) ; )
novelties without first checking how clients are going to react to them

Key actions The science of communication adapted to particular needs

Key (not sole) measure of

The science of communication adapted to particular needs
success
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Level of difficulty of
the practice

®

PREPARATION / RESOURCES

Hard
@@®

@

Required financial
outlays

Costs of training in communication and cooperation with older
people.

The running of an informational and promotional campaign.

The running of a helpline, and remuneration for those staffing it.
Remuneration of the team responsible for devising additional
tools and services for senior citizens.

The introduction of the aforementioned additional services for the
elderly.

@ People needed to
implement

A team (of 3-4) responsible for devising the aforesaid additional
tools and services for senior citizens.

Personnel for the aforementioned helpline - number of employ-
ees depending on the size of the institution and the type of services
they offer.

An expert on communication and cooperation with the elderly,
responsible for giving training.

Staff involved in promotion, responsible for the informational and
promotional campaign addressed to older people.

@ Key organisational
activity that will be
required

Support for management of the organisation.
The founding of the Project Team with leader, responsible for
ushering in change throughout the organisation.

® Required technical
resources

A room to train people in communication and cooperation with
older people.

An office for the Project Team, equipped with a computer and
Intranet access.

technical resources needed to establish and maintain the helpline.

Time needed

This practice requires time, i.a. for planning, needs analysis, change
management, testing, etc. This reflects the potential tangibility of the
negative consequences (including for image) should there be problems
with implementation. And this conditions success. So the implementa-
tion process needs to have some 12-15 months devoted to it.
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Knowledge and
experience

= Anexpertin communication and cooperation with the elderly.

«  Staff with extensive experience in serving this particular group.
= Staff to be involved in promotion.

= Technical staff to support and maintain the helpline.

@ Cooperation

Introduction

SCENARIO 2022

As this practice is brought in, close cooperation and exchange of
experience will be needed in regard to other organisations offering
their services to senior citizens, like:

= the University of the Third Age,

= carehomes,

= NGOs working in the interests of the elderly.

MESSAGE FOR THE HEAD OF THE ORGANISATION

When you help others feel important,
you help yourself feel important too

= DAVID J. SCHWARTZ

Today’s societies in developed countries (like those of the OECD or
EU) are subject to processes of ageing, as people live longer and
there are more elderly people. The share of the population aged
60 and over is growing'. The Table below presents the Statistics
Poland forecast for that country. The phenomenonis able toinduce
its effectsin every sphere of life, and of course as regards policy, the
economy (demand for particular goods and services), society (with
anemphasis on the so-called slow life), and even the world of fashion.

2030 2040 2050 2060

High

Medium 7.35

Low

8.33 9.04 10.53 11.09

819 8.67 9.87 10.07

8.05 8.30 9.19 8.98

Table: Numbers of people (M) aged 65 and over in Poland in line with three scenarios and in selected years?

1 For more on this, see for example: A. Baranowska: Starzenie sig spofeczenstwa europejskiego jako wyzwanie XXI wieku. Casus Polski, in:

Opuscula Sociologica No. 4 [ 2017.

2 Source: Glowny Urzqd Statystyczny (Statistics Poland). Prognoza ludnosci na lata 2023-2060. Warsaw 2023, p. 36.
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Senior citizens have the power of the vote at their disposal, and
through it they can demand a high level and quality of services
of the state, local and regional governments, and various entities
(companies, NGOs, etc.) tasked with providing public services. More
and more governments declare and pursue so-called policies for
the elderly - with objectives tailored to the needs of that group, and
with relevant public programmes3.

As in every age of the cycle of life, the needs of each social cate-
gory are partly universal (as with expectations of fast service), and

partly specific (like ways adjusted to the specific group when it

comes to information about rights and obligations).

At the same time, states today declare, often in their Constitutions,
acommitment to the principles of the “welfare state” (albeitin an
updated contemporary form). These principles entail assurances
as to services like social welfare and rehabilitation, healthcare,
education at all ages, access to recreation and culture, and action
taken to the benefit of consumers.

The voting power of the “silver generation™ is such as to ensure
that politicians in democratic countries have to continuously “up-
date” the range of services addressed to this part of the electorate.
This voting group is accustomed to customer service standards
in private institutions, such as banks, retail chains, cultural ser-
vices, and recreation, and compares the delivery of services in
these organisations with those in the public sector. Since the 1980s,
a ‘pro-client’ approach has become entrenched in public-sector
administrations. It draws on the experiences of the private sector,
though the public sector has, over time, developed its own methods
tailored to its specificities for managing customer relations.

The servicing of the elderly forms part of the area of manage-
ment that deals with customer relations, and in particular the
part covering practices for servicing people with special needs.
That is of course a rather broad category, and particular needs
might be defined by reference to different criteria of age, gender,
state of health, family status, place of residence, type of work, etc.

3 Anexample might be provided by a Polish Programme - via Resolution No. 161 of the Council of Ministers of the Republic of Poland dated
26th October 2018 adopting the document entitled Polityka spoteczna wobec 0séb starszych 2030. BEZPIECZENSTWO -
UCZESTNICTWO - SOLIDARNOSC (i.e. the SAFETY-PARTICIPATION-SOLIDARITY Policy for the elderly).

4 Inthis matter, see for example: A. L. Campbell and J. Lynch: The Two Faces of ‘Gray Power”: Elderly Voters, Elderly Lobbies and the Politics
of Welfare Reform.
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Aim of the practice

Which actions does the
practice encompass?

In the case of the practice detailed below a key criterion is age.
While older people, senior citizens and the elderly are all terms that
have beenused here, itis hard to say exactly what that age is, though
it may be valuable to accept that this is most especially about peo-
ple of such an age that they have now ended their professionally
active life. In Polish conditions (though not everywhere) that would
mostly mean age 60 among women and age 65 among men. In
turn, society’s perception most often tends towards some age
category.Butit cannot be forgotten that, notwithstanding the many
common characteristics, senior citizens differ one from another,
e.g.as regards health, family status, place of residence and so on.

The aim of bringing this practice in is to ensure a high quality of
service for the elderly, as well as to cut the amount of time it
takes from them to be served. A further result of the practice
being implemented is to improve the mood and self-assess-
ment of employees at institutions within public administration, as
aresult of these having become more client-friendly, with activity
based around professional conduct and interaction with higher-level
stakeholders.

Inthe management of customer relations, the basis oftenliesin the
concept of the “standard of service for people with particular
needs”. It can be thought that such a standard should apply to
older people too, given that this group has certain specific needs
typical for it.

The standards referred to usually relate to three main areas:

the architectural accessibility needed for the receiving and de-
livering of services (road access, car parks, lifts (elevators), toilets,
service points in particular places, and so on);

. availability of information on the individual and the services re-

ceived (designation, a table of information, leaflets, a website, pat-
terns of forms, sign language, and so on) - “plain” language in the
servicing of customers might also be involved here;

. the way in which the customer is served, with needs matched,

but also researched further, rules laid down for queueing and the
booking of meetings with officials help with fillingindocuments, the
opportunity to announce or declare particular needs, etc.

The introduction of a practice having direct influence on a large
and opinion-forming group of citizens should be planned spe-
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cially and prepared for painstakingly, so that possible pitfalls
(including for the image of public administration andits institutions)
can be avoided. Moreover, the ushering-in of a practice should
be adjusted to specific features of the particular entity in public
administration.

The core steps seeking to adapt services to meet the needs of the
elderly are as follows:

The launching of a dedicated helpline.

This allows the stakeholders to gain easy and rapid contact with the
institution,inorder for an answer to key questions to be obtained. In
this way, it will i.a. prove possible to avoid:

= formsbeing filled in wrongly;
= long waiting times in the building of some institution in public
administration.

Research shows that access to mobile or landline phones is very
widespread among the elderly, with their skill in using this equip-
ment exceeding that as regards the use of other media (like the
Internet).

. Therendering of additional services andintroduction of instruments

specifically dedicated to senior citizens. The nature of these de-
pends on the processes brought in at given institutions. The effect
here is a raising of levels of satisfaction among older people

asregards the services provided for them. These might be ways of
communication, ways of serving and resolving problems adjusted

specifically, special visiting times at offices, services allintegrated

in one place, the presence of assistants for the elderly, and so on.

. The organising of training in communication and cooperation

with the elderly. Of key importance here is that this training be given

by an expert of long standing, not only in work with the elderly, but
also in the way public administration operates. Alongside the obvi-
ous outcome in the form of animproved quality of service for older
people, courses of training might also exert a positive influence

onrelations between employees of differing ages.

. The pursuit of informational and promotional campaigns in tra-

ditional and social media. In this, it is important that information
contained in such a campaign be passed on in a manner compre-
hensible to older people.
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Outcomes for the public organisation:

= @ high quality of services rendered to senior citizens in institutions of the public

administration;

= asmaller amount of time needed to serve older people;

= increased levels of satisfaction among the elderly, when it comes to the services
that institutions in public administration provide;

= animproved mood among public-administration employees, thanks to more inter-
actions with senior citizens becoming more fruitful;

= areduced number of documents being filled out wrongly by senior citizens;

= improved relations between employees within the organisation, where these may
be characterised by greater age differences.

Indicators of the
effectiveness of the practice

To measure the approximation to objectives adopted for a practice,
itis possible to apply indicators as follows, which we can term indi-
cators of the effectiveness of the practice:

anindicator of the overall level of satisfaction with services

rendered by a unit of public administration, as revealed though

the use of questionnaires among elderly clients;

an assessment of the quality of the service rendered by the

institution from the point of view of several selected criteria of im-
portance to older people (e.g. understandable language usedin

communication and asupportive approach on the part of staff);

areduction in the amount of time needed to service elderly
people, even as the quality of service is notimpaired;

an indicator comparing the total amount of time assigned to

the servicing of senior citizens before and after introduction

of the practice;

an indicator revealing a rise or fall in numbers of documents

filled inincorrectly by elderly people.

Key challenges and threats to the pursuit of good practice in the
public sector:

the dissatisfaction of a section of the public (citizenry) - i.e.
the elderly - as aresult of failure at one stage or another of the
implementation process;

overly-superficial training of those manning the helpline ser-
vicing the elderly, or else a wrong choice of those employees;

a reduced servicing time for this group may prove hard to
achieve given the specific features, and certainly may not be
achieved at the expense of quality;
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SYNERGIA -in one sentence

I've learned that people will forget what

= difficulties in the cooperation achieved between staff and
elderly people, arising out of cultural differences (involving, not
only age, but also level of education and language used in com-

you said, people will forget what you did, municating), as well as shortfalls in training and the information

but people will never forget how you

campaigns.

made them feel - Maya Angelou

0

What next?
Self-questioning

Ask yourself the following questions:

How does a senior citizen as your client differ from your office’s other clients?
What is particularly important to / for / among this category of client?

What is it worth knowing about the distinct needs among groups of elderly people?
After all, they are not as homogeneous as all that!

What tools of communication with the elderly might prove the most effective?
What could go wrong, and what do we do if things go pear-shaped?

Interesting examples, implementations and indications
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Inspiring
thoughts

A Canadian advisory booklet taking account of age differences among citizens and

clients - Age-Friendly Communication: Facts, Tips and Ideas.

A work developed for the UK’s Ministry of Labour and Pensions - K. Ritters and H.
Davis: Access to information and services for older people - the joined-up approach.
Working Paper No. 53/2008.

The Council known as Warszawska Rada Seniordw - and its Miejsca Przyjazne Sen-
iorom (Senior-Citizen-Friendly Places) competition.

Public administration, please remember!
Summary

An authentic pro-client approach entails account being taken of the needs of different
groups, of which each is different!

The significance of senior citizens as consumers, voters and opinion-formers is
growing.

Standards of service for the elderly that we shape will also benefit our loved ones -
and our own selves in the future.

Education is the best provision for old age - Aristotle

How you think about your customers influences how you respond to them - Marilyn
Suttle
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AREA

Project
management
in the public
sector

(cohesive project-
management
methodology)*

In this Section, you
will learn about the
practices advocated
by theoreticians
and practitioners
alike, when it comes
to management as
a means of dealing
with problems posed
to organisations
and their managers,
often taking the form
of defined, most
often complex tasks
(objectives) that
need to be dealt with
fully within a defined
amount of time.
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A project may be defined in various ways. Most often this is a one-
off activity, albeit complex and multi-stage, which is to lead to the
achievement of an objective. The relevant Polish government hand-
book on strategic projects entitled Zarzqdzanie projektami stra-

Nikita Khrushchev: tegicznymi. Rekomendacje'regards a project as definitely being
Politicians In the East and the West are separated out from the constant, everyday activity, as an under-
the same. They promise to build bridges . . i .

even when there are no rivers. taking seeking to make a change that involves some more-unique

product or service made ready in and for a particular period, and
with adesignated budget. Furthermore, whatever itis that we arrive
atinthe end should meet qualitative and quantitative requirements
set outin advance

The complexity of the objectives involved (across dimensions that
are legal, financial, organisational, communications-related and
political or policy-related) link up with multi-faceted risk (of failure) to
suggest specialised methods by which projects will need to be pur-
sued - hence a methodology associated with project management.

The Oxford Dictionary of Management (as translated into Polish)

againsees aproject as a set of activities seeking to ensure that

adefinedresultis achieved, again with a defined beginning and

end. These actions are linked together and must be given effect
to in a defined and logical order?. Today’s project management
takes place with the aid of special methods, tools / instruments, and

programming - becoming essential given the growing complexity
of both business and public projects, as well as the growing unpre-
dictability that now surrounds such undertakings.

Introduction

Specifics of the area?® The practices of this organisational and management science qual-
ify as project management; and the achievement of objectives
assumed for a project is as old as human civilisation itself (think
of the Pyramids, the logistics of war, the Great Wall, the Suez Canal,
the Ford system of mass production). Nevertheless, it is quite often
considered that the beginning of true, modern project management
came with the Manhattan Project (pursued in the years 1941-1945,

Abraham Lincoln: to ensure that the US would have the atomic bomb). This Project
Give me six hours to chop down a tree involved around 125,000 people, and cost some 2 billion of the
and | will spend the first four sharpening then dollars.

the axe.

1 Zarzqdzanie projektami strategicznymi. Rekomendacje. Rzqdowe Biuro Monitorowania Projects Centrum Analiz Strategicznych
Kancelaria Prezesa Rady Ministréw. Warsaw 2021, p. 8.

2 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 486.

3 Anaccessible and exhaustive discussion of the management of projects can be found in: S. Portny, Zarzqdzanie projektami dla
bystrzakéw, Gliwice 2019 (in essence a translation of Project Management for Dummies).
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Superpowers love “prestige projects”
that are a manifestation of their power
and strength, e.g.:

Versailles - the project of the Sun King.

The Trans-Siberian Railway - the project
of the Tsars.

Apollo - taking men to the Moon.

A project (by reference to the Project Management Institute
definition) is a temporary undertaking (and hence something that
begins and ends), whose aimis to generate a unique product (be
that a new development of some kind or the provision of a service).
According to the PMI, there is here also activity that uses access
to knowledge, skills and methods in order to meet expectations
and needs of stakeholders.

Features of a project include an orientation towards the attain-
ment of what the organisation sees as animportant (one-off) objec-
tive, with the activity of many people coordinated in the name of
that, over a defined (not indefinite) period of time. Features of agreat
many projects are complexity and multi-disciplinarity. And as
arule, projects have, not only objectives, but also resources and
deadlines, costs and a level of quality needing to be achieved, as
well as a series of actions, tasks and steps that together combine
into the ultimate achievement of the goal set.

Also as a rule, project management takes in different kinds of ac-
tivity, engaged in to ensure the final objective is attained. Particular
domains within project management include such management
as that of assigned human resources, attendant risk and com-
munications.

There are many methods and methodologies by which effect
can be given to project management - and these range from tra-
ditional ones to so-called “agile” ones, as well as extreme ones.

In the Polish governmental administration for example the meth-
odological recommendations (designed to be an introduction to
adevised (2021) Polish methodology for project management) were
prepared by the Prime Minister's Chancellery. Four handbooks on
projects, programmes, the establishment of portfolio offices and
detailed project techniques are accessible on the website of that
institution®.

Also applied are alarge number of techniques seeking to check on
progress with projects, An example would be the Gantt Diagram
and the PERT (critical path) method, within which a matter of great
significance are such notions related to actions as milestones,
deadlines, reserves of time and resources. Practitioners in fact

4 |tis on the basis of the materials presented that KSAP organizes certain of its training courses.
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The specifics of the areain
public administration®

Polish public projects:

On 23rd September 1922, the Sejm of the
Republic of Poland adopted an Act
authorising the Government to construct
aseaportin Gdynia.

Poland’s accession to the EU was also
aproject.

Edward Gierek in the communist era
sought to legitimise his rule by ordering the
reconstruction of the Royal Castle in
Warsaw, among other things. The 1970s
ended in crisis, but the Castle made its
permanent comeback.via projects and
so-called portfolios of projects. All of these
generate a complex picture with which the
organisation must deal and cope.

recommend applying hybrid methods, inline with need. In fact, new
methods and methodologies in project management continue to
arise, including Prince, agile, and so on®.

Difficulties with project implementation - e.g. non-achievement
of objectives, delays and lower quality - may arise out of either
poor project management or an improper diagnosis or choice of
objectives to be achieved (e.g. due to alack of realism or shortage
of resources).

A specific feature of project management in administration lies

in the scale, which may range from the relatively small (a confer-
ence) to the huge (planning and construction of a high-speed railway,
vaccination against COVID-19, achieving transformationin the face

of climate change). Sometimes these scales may relate to a billion

people (in India and China), and to outlays of billions of dollars.

Complex undertakings make use of the notion of the “project port-
folio”. This means “a set of programmes and projects or other work
selected by reference to defined criteria, as grouped for effective
and efficient management and auditing.

Aprogramme, then, may in turn be defined as an undertaking com-
prising linked projects and actions associated with the management
of theinitiative in question. A programme has as its aim the achieve-
ment - within a defined time and budget - of concrete results and
benefits (a strategic effect that represents a synergistic cumulation
of results arising as products are generated’.

Public projects link up closely with the public interest, as well as
(thanks to their costs and effects) with political power and authority.

Legal limitations impose various things on administration (not
least tendering, judicial review, access to information, recruitment
competitions for managerial posts), and this all combines to ensure
that large public projects are even more difficult to manage.

And this is a field of both knowledge and practice.

5 Thereis awealth of subject literature on methods of project management in: Metodyki i standardy zarzqdzania projektami,

ed. M. Trocki, Warsaw 2017.

6 The specifics to the management of public projects are discussed in the Polish literature, by for example B. Kozuch, Zarzqdzanie

programami i projektami publicznymi, (in:) Instrumentarium zarzqdzania publicznego, ed. B.Kozuch and t. Sutkowski, Warsaw 2015.
7 For the definition of the portfolio and programme, see the same source - page 8.
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A higher level of project
management: management
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Public administration often thinks of projects as external activity that
the given office gives effect to. But the organisation of work under
a project does not have to involve massive undertakings. The
writing of Acts and Regulations and the development of analyses are
constants in the work of administration, and often relate to a wide
variety of different areas, even as they serve ahost of different ob-
jectives. The subordination of these to projects allows for better
management of the entirety of the work of administration, given
the way inwhich types of frameworks for thought and actionare
provided, on the basis of matters being brought to a close, and with
some kind of visible outcome.

In amaijority of organisations both private and public there is parallel
implementation and pursuit of many projects (even several tens in
the case of multi-project environment). In parallel, in organisational
space and time, there are in operation projects, sub-projects, pro-
jects with stepwise aims, and programmes introduced.

What is more, the above will have been initiated at different times

and pursued by different units, and they differ in terms of risk, cost
and timetable. They may either be somehow mutually supportive or
connected, or else they may “compete” with each other for resourc-
es (be that people, time or money). This all makes it very important
for managers of both middle and high rank to be able to deal with

alarger number of projects running simultaneously. The portfolio of
projectsis for example something linked up (under one organisation

or leader or part of the organisation, acting in support of the same

goal and / or funded from the same source). Larger (e.g. public)

programmes are also given effect to via projects®.

@ Good practice in the management of multiple projects:

=  The management of multiple projects is something done in support of identified stra-
tegic objectives, whereby we make selections of projects that will act in support of,
and further, core strategies. A strategy is NOT alist or bag of projects with nological
linkage, important for units of the organisation or continued with for years.

= Thereis aneed for conscious and effective coordination of all projects of the given
organisation at the level of the group (or portfolio) of projects, or else with multiple
projects that gain clear recognition as separate and distinct from one another.

8 Wdrazanie strategii przez projekty. Ed. E. Buktaha. Szkota Gtowna Handlowa (Warsaw School of Economicsw). Warsaw 2022.

Project management in the public sector



310

Itis necessary that there be prioritisation when it comes to project initiation and the

ascribed resources (denoting balance within the portfolio, i.e. between the number of
projects and available resourcing). That means reviewing and prioritising, potentially
with some projects being curtailed or shut down.

Groups of projects are “sustainable” (number to be manageable by the organisa-
tion tailored in line with risk and availability of resources”) - the portfolio cannot be

overloaded with projects.

Component elements within the portfolio of projects are identified and categorised

in terms of their being important for the organisation, and likely or not to be associ-
ated with risk.

Thereis a conscious, organised system and process by which to manage a portfolio

of many projects (entailing prioritisation, elimination, the adjustment of resources,
risk abatement, and so on).

A portfolio of projects is subject to monitoring by reference to key criteria (timetable,
risk, funding, and so on)®.

9 E.Sonta-Drqczkowska, Zarzgdzanie wieloma projektami. Warsaw 2012, especially pp. 17-23, 44-57.
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ATTENTION! GooD PRACTICE!

Tools by which to manage
projects at different stages of
their life cycles

KNOWLEDGE PILL

. . to have practical tools by which to solve different problems as effect is
Aim of the practice

being given to a project

Origin? Project management, strategic management

When it matters to us to have efficientimplementation of undertakings
When to apply? (we do not even have to call them projects), and we wish to avoid
difficulties (like delays, shortfalls in resources, or risks)

« Effective projects
Results foreseen =  Nodelays
= Non-exceedance of available resources

Inputs not to be ignored Training and computer programs
Risks to watch out for Poor project planning in projects
Key actions Project selection, definition, planning, implementation and monitoring

Key (not sole) measure of

Anincrease in the number of successful projects
success
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

The method may require outlays - above all in association with
training and consultant support in regard to the management of
projects.

The cost-effectiveness of each given solution needs to be studied.

@ HRrequired for
implementation

Members of the team involved in the project will need to be trained in
how to use the tools; this will be at an advanced level where heads of
projects are concerned.

An expertin the field of the use of project-management tools who will
lead the training within the Project Teams.

@ Key organisational
activity that will be
required

A high level of awareness of projects within the Board, and hence
political will.

High-level analytical (planning and estimation) skills.

High-level communication skills and an openness to feedback.

An ability to deal with the technology (specialised programs, training
and so on).

Openness - alack of fear of failure, and a motivation to embrace
change.

Arole for a project leader with knowledge on the management of
projects and teams, and authorisations to take decisions and give
effect to them.

® Required technical
resources

Programming on the market for the management of projects that
can prove useful to usher in the tools.

Aroom in which to run workshops and training courses, as well as
hold meetings with the Project Team (as outfitted with projector,
screen and computer).
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MESSAGE FOR THE HEAD OF THE ORGANISATION

Choose a suitable team of people who will be running and
giving effect to each of the projects. Designate aleader and

Introduction

Aim of the practice

Further reading:

The APM Competence Framework sets
out the skills need for effective

management of projects, programmes,

portfolios and Project Management
Offices in the public sector.

Specific features of the
practice in the public sector

define the roles of particular members of the team.

Project management is now regarded as a field of its own, which
continues to develop steadily, and adjust to meet the needs of
private or public organisations, as well as NGOs.

Standardised methodologies for the management of projects
are many in number, if adjusted to the specifics of the different
types. They are often supported by ICT. However, leaving aside the
formalised methods of management, there are also many univer-
sal and relatively simple tools for managing projects, which
can be applied successfully in different public projects that the
administration runs.

Presented below is the “toolbox” for better project management.
This is obviously done on the basis of some selection.

The aim of this practice, and basically of the package of practices

referred to, is for us all to come into possession of a useful set of
instruments applicable in both the management of individual pro-
jects at different stages of their life cycle, and the management

of complex portfolios comprising many linked projects. Through

thisit will be possible to ensure the permanence and stability of
implementation of each project.

The practice presented here may be brought in at any unit of
public administration, with the tools adjustable to the activity
of each and every organisation. The tools for the management of
projectsin an organisation are linked with such areas as strategic
management, digitalisation and ICT management and manage-
ment by objectives.

The set of tools as presented can be a perfect fit with the public
sector, with use allowing for the maintenance of a fuller ability to
track projects and uncover problems with them, while there is
still time to react to that. The set comprises complementary tools
applicableinensuring that a project is led off from the same starting
point, with any more major departures discovered as quickly
as possible.

Tools by which to manage projects at different stages of their life cycles


https://www.apm.org.uk/news/supporting-project-management-in-the-public-sector/

@ Benefits of project management in the organisation

More rapid and effective decision-making in regard to projects.

Better management of resources (and reduced demand therefor), as well more
limited waste.

Better projects enjoying greater success, e.g. through better stakeholder manage-
ment.

Greater synergy between projects.

Higher efficiency - a conscious resignation from projects that are not needed.
Shorter completion times for projects.

Tools that can be used in this practice can be subordinated to the

Which actions does the , . . . .
. stages of implementation and pursuit that are important in each

practice encompass? ]

and every project, such as:

= Project selection

= Project definition

= Planning

= Implementation (Pursuing and Effecting)

Monitoring
Selection
Ropiaiing Definition
Implementation Planning
.\_/

314 Tools by which to manage projects at different stages of their life cycles



o

Factors affecting project
management in the public sector

Ivana Nekvapilova, Jaromir Pitas
Organisation V International Conference

Knowledge-Bbased Organisation,
Vol. XXIl,No 1/20161.
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Arather more complex situation applies to the management of
a portfolio of projects, when there is a need to take decisions re-
garding, not just one, but many, undertakings able to exertinfluence
on each other, even though they have different timetables, and are
at different stages or degrees of completion, and so on.

Certain phases move smoothly into later ones, while sometimes
they all have others within them (even though there is separation
here for the sake of clarity). A typical case would be that of monitor-
ing, which should really be present at every stage of project man-
agement.

The process of management of a portfolio of projects

e Identification ~

Authorisation Grouping

Communication

\

Assessment

Balancing of the

portfolio

&

Further reading in Polish, in relation
to portfolio management:

Selection

Prioritisation

Proces zarzqgdzania portfelem - source: Organizacija Biura
Portfela. Rekomendacije, Rzgdowe Biuro Monitorowania

Projektéw, Warsaw 2020, p. 18
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of projects

Phases and instrumentation as regards the management

Tools to be used in management in the phases of the defining, planning,
implementation (and pursuit) and closure of projects’

Different conceptualisations of project phases can be encountered. Here we use
the method proposed by the Rzgdowe Biuro Monitorowania Projektow (RBMP) at the
Chancellery of the Prime Minister of the Republic of Poland (KPRM). This approach
sees adistinction drawn between the phases of the defining, planning,implementation
(pursuit / effecting / completion) and closure of a project, as well as the monitoring

of benefits2.

PROJECT PHASE PRACTICE

PREPARATION PHASE

Definition (Initiation) 1

The logical framework of a project.

. Stage Gate Project Funnel.

Planning 1

o o A w D

Predictive and agile project classification (the Snowden Cynefin
framework).

. Project breakdown.

. Estimation.

. Network diagrams.

. Critical path and critical chain.

. Incorporating uncertainty (buffers and risk contingencies).

IMPLEMENTATION / PURSUIT PHASE

Implementation / Pursuit
(also monitoring)

1.
2
3
4.
5
6

Communication plan.

. Tracking Gantt.
. Milestone wind diagram.

Buffer fever chart.

. Earned value charts.
. Rapid Results Initiatives.

1 The techniques for the management of projects described here do not represent an exhaustive list. However, these are the ones that
gained discussion under the SYNERGIA Project. A long list of instruments of this kind is presented in publications by the Rzgdowe Biuro
Monitorowania Projektow - so see the relevant literature following on from the part of this handbook on the management of projects.

2 For broader treatment, see those materials and handbooks from the RBMP, which are to be downloaded at https://www.gov.pl/web/

zarzadzanie-projects/materialy-dopobrania.
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CONCLUSION PHASE

Project closure 1. Projectbreakdown.
2. Milestone wind diagram.
3. Earned value charts.

DESIGN PHASE - MONITORING BENEFITS

This is a phase that must follow on closely once full effect has been given to a project. It servesin the
taking of further decisions in the area that is subject to public intervention in which the now-finished
project was pursued.

STAGE PRACTICE

Selection Numerical/financial and qualitative evaluation of projects.
. Project ranking.

. Match with existing capacity.

A w -

. Reference Class Forecasting.

Definition

—_

The logical framework of a project.
2. Stage Gate Project Funnel.

Planning 1. Predictive and Agile project classification (Snowden Cynefin
framework).

. Project breakdown.

. Estimation.

. Network diagrams.

. Critical path and critical chain.

o o A w

. Incorporating uncertainty (buffers and risk contingencies).

Implementing
and giving effect
(including via monitoring)

Communication plan.
. Tracking Gantt.
. Milestone wind diagram.
. Buffer fever chart.
. Earned value charts.

o o b~ w -

. Rapid Results Initiatives.

The project selection stage Quantitative (including economic) assessment seeks to calculate
different values associated with the project with a view to it
being subjected to multifaceted assessment. This also denotes
a comprehensive look being taken at the project from the point of
view of key economic variables (cost, revenue, income, profit-

Quantitative and financial
assessment
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The ranking of projects

Each type of work needs slightly different
tools..

Matching a project to the
capacity for it to be serviced
by the organisation

Reference Class Forecasting

ability or economic viability). Moreover, we have: profitability or
viability of the project and different variants of it, and sensitivity
analysis - assessing with the aid of indicators (e.g. financial) as to

what could be changedin the projectin asituationinvolving achange

in key parameters. Applied where some public projects are con-
cernedis the economic valuation of public goods and the social

benefit. Projects are also the subject of financial forecasting (as

in the case of PPP-type projects).

This method entails conferring upon projects a points total for
their value to the organisation. This allows for aranking in terms
of significance, economic viability, risk, concordance with strategy
overall and value to the organisation. This may also be a cross-sec-
tional ranking taking account of many factors (project indices).
The use of aranking helps in the prioritising of projects, and their
elimination or selection as decisions to invest or not toinvest are
made, along with those concerning the allocation of resources
and the involvement of the organisation’s leaders.

This type of analysis serves in the determining of throughput,
i.e. the capacity of the organisation to service a defined number
of activities within the project - in a given amount of time and with
adefined amount of resources. This parameter defines the number
of objects, products, employees, machines, means of transport,
tasks, etc. passing - per given unit of time - through a defined
element of the production or project process. An idea closely
associated with this is of course the bottleneck. The latter (a kind
of rate-limiting step) may unfortunately be present in almost every
undertaking, and stands in the way of 100% utilisation of the organ-
isation’s potential for action, in the context of projects too.

The analysis of bottlenecks in projects entails their identification,
limitation and elimination. The “places” (procedures, resources
in need of enhancing) which act to limit throughput will need to
be subject to change, in order for the desired level of effect to be
given to a project.

Forecasting in relation to reference classes or comparison
classes is a method by which future events can be anticipated
through the reviewing of similar situations in the past, along
with their consequences and outcomes?®. The name reflects the

3 The theoriesrelating to reference-class forecasting were developed by Daniel Kahneman and Amos Tversky.
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Further reading:

Edinburgh City Council commissioned
Oxford Global Project to run
areference-class forecast estimating
the risk inherentin a tramline being
extended from York Place to
Newhaven.

At the definition stage

The logic matrix for a project

The Stage Gate Project
Funnel

1

2.

way in which the method foresees the results of planned activity
by reference to real results within a reference class entailing
activities similar to those anticipated.

The forecasting process encompasses the following three steps:
Identify the reference class of previous projects of a similar nature.

Decide on the probability distribution for a selected reference
class and for the parameter that is to be forecast - it could be the
final cost of a similar project, duration, and so on.

Compare aparticular project with the distribution in the reference
class, inorder to determine the most probable result for the project
in question.

Things are different with logical frameworks for projects - as
amultifaceted tool applied in project planning and management.
The matrix indicates the so-called logic of intervention (with the
project as a tool by which to achieve an objective, by reference to
available knowledge). If there is acceptance, then there will be action
A undertaken, with achieved results B, and then final objectives
of the project C. The matrix serves to detail and operationalise
project objectives. Each project logic matrix usually contains
elements that serve in*

formulating measurable core and detailed objectives;
indicating and pre-testing assumptions and internal logic;

pointing to necessary means and costs for objectives to be
achieved;

indicating risks;

. determining the tasks to which effect is to be given.

This kind of matrix can also serve in the monitoring and evaluation
of projects.

One of the ways of creating new services, projects or solutions is
to use the project funnel. This process gives rise to many ideas
and solutions (as for example generated during brainstorming), with
the verification being based on adopted criteria, through to the
ultimate selection of the best.

4 as formally adopted -in 1992-by the European Commission, as a project facilitation tool.
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In project planning

The predictive and agile
classification of projects
(original Cynefin framework
of Dave Snowden)

The Work Breakdown
Structure

Estimating the course
of a project

5 stages are anticipated for eachidea to go through, along with 5
“gates” determining whether the ideameets the objectives assumed.
The process begins with several ideas (brainstormed or from ex-
perts). These are then directed to the first gate (a kind of control
point) - at which certainideas go on to the next stage, while others
donot. These in turn gain further development in the second stage,
etc, reaching the second gate in that way. Ultimately, the best idea
is transformed into aready product or service. Crucial to each stage
are well-developed assessment criteria which are then subject
to objectivised application. The criteriain question could be cost,
profitability, utility to society, completion time, feasibility in general,
stakeholder support .. or a combination of different parameters. It
is here worth giving a few examples of criteria.

Cynefin is a conceptual framework used to facilitate decision-
making. The aimis to make sense of events, in order to permit better
decisions to be taken in future’. Cynefin offers five decision-mak-
ing contexts or domains - obvious, complicated, complex and
chaotic, as well as disorder(ed) - with these helping managers to
identify how situations are perceived, and giving sense to one’s own
behaviour and that of other people. The domains offer a “sense of
place” from which behaviour may be analysed and decisions taken.

Thereis often a“disordered situation”,in which there is no consent
for that which gains application out of decision-making contexts.
The solution is to break the situation down into its component
parts with each ascribed to one of the four other spheres.Leaders
may then take decisions and act in a manner appropriate to the
established context.

The Project Team sets up a project regarding the dividing-up of
project work by determining the main results and dividing the ob-
jectives into smaller, detailed tasks and even sub-tasks. These are
disaggregated from the moment it is possible to assign them to
given teams or individuals, whoin turn have designated resources,
responsibilities and authorisations to make decisions.

Denoted here is the utilisation of all available information to
determine time, resources and risk in the project, in order that this
might end in success. The effect is of estimating the influence on

5 Cynefinis a Welsh word for “habitat”.
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The network diagram

The critical path

The critical chain

cost-setting, resources, the schedule and the determination
of risk.

The network diagram is a graphic encapsulation and concep-
tualisation of all tasks, responsibility and progress that apply
to the implementation and pursuit of tasks within a project. This
usually takes diagram form on which arrows serve to show the
direction being taken by a project’s course and successive
steps, through to the achievement of the objective set. This basi-
cally represents akind of “revolving presentation and modelling
of the project schedule / timetable”. It also visualises the main
project tasks, meaning it is also a schematic representation of the
project’s substantive scope.

Thisinvolves algorithms that help with project planning. The critical
path is determined through the identification of the longest sec-
tion of dependent activity within a project, and measurement
of the time needed to complete activities from start to finish.

Construction of the critical path includes the following elements:

A list of all activities required for the project to be completed.

. Time (duration) that is expected to apply for full effect to be given

to each activity.

. Dependent relationships between activities.

. Logical final points for each activity, like milestones.

This technique seeks to accelerate the process through im-
proved deadlines that are adhered to.

This is a method related to the critical path, but placing key em-
phasis on the resources needed to complete project tasks. The

Critical Chain Method begins by constructing the project schedule

andidentifying the mostimportant tasks to be completed, and then

allocating resources to the high-priority tasks.

Since projects rarely go perfectly according to plan, it is sensible
to include emergency buffers (also called ‘management re-
serves’) in both the budget (money) and schedule (time). This
applies particularly to the final stages of milestone completion,
allowing for adjustment due to unforeseen risks, situations, or
issues. Risk analysis in the project is used to estimate potential
impact on the project timeline. Buffers need to be accounted for
in the schedule.
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Implementation /
pursuit phase

The communication plan

The Gantt chart and Gantt
tracking

The milestone diagram

The buffer fever chart

Another purpose of identifying buffers is to eliminate those that
people and organisational units in some rather artificial way (to
avoid risk or to be “on the safe side”) add to the project schedule.
At the same time, what needs to be kept in mind is the important
buffer on the unforeseen situation at the end of the project (the

“real management reserve”).

This planis a type of communication roadmap vis-a-vis the main
stakeholders andrelation to the stage of the project that has been
or will be reached. Each main stage to the project should be
backed up by a plan for communication with the key stakeholders,
including those of greatest significance to the given stage. Among
the purposes is to present key information in advance of crucial
need, to satisfy the non-essential needs of stakeholders, to (re-)sig-
nal objectives, etc. The communication plan should respond to the
three matters of who to inform, when to inform them, and how.

This a diagram which visualises by reference to a time axis relating
to the project schedule and its different stages. The use here is
in planning the course of the project and trackingits progress.

There will be a vertical list of tasks on the left, and a horizontal time

axis on the right, allowing for presentation of the structuring of
project work and the relationship between tasks (be that se-
quential, in-parallel or independent). The result of the application

of this method is to improve communication within the Project Team,
growing understanding of the project and easier enforcement of
accountability.

This diagram (otherwise a checkpoint diagram) can be used to
review such checkpoints. All milestones along the project path
are presented, with emphasis put on how close to completion
each of these is.

This serves to signal threats in projects. What is involved is the
percentage usage of the buffer (of time or resources)inrelation
to the degree to which the project has been completed. The
assignment of colours is as follows:

if the buffer assumes a value <1, the colour is green;
= if the buffer assumes a value around 1, the colour is yellow;
= if the buffer assumes avalue >1, the colour is red.
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Earned value charts

Rapid Results Initiatives

An app designated for
renewed assessment of
project goals following the
completion of stages

The aim of this method is to observe the degree to which the as-
sumed buffer is used up, prompting adequate rapid reaction,
before the project situation becomes unfavourable.

These link issues of the management of the project budget with
the measurement of indicators as to its state of advancement.
The diagrams also allow answers to key questions to be provided
in the course of project management, such as: “Is everything on
time and within budget?”. The basis here is the presentation of
incurred costs and outlaysinrelation to the project schedule. This
is in particular of significance where the financial outlays injected
into a project are not in line with activity.

These form a method that mobilises teams into organising with
aview to tangible results being achieved in a short time. So the
aimis the achievement of rapid, visible results. These arise under
the pressure of tight deadlines and ambitious objectives set
by leaders. The initiatives begin with some kind of call to arms in
order for a marked improvement in results to be achieved.

Thisis addressed to teams made up of members with differing skills

and competences. These in turn designate “ostensibly unwise”
short-term objectives associated with the strategic objectives

thatleadersindicate, and then commit to theirimplementation and

pursuit. The teams make use of new, non-standard methods of
working, experimenting and broadening their knowledge (learning

by doing), until the desired results are obtained. The backing of
leadersis essential here. The method seeks to stimulate innovation,
cooperation and project efficacy.

A good augmentation of the Gantt chart or milestone diagram may
be an IT application designated for the renewed assessment
of project objectives as successive stages are brought to aclose.
This may assist with increasing the strength of checks on pro-
jects being implemented by the institution.

Reassessment of objectives as the successive milestones are
passed leads to greater awareness of just how far along tasks are;
and it also allows for rapid course correction in the desired direc-
tion, or in line with changed external circumstances. The practice
encompasses an in-depth assessment as to whether:

= the projectis being implemented in line with assumptions;
= theobjectives are being achieved;
= theproducts and outcomes being delivered meet expectations;
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The Project Management
Office

the risks or opportunities have increased / diminished / stayed
the same;
= theindicators are where we intended them to be.

If the objectives and milestones have been reached in line with
expectations, the project can go on being pursued undisturbed.

Where itemerges that risks, achieved goals and milestones are not
as planned, itis possible:

= toevaluate alternative solutions;

= tocalculate the costs of alternative solutions;

= toadjustto new circumstances;

= toabandon the project;
to change the direction of the project, adapting it to new
objectives and milestones.

The development of an application that would allow for the re-evalu-
ation of project goals following completion of each stage should be
based on a Gantt chart or milestone diagram, taking into account
the aforementioned elements. The application should meet the
expectations of Project Teams and be tailored to the specifics of
projects being carried outin the unit of public administration. Above
all, the application should be user-friendly and intuitive.

The success of this practice requires collaboration between the
IT team working on the application and specialists in project
management. The preparation, testing, and full implementation
of the application should be completed within around 6 months.

Inthe case of large organisations implementing many complex
and prolonged projects there may be justification for calling into
being a specialised unit for project management. Such a unit,
employing specialists in methods of managing projects, will offer
supportto those in the organisation who are giving effect to projects.
The Office might even run projects by itself, if the leadership in
the organisation sees that as necessary, as for example where
projects are of priority, threatened, delayed, and so on. Units of this
kind are most often known as Project Management Offices and
they act in support of projects at any point in the life cycle, all the
way from the decision to pursue a given project through to its final
accounts-settling and audit.

The core advantage of a PMO being set upis the way it puts in place
a group of specialist employees whose main task is to support

Tools by which to manage projects at different stages of their life cycles
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Indicators of the
effectiveness of the practice

those implementing projects, as well as management. The PMO
specialists may, for example select with great skill one or more of
the differentinstruments in project management that are described
here, knowing how that willmatch up to a given project, but knowing
how to adapt to the given circumstances in which the project is
being pursued.

A Project Management Office should comprise:

a head - responsible for reporting to higher-level officials on the
progress made with all projects;

. employees - responsible for:

the schedule;

= agreeingtothe order of the tasks by which the projectis pursued;

= thebudget;

= verifying and adapting the project specifications and require-
ments;

= verifying the achievement of project goals;
risk management;

= the creation, verification and updating of stakeholder maps;

= the founding of a register of good practice associated with
project management;

. aleader of the team working on the given project - as a post

held by an expert on the substantive matter, whatever that may
be.The leader:

= should be experienced in team management;

= should know how to delegate tasks and coordinate the actions
of the whole work team;

= reportstooffice employees on the state of advancement of the
project and the objectives accomplished, as well as planning of
further stages of the project;

. the work team - made up of specialists pursuing the objectives

of the particular project and the achievement of the milestones;
reporting to the leader.

To measure approximation with the objectives assumed for the
given practice, itis possible to apply the following measures, which
can be termed indicators of the effectiveness of the practice:

= Anindicator depicting the use of the set of instruments - the
number of projectsin which a start has been made to the use of

Tools by which to manage projects at different stages of their life cycles
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What next?
Self-questioning

atleast three new methods of managing projects in comparison
to the initial period (a product).

= Anindicator showing the number of projects ending in fail-
ure or success from the moment of introduction of the practice
(where results might include reduced implementation times
following training, pilot schemes, the purchase of computer
programs, etc.).

= Anindicator revealing the opinions of the managers of
projects inregard to the improved implementation of projects
thanks to the new management instruments.

= A comparative index - considering the ratio of failed to suc-
cessful projects before and after the introduction of the practice
(aresult).

The above indicators relate first and foremost to the management
situation in regard to a larger portfolio of projects, in which we can
compare the degree to which implementation has advanced, as
well as numbers of successes with problems, effectiveness of
Project Teams, etc. The introduction of many instruments brings
the organisation to the verge of a project management system
(with all its pluses and minuses). In that situation it is possible to
develop indicators of influence studying increased effectiveness of
implementation of the organisation’s strategic objectives from the
moment new instruments were brought in - e.g. through research
on the correlations between the introduction of a project culture
and the levels of the main indicators selected for the given organ-
isation and its objectives.

= Limited resources in the organisation (be those human, finan-
cial, knowledge-related) as regards the different tools utilisable
in the effective management of projects.
Durability and persistence - the risk of abandonment following
initial enthusiasm.

= The precision of project planning.

= Problems with communication, and resistance on the part of
threatened interests - to techniques that enforce efficiency
and accountability.

Ask yourself the following questions:

Tools by which to manage projects at different stages of their life cycles



Did | devote enough time to reliable planning?

Ambitious, but isn't it just too much at one go?

Did I remember to document work in the pursuit of the project, in order to give
a good indication of practices or areas in need of improvement?

Which project to start with?

Did | secure the necessary changes in potential (among employees, teams, com-
petences, motivators)?

What do we do if things fail to work out? How to retain the support of the top, as
well as commitment at the bottom?

How and where will we seek out further inspiration?

@ Interesting examples, implementations and indications
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Inspiring
thoughts

The Instytut Szybkich Rezultatéw helps and advises with projects pursued by refer-
ence to the Rapid Results method relating to socially complex matters.

Was the Manhattan Project (to build the Bomb) managed in an agile manner?

The timeless lesson learned from the Manhattan Project.

Kaikaku Project Management (KPM) - as practised in Japan.

Reflections on the causes of failure among large public projects - Kjetil Holgeid, Dr
Mark Thompson, Cambridge Judge Business School, University of Cambridge, UK.

Public administration, please remember!
Summary

about strategic storytelling - effective presentation of a project to members of
the organisation;

about practices being used as they are introduced, as with critical paths or Gantt
charts;

about the organising of regular meetings to report progress with project imple-
mentation;

about the way in which “silos” in the organisation can often hinder horizontal
coordination:;.

about the way in which introducing a practice changes, not only project manage-
ment, but also (indirectly) other areas like planning and personnel management;
about systemic monitoring of objectives or plans achieved or departed from.

Along the path of life we meet with three main obstacles: our own fault, the egoism of
other people, and malicious accidents - Feliks Chwalibog

You should not give circumstances the power to rouse anger, for they don't care at
all-Marcus Aurelius

SYNERGIA -in one sentence
Tfanls ynehighukoonanage preleaiachdifferent stages of their life cycles

was at the beginning, there will be no

failure - Laozi



ATTENTION! GOOD PACTICE

The application of agile
methodologies in public-sector

projects

KNOWLEDGE PILL

Aim of the practice Better management of innovative projects, including in ICT

Origin? Project management (and IT)

When to apply? When there is a need for ICT projects and the digit(al)isation of services
Results foreseen User satisfaction over a shorter period of time

Familiarisation with agile methods, and account taken of them in the

Inputs not to be ignored
P . procedures of the organisation

Risks to watch out for Legal regulations and the coordination of Project Teams

3 key actions Steady improvement of the product

Key (not sole) measure of
success

The assessments of users
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

The method may demand certain outlays, first and foremost

on the training and support of a consultant to specialise in agile
methods.

@ HRrequired for
implementation

A team of experienced employees and officials of higher level who
will propose changes in the culture of the organisation, with a view to
teams being more willing and liable to use agile methods.

Experts on agile methods in administration, who run training
courses for members of the teams engaged in projects.

@ Key organisational
activity that will be
required

Functional features of the organisation that will need to be developed:

an orientation towards problem-solving; and visionary thinking;
the skill to build effective teams, leadership, feedback; horizontal
cooperation -the counteraction of silos; in particular as regards the
main Project Team and other teams;

the development of a vision for the change that is to take place in
the organisation;

assessment and documentation of project implementation, with
aview to good practice and areas in need of improvement being
pointed out.

Required technical
resources

A conference room in which workshops can be run.

Equipping of the conference room in a computer, projector and
screen.

Work stations for new employees, in which they will be able to
work together, having also been supplied with the necessary

ICT infrastructure.

The application of agile methodologies in public-sector projects
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Introduction

Aim of the practice

MESSAGE FOR THE HEAD OF THE ORGANISATION

Agility is the only way for 100% success
to be achieved in ICT projects

The so-called Agile Manifesto' commenced a new and fashionable
direction in management, now being developed intensively. It is
founded on principles as follows:

= intensive communication more important than procedures;

= afocus on the supply of operative, practical solutions (to
alesser extent detailed documentation of the product);

= close cooperation with clients;

= openness to change in an ongoing project, rather than being
defensive against them.

The Manifesto inspired the development of many so-called agile
management methods. At the outset, the agile method was ap-
plied first and foremost to IT products, though by now it has
been adapted to other areas of management, such as strategic
management, the design of services and processes in the finance
sector and entertainment industry. Agile also exerts an influence
on HRM through the establishment of agile management of teams,
and via the so-called agile leadership?.

Agile methods are applied where a client lacks the capacity to de-
fine requirements for complex technological solutions - making it
necessary to “lead” it step by step through the project, with the result
being adapted to growing client awareness regarding the servicing
possibilities. For sometimes the organisationitself has difficulties in
describing the most suitable and effective solutions that can meet
demands. Another situation arises when too long a time is spent
in anticipation of the introduction of a solution - whichmay then
in some cases emerge as out of date, given the market dynamic -in
relationto ITin particular, with this therefore ensuring that solutions
need to be updated even as the project is being continued with.

The aim of the practice is to identify the main problems in tradi-
tional project methods, and to understand the advantages of

1 Agile in English denotes something that is skilled and lithe in terms of movement, not clumsy, but also lively and graceful, with
movements as efficient as they are rapid and skillful.

2 One of the newest and most-detailed treatments of "agility”, already available in Polish, is S. Denning, Era Agile. O tym, jak sprytne firmy
ksztaftujq swojq efektywnosé, Gliwice 2020. Another source is: M. Cohn, Agile. Metodyki zwinne w planowaniu projektow, Gliwice 2018.

The application of agile methodologies in public-sector projects
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The specifics of the practice in the
public sector

Further reading:

Challenges of Adopting Agile Methods
in a Public Organisation

agile methods, as well as barriers to implementation present in
the public sector.

Agile projectmanagement is an approach using different methods
conforming with the idea of that adjective, which also suggests
alight touch, and flexibility, with such tools being regarded as helpful
in the management of complex and innovative projects.

This variant of project management thus sees constant coopera-
tion with the client, implying also that the framework for a project

is not defined restrictively or too tightly, with the project as such thus

divided up into smaller parts or iterations. The management is

flexible, and assumes aninteractive form as regards the client. The

cascade-like "waterfall” of project management has as its aim

the pursuit of a plan that has been developed, but a difference lies

inthe way that this approach views changes as natural elements

to the preparation of a product or service.

That furthermore means that change is not viewed as risky or in-
clined to hinder a plan (not least because that plan is only defined
loosely), butis rather seen as a natural aspect of project rhythm,
in fact leading to an ultimate consequence.

The public sector is now more and more inclined to make use
of agile methods, also being encouraged into doing so by well-
known consultancies?.

First and foremost it uses the approach to develop public services
or programming which are today digitalised, with use made of
various different apps.

While the origin is in the business sector, agile methods are
being researched from the point of view of their being applied
in the public sector.

The set of instruments within and constituting agile practice gain
application with some projectsin the public sector, with use helping
in the rapid adjustment of projects, such that they meet the needs
of the client more adequately than they otherwise would have.
Public institutions may be somewhat confined in their resort to
agile methods by commissioning projects externally, because

3 1. Vacariand R. Prikladnicki: Adopting Agile Methods in the Public Sector: A Systematic Literature Review. Conference Paper, July 2015.
Conference: The 27th International Conference on Software Engineering and Knowledge Engineering at: Wyndham Pittsburgh
University Center, Pittsburgh, USA; MCKinsey& Company: Better and faster: Organisational agility for the public sector. April 14,2022.
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of the regulations on public procurement. But there are no such
d limitations in projects pursued internally - as with government
Agile teams are a basic need, and agility units involvedinIT policy (not least Centralny Osrodek Informat-
also matters in team games. yki). Agile methodologies in public-sector projects may be ushered
in by any unit in administration, though there is no doubt that that
demands a certain move forward in the application of modern meth-
ods of management.

As the practice inmany organisations (including public) makes clear,
projectimplementationinline with the method presented here links
up withreduced costs and implementation times, and hence also
greater effectiveness and efficiency.
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@ Key elements of HRM in the introduction and pursuit of agile
methods

= Selectasuitable team of people that willlead change. Designate aleader and define
the roles of the different team members.

= Actin accordance with a timetable set earlier, in such a way that it remains clear
when given stages of the project have their beginnings and ends.

= Akeyroleis played by the project head, who must possess knowledge related to the
specifics of the project, and how it is managed, as well as the motivation of teams.
This person must also be authorised to both take and enforce decisions.

= Adialogue is then run with all managers in the organisation who are of any signifi-
cance to the project.

= Constant contact with Project Teams is maintained, and the Main Team works along
with them.

= Asconsecutive steps within a project are taken, feedback is supplied to teams who
generate the products and outcomes.

Which actions does the By ushering in agile methods, we achieve a change of culture

practice encompass? in public administration - which is why it is recommended that
there be some additional preparatory action. This entails critical
self-assessment of the efficacy of the given unit operating within
public administration. This may be achieved using such tools and
instruments as:

honest and open discussion that identifies barriers of allkinds
that threaten achievement of the project;

= assessment of the degree of possible improvement of fun-
ctioningin the given unitin administration, as potentially achiev-
able if full effect is given to the project;

The application of agile methodologies in public-sector projects
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listening to members of the Project Team - who should be
expressing their opinions in the matter / problem that led in the
first place to mobilisation via the project. It is then on this basis
that the leader defines the ultimate issue that the project is to
resolve.

Agile projects are pursued within cycles of such projects. Itis
most typical for these to encompass different stages:

)

The emergence

of the problem,

issue, occasion
r opportunity

®

The develop-
ment of a vision
of the change
thatis to take
placeinthe
organisation

®

The founding of
aProject

Team - 5-7 strong,
and among people

@

The sharing of
the vision with
the team, with the
information from

®

Pursuit of the
vision via a series
of small steps,
and in coopera-

with different the team then tion with other
necessary supplied as units within the
competences and regards the views organisation
skills of its members

vis-G-vis the

solution

The agile methodology draws onits own notions and concepts,
which can be found in a number of publications and guides. These
include:

user stories - that explain the function of the product fromthe

perspective of the end user - with the aim being to show how
the given function of the product will supply values to the client;
the project or cycle backlog - i.e. the register of requirement
relating to the product in the given project cycle, or else the

end product;

a squad - which is the team displaying solidarity over its

accountability for the project - typically this would be some

5-7 people displaying the necessary competences;

atribe -i.e. a team of people within an organisation engag-
ingin close cooperationin regard to a project - this despite

their dealing with a variety of different aspects (as for example

programmers, testers of products and business analysts;

the product owner -who represents the client andis entitled

to take project decisions.

The iterative approach in turn denotes steady improvement,
change and reformulating of elements of the product (which

may be the shape of the service or process). The approach

sees the team in possession of a general vision of the outcome,
which does not need to be very detailed or worked through. Work

The application of agile methodologies in public-sector projects



on the objective (product or service) in essence proceeds “from
the general through to the specific”. It begins with a generalised
imagining of the effect, with successive iterations (approaches)
then ensuring that things are fleshed out, e.g. as further func-
tionality of application is developed - in close cooperation with the
client, i.e. most often the user of the product (which is for example
ICT-related).
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Results of project management in the organisation

= Reduced times for the implementation and completion of the project.

= Better and fuller focus on the needs of users.

= Better communication between the founders of a project and its users.

= |Improved operations of a unit within public administration thanks to the project
having been run.

Indicators of the To measure approximation to the objectives set for the given prac-
effectiveness of the practice  tice, it is possible to apply the following measures, which we may
termindicators of the effectiveness of the practice.

An indicator by convention that reflects the share of all past pro-
jects that could theoretically have been pursued using agile

methodologies, over a given period of time. This indicator shows

whether the team has agood understanding and awareness of the

suitability of agile methods and the conditions in which they can be

applied. This is a form of self-assessment of the organisation, as

well as a kind of training in advance of agile methods being used.

= A comparative indicator reflecting the frequency of appli-
cation of agile methodologies in comparison with other kinds
of methods of project management. This should be based on
benchmarking applied for example in the ICT sector, and will
represent a product.

= The assessments of clients (including internal ones) as re-
gards improved functioning and more on-time pursuit of pro-
jects thanks to agile methods (an outcome).

= Savings generated through the use of agile methods in some
projects (an outcome).

= Broad-scale introduction of agile methods makes possible the
use of indicators measuring the influence of these on the over-
all efficacy of the organisation, as well as its ICT and project
divisions.

The application of agile methodologies in public-sector projects



Risks and barriers

F-16 aircraft are among the most agile
machines in the air.

What next?
Self-questioning

Public institutions may be limited in how they can apply agile
methods as they commission projects externally, thanks to the
legal regulations on public procurement.

The division of a complex project into several smaller ones re-
quires more skill, and more effort when it comes to coordination.
Going over-budget and over-time.

Difficulties with obtaining post-project documentation (notwith-
standing this being paid for).

Ask yourself the following questions:

= Have |l prepared people for turning agile? How to change habits?
= With which project should we make at least a small-scale start?
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How will we develop the practice, ensuring its "renewal” as a living instrument
that continues to meet needs?

What do we do if things fail to work out?

How to retain the support of the top and the commitment of the bottom?

How will further inspiration be sought?

@ Interesting examples, implementations and indications

Agile Government Leadership (AGL) appearedin 2014 as a network of professionals
in the civil-society sector who were seeking to help usher in agile practices into the
public sector. A handbook for governmental and local-governmental institutions
proves a review of stories, best practices, and the current and future state of the
development of agility in the public sector.

Public administration, please remember!
Summary

Devote time to the founding of a team and winning of stakeholders.

Ensure that you are flexible when it comes to changes in the budget.

Make sure that you do obtain certain quick wins.

Act rapidly, with not too much time being devoted toimproving thingsin the first round
(as later rounds will offer the chance for that).

The application of agile methodologies in public-sector projects
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Additional literature for the Area of Project
Management and its good practice(s)

Publications of Rzqdowe
Biuro Zarzqdzania
Projektami

Recommendations on the
management of strategic
projects

Recommendations on the
establishment of a Portfolio
Office

Now located at the Chancellery of the Prime Minister, the Gov-
ernment Project Monitoring Office has been striving steadily for
several years now to ensure that Polish administration has agovern-
ment-project culture, especially when it comes to the management
of projects and programmes.

Outcomes of the Office’s work include seminars, workshops, publica-
tions and documents. Offered below are the handbooks, guidebooks
and recommendations the Office has made ready, in order for tasks
within the Polish governmental administration to be pursued more
effectively. These therefore offer a very valuable and specialised
development and augmentation of what this Mini-handbook cov-
ers as regards project management; and they yield further key
references. The materials can be accessed at: www.gov.pl/web/
zarzadzanie-projektami/materialy-do-pobrania.

These represent the essence of best practice in project manage-
ment, setting out the life cycle in the strategic context - from the
time a projectideais first thought of, viaimplementation and pursuit,
through to completion and closure.

There is a complementing of projects with a conceptalised life-cycle
for Programmes, with it being shown how, alongside “program-
mes"as provided for in Poland’s Act on rules for the pursuit of de-
velopment policy in administration, it is worth distinguishing pro-
grammes in the management sense.

The practical guidelines on how aninstitution may found a Portolio
Office are valuable, given the insight into management of an or-
ganisation’s programmes and projects in their entirety.

The guide to management offers practical advice for those man-
aging programmes and projects.

There is a compilation of project techniques, as well as practical
hints on how to introduce and run a programme or project effectively.
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A framework for the documentsreferred to above is provided by:

= The minimal scope of information on monitoring strategic
projects,

= Encouraging effectivenessin the different phases such projects
pass through.

On the monitoring process for strategic projects, thus discussing
mechanisms via which to pass oninformation regarding progressin
the pursuit of undertakings by entities involved. The 3 sub-processes
here are the incorporation of a project within the overall portfolio,
monitoring, and closure.

Rzgdowe Biuro Monitorowania Projektow (the Government Project
Monitoring Office) does it work by iteration, meaning that its docu-
ments will continue to be supplemented steadily. Indeed, the Office
extends an invitation to submit remarks and good practice(s) that
might help supplement the recommendations as given.

The address for such submissions is: romp@kprm.gov.pl.
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Introduction

Specifics of the area

These are recommended as a way of coping with a problem
faced by many large and complex organisations, i.e. a situation
inwhich a certain ponderousness and formalism has become
more characteristic of them than the results they manage
to achieve. This is most likely because the organisations in
question have become “overburdened” |/ “weighed down” by
unnecessary processes and “bottlenecks” thatimpose drag on any
efforttoreach an outcome by the shortest route. Remedies for this
are said to lie in numerous lean-method practices that originate
with the process management initiated in Japanese corporations,
and notably at Toyota.

The relevant Oxford business dictionary sees process manage-
ment as a defined, structures and managed set of work activities

of known input data designed with a view to a defined result
being obtained'.Lean methodologyis in turn applied where the ap-
proach focuses on the elimination of losses and the smooth flow or
course of processes ongoing in the organisation. A process-related

approach is or was a new, modern way of raising the level of (an)

organisationin the classical understanding of the term (dealing with

its formal structure and formal relations, not least subordination

and management).

What is specific to process management s its conceptualisation
of the organisation, not as a form consisting of organisational
structures, but rather as a set of processes (activities) that lead
to the achievement of objectives and actually proceed across
(crosswise with respect to) those formal structures. This is obvi-
ously adynamic notion and conceptualisation of the organisation,
as opposed to a static one. And if we try to manage all of that,
the aim is to have an outcome for the client / customer of the
institution, who is either entirely ignorant of formal structure, or
supremely indifferent to it. It is of no consequence from that point
of view, or a matter of vanishingly limited importance, compared
with the value of the product or service ultimately delivered and
received. Processes are not ongoing in a single unit, as with those
relating to budgets and legislation.

Surely real knowledge of the way in which an organisation works is
not gained by reference to its structures. Rather, it is necessary to

1 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 478.
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understand which processes of core importance to the institu-

tion are busy flowing through it.

An example of the simple process by which a decision is taken to either outsource something...
or do it ourselves within the organisation.

)

Identification and
more precise
definition of the
problem outsource
/ do not outsource

®

Analysis of
opportunities and
threats costs /
benefits

®

Results of analysis
outsourcing would
pay / would not pay

@

Outsourcing found
to pay

®

Development of
specifications for
tendered service

®

Call for tenders

@

Establishment of
tendering
committee

Analysis by
committee of bids
received

O)

Selection of bid

Consideration of

@

Final choice of

@)

Drafting and

appeal against contractor signature of
selection contract for
the service

The practice of process
management?

Familiarity with (and the description of) processes makes them
available for improvement, to ensure a better outcome. This
might for example involve a faster decision-making process; or
a higher-quality one thanks to more account being taken of key
stakeholders, or a bottleneck being noticed better than before.
The leadership can also coordinate better if there is greater
familiarity with the organisation’s processes.

Though the origin of process management lies in classicalmanage-
ment (e.g. of Taylor, Fayola, Gantt and Simon), there is currently akind
of renaissance for the idea, on the top of certainmodern concepts
like total quality management, just-in-time, business process reengi-

2 For abroader treatment of process management and the process-led organisation, see, among others: P. Grajewski, Organizacja
procesowa, Warsaw 2007. Process management also gains full treatment in E. Skrzypek and M. Hofman, Zarzqdzanie procesami

w przedsiebiorstwie, Warsaw 2010.
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Process mapping is of course a basic
element of process management.

The role and specifics of the area
within public administration®
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neering .. and the aforesaid lean management. Just why is that?
Because these effective methods are already tried and tested.

Process management has devised and developed its own meth-
odologies and concepts, as with process mapping, process
ownership, main and auxiliary processes, process audit, process
costs and process benchmarking. With a view to the course of
processes being studied from the point of view of management,
there is application of such techniques as the process sheet, and
checklist, process programming charts and diagrams, flow charts
and so on.

Process management - as designed to help with industrial pro-
duction - rather rapidly foundits applicationin services, and from

there it was arather small step onwards into public administration.
The adjustments in particular related to notions like "client”, as well

as taking in such processes as legislation ensuring that perfect
simplification or streamlining is rendered impossible (negotiations

with stakeholders and judicial review also come into it here). The

experiences with process managementin administration are such

as to suggest that it works in many (though not) all areas of activity,
and at all levels. Above all, process management seems to have

been successful in local, service management, though also in

purchasing and some of the other simpler decisions administration

isinvolvedin.Itis rather more difficult to bring the discipline into the

governance part of administration, present at its top and centre.

Further inspirations

Michat Flieger, dealing with local-government processes in his Zarzqdzanie pro-
cesowe w urzedach gmin. Model adaptacji kryteriow dojrzatoSciprocesowej*referred

to the core idea of process-related maturity, i.e. the state or situation in which the

organisation’s processes are: defined, managed, flexible, measured and efficient.
Furthermore, an organisation that has reached that state is capable of improving its

products, identifies the full picture as regards its processes, and devises and plans

themin a fully aware way, also ensuring that they are subject to analysis.

3 Also considering the specific nature of process management in public administrationis: A. Ludwiczak, Zarzqdzanie procesami
w administracji samorzgdowej. Doskonalenie z wykorzystaniem Lean Government, Warsaw 2018.

4 M.Flieger, Zarzqdzanie procesowe w urzedach gmin. Model adaptacji kryteriéw dojrzatosci procesowej, Uniwersytet im. Adama
Mickiewicza w Poznaniu, seria "Prawo” no. 176, Wydawnictwo UAM, Poznari 2016.
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Process mapping is of course abasic element of process manage-
ment. Thus, in the public organisations that Poland’s Gmina Offices
represent (where the gmina is the unit of public administration at
locallevel), it is possible to distinguish between 5 levels of maturity

asregards processes:

level 1-ia. with only a small number of processes defined

(hence even characterised by chaos), with no comprehensive

streamlining broughtin, and alack of cohesion and consistency

to the way procedures are applied;

level 2 - with repeatability practised; and hence a manage-
ment system and procedures brought in to ensure that tried

and tested processes can be replicated further, even as the

sub-processes may vary;

level 3-standardisation - with standards being designed and

used as the basis for identifying processes and with all the

organisation’s processes now defined;

level 4 - process management in place; processes and prod-
ucts are measured quantitatively, monitoring is run, there are

databases and measures, and the structure of the organisation

is starting to be adjusted to its processes;

level 5 - there is constant perfecting of processes (as an

independent new and stand-alone objective of the organisation),
with a feedback system applied, and with constant analysis of
the efficacy of different processes, in which all employees are
involved fullys.

5 For abroader insight, see ibidem, pp.120-124 and 210-251.
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ATTENTION! GOOD PACTICE

Involving key stakeholders in
processes by reference to the
ecosystem concept

KNOWLEDGE PILL

Aim of the practice

An understanding of the surroundings and environment of an organisa-
tion out in society, with a view to objectives being achieved more ideally

Origin? Strategic management, organisational processes, ICT, communication
When there is a need for broader cooperation with the surroundings,
When to apply? intensified with stakeholders so that results and outcome can be

optimised

Results foreseen

Greater acceptance of objectives and projects within the organisation

Inputs not to be ignored

Program(me)s and skills as regards stakeholder mapping

Risks to watch out for

The culture of work in administration, and conflict of interest

3 key actions

The mapping of key stakeholders and their being invited into "renewed”
or in fact “new” cooperation - and hence communication with key
stakeholders

Key (not sole) measure of
success

Greater public trust in the organisation



PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

Required financial
outlays

The building of an ecosystem of stakeholders does not require
maijor financial outlays.

Funding necessary for training in stakeholder mapping as well as
communication, the costs of computer equipment needed to do the
mapping of stakeholders and the design of platforms for the
exchange of information, and the remuneration of ICT personnel.

@ HRrequired for
implementation

A team constructing a stakeholder map adequate to the size of
the unit of public administration, or the numbers of processes and
organisations in the surroundings.

A team responsible for the activity and cooperation of the unit of
administration within the ecosystem, along with other organisa-
tions (taking in the people engaged in stakeholder mapping).

A team comprising IT personnel and also taking responsibility for
relations with stakeholders. The ICT unit will be responsible for
designing a platform for the exchange of information with
stakeholders.

@ Key organisational
activity that will be
required

A team to gather feedback.

Knowledge as regards the methodologies of stakeholder mapping.
Alarge amount of time for building relations.

A change in the way of working to a more partnerly way, as
opposed to a relationship based on authority or rule.

® Required technical
resources

Computer equipment with which to develop the ecosystem of
stakeholders, including programming to provide for the mapping,
and the design of a platform for the exchange of information -i.e.
a computer and programs to edit the files.

Ajoint database for the Project Team relating to the surroundings
of the unit of administration, and thus comprising information on
stakeholders (numbers, groupings by activity and experience
with cooperation, and proximity within the environment of the
organisation).

A conference room in which to run training, as outfitted in
necessary equipment, and devotes to use in cooperation with
stakeholders.
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Time needed No more than 2 years. The time needed to introduce the pro-
cess-management practice depends on numbers of processes and
stakeholders.

Knowledge and = Mapping of stakeholders.
experience » The construction of a platform for the exchange of information with
stakeholders.

Public communication.

Cooperation «  Cooperation with internal and external stakeholders.

Experts in the mapping of the environment, as well as communica-
tion and the relevant technologies.

MESSAGE FOR THE HEAD OF THE ORGANISATION

Each organisation or institution consists of its own people
plus external stakeholders. Good mapping of stakeholders is
crucial if cooperation is to proceed as it should.

Introduction The practice under discussion here is in truth two practices, from
two editions of the SYNERGIA project now brought together here.
The practices are:

1. The ecosystem of stakeholders (in the course of Edition ).

2. Theinvolvement of key stakeholders in the processes of the organ-
isation (Edition Il).

The linking of content from the two practices reflects the close

proximity between them, and the common root in stakeholder the-
ory. The two augment each other, while implementation in tandem

will increase the likelihood of the organisation putting in place an

effective system of cooperation with stakeholders.

The practice of the involvement of key stakeholders in the process-
es of the organisation recalls the workings of the ecosystem in

ecology and in nature. Analogously, in both the public and private

sector, units function better in cooperation with other “organisms”,
i.e. organisations.

Thus a key activity in advance of any embarking upon broader co-
operation with stakeholders is detailed in-advance analysis of the
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Aim of the practice

processes of the organisation, with its locating or placement within
or among them, including as regards how significant they actually
are for processes and activity.

The practice whereby the ecosystem of stakeholders is studied

does seek to draw on ideas relating to the ecosystem in nature -
given that a group of living organisms there enter into interactions

with one another, but also with inanimate nature (the abiotic envi-
ronment - meaning wind, water, sun, soil and so on). The suggestion

is that an ecosystem is a unit enhancing possibilities for both

survival / persistence and efficient (healthy) functioning.

In turn, as perspective is gained in regard to all of the stakehold-
ers-and (what are determined to be) the key ones in particular, we
make it easier for ourselves to find optimal solutions that can prove
acceptable to all. Inboth public and private sectors, institutions will
operate more efficiently if they cooperate with other organi-
sations and firms. The likelihood is that competences, skills and
knowledge (and of course experience) will all be enhanced in this
milieu. More specifically, cooperation between several entities
should - and is shown to - make for the efficient and effective
pursuit of projects.

The aim of the practice is to intensify cooperation with stakeholders,
with aview to the outcomes of processes being optimised on the ba-
sis of cooperation. The innovation of the practice is made manifest
in the construction and then use of the map of the “ecosystem”
of the public organisation, i.e. as regards cooperation with public

and private organisations in the surroundings, as well as the devel-
opment of that cooperation, inter alia via the tools that ICT offers.

The public sector is withessing a constant and clear increase in
the need for its own projects to be pursued in cooperation
with partners (other organisations) on the outside. Many tasks
within projects are indeed farmed out to other organisations. All
this makes it more and more urgent for pointers and feedback to
be exchanged between different entities (e.g. in regard to ways of
running projects and streamlining processes). The growing expec-
tations of society vis-a-vis administration offer areason for units
within public administration to work for the steady improvement of
cooperation (ways of cooperating) with organisations on the outside.

The introduction of the above practice is possible in each and every
unit within public administration, andin most or all organisational
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units within a given institution. The effects of applying the practice
will be to facilitate the more efficient pursuit and completion of goals
and objectives, as well as simultaneous lowering of the costs of

doing so.

)

Analysis of the tasks of the
institution and previous
cooperation with stakeholders
(petitions, consultations over
projects, activity on social media)

®

Preparation of a preliminary
map of stakeholders, and
consultations over that within the
organisation, from the point of
view of completeness

®

The development of abase of
stakeholders, and principles for
cooperation therewith
(consultations, petitions and
projects)

@

The defining of the problem of
the proliferation of tasks and its
presentation at the organisa-

®

Invitations to cooperate in the
case of certain identified
stakeholders, and public

®

The pursuit (and periodic
evaluation) of the cooperation,
including on the basis of the

tion’s forum invitations to cooperate among appraisals and evaluations of
remaining ones that show stakeholders
willingness
Which actions does the Each unit should make ready its stakeholder map in line with the
practice encompass? scope of its competences. Later there would be apresentationin

schematic form of how this process looks, and might look in future.

The first step is to identify stakeholders. The map of the ecosys-
tem shows both the immediate (internal) surroundings of the unit,
meaning its sections and teams, and the further surroundings -
in the form of other units in the public sphere and among private

organisations, with whom the contacts are direct. An item within

the ecosystem (member) might also be a unit within the public

administration of another country, again with the exchange of good

practice being an example of cooperation.

The practice links up with other areas of activity in the organisa-
tion, not least project management as orientated externally, im-
age-building, and the achievement of strategic objectives.

By developing an ecosystem map of the environment or sur-
roundings within which a public organisation operates, it be-
comes possible to identify and then select organisations for
cooperation in regard to the projects of a public institution. As
a stakeholder ecosystem in a unit of governmental administration
is built, the aim will be to enhance cooperation with other organ-
isations, such that joint action may lead to the achievement of
best results out of projects.

Involving key stakeholders in processes by reference to the ecosystem concept



The development of the stakeholder ecosystems allows for the
streamlining of the work of public administration, as there is bet-
ter adaptation to the needs of people, clients and society ingeneral.

The second step is the design of a functional platform onwhich
stakeholders will be able to exchange views, opinions and ex-
periences.

That platform should relate to the main processes and areas of
activity of the organisation, and take account of the different forms
of cooperation, i.e.:

= offersofinformation onnew initiatives and their statusinterms
of implementation;
the exchange of opinions and standpoints;

= bilateral or multilateral stakeholder meetings of various differ-
entkinds;

= the documentation of cooperation (minutes kept as regards
what is decided and what differences there may be, as well as
reporting);
the listing of the contacts of key importance in the cooperation.

The third step to the introduction of this practice entails the
organising of stakeholder meetings. Optimal from the point of
view of the efficiency with which these meetings take place is that
not all stakeholders should be involved at any given time. Meetings
should be subject-related and have a number of participants that
makes them representative and ensures competence on the one
hand, while remaining manageable on the other.

The most effective meetings are thus taking place in groups divided
up organisationally or with very closely-related areas of activity.

At the same time, it is for example possible to anticipate once-a-
year general meetings with stakeholders, at which the organisation

presents its framework plans, and sums up a key period of activity,
or else the completion of a project that concerns most of the organ-
isation or organisations.

The final (and most important) step is the one involving feed-
back from stakeholders as regards the new cooperation mecha-
nisms. The collection of this kind of information may take place via
cooperation review meetings on the platform designed - with this
for example involving questionnaires or workshops. These forms
may in fact be brought together.
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The outcomes when a stakeholder ecosystem is made ready and
presented

Indicators of the
effectiveness of

An inventory of key stakeholders in given processes of the organisation will have
been made ready.

A map of the organisation’s surroundings as regards stakeholders will have been
drawn up.

The acceptance of objectives and outcomes of projects among client institutions
will be greater

There will be greater citizen confidence in projects run by and in administration,
thanks to the active engagement in these projects that has now been facilitated, with
the effect being greater trust between aninstitution andits surroundings outin society.
Officials will now be more open to cooperation with organisations beyond their
own unit.

The knowledge possessedbyleaders in the organisation willhave beenenhanced,
in particular thanks to the feedback received from stakeholders.

New and prospective areas of cooperation with stakeholders will have been
developed, there being a platform in place for the exchange of views, opinions and
experiences.

To measure approximation to the assumed goals and objectives
the practice of the given practice, it is possible to use the following measures,
which are termed indicators of the effectiveness of the practice:

= A comparative (percentage) index depicting the increase or
decline in the number of projects and processes pursued
in cooperation with stakeholders, as compared with the time
before (this will of course require that cases of cooperation be
identifiable and identified - as a product).

= Anindicator of stakeholder satisfaction with and trustin the
givenunitin public administration, on the basis of questionnaire
research in consecutive periods (a result).

= Anindex of the growth in knowledge on stakeholders that
is present among leaders and other key personnel in the or-
ganisation. This will again have been studied via questionnaires
completed by project leaders (as an outcome).

= Aquadlitative assessment of the results of projects complet-
ed in cooperation with stakeholders, as set against original
assumptions (e.g. more effective pursuit and achievement of
goals and objectives, lowered costs, reduced times for process-
es, fewer complaints - animpact or influence).
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Risks and barriers = Conflicts of interest: competition between involved structures

and stakeholders as opposed to cooperation.

= The generation of solutions that fail to meet the real needs of
stakeholders.

= Theprivileged treatment of certain stakeholders; e.g. with unau-
thorised lobbying on the part of certain stakeholders.
A necessary change made in the culture of work in public ad-
ministration.

= Aprolongation of certain processes - especially where the rules
of cooperation are not designed or implemented very well.

= A change of key stakeholders as effect is being given to the
project.
ICT-related problems involving the cooperation platforms, as
well as cooperation with the specialists in that field.

= Communication with all stakeholders linking up with the imple-
mentation of processes.

What next?
Self-questioning

Ask yourself the following questions:

= How to change customs and habits?

= How to make a good start, so as to win some early "Brownie points” among stake-
holders?

= How to be open, and at the same time assertive, in cooperation?

= How will we reconcile sometimes-conflicting interests of stakeholders, with oc-
casional refusals to accept their versions or standpoints?

= How willwe develop the practice, seeing toit that there is “renewal”, with this being
a living instrument that goes on meeting needs?

= What will we do if things fail to work out?

= How will we seek further inspiration?
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@ Interesting examples, implementations and indications

The world of consulting also uses stakeholder-ecosystem practices in its projects
and analyses.

= The Power of the Integrated Stakeholder Ecosystem on Your Growth
= Public confidence and trust as the world came out of the pandemic.
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By reference to four dimensions of trust/confidence, the Public Governance Commit-
tee of the OECD gathered alarge number of excellent materials relating to changes
in public governance associated with the digital transformation.

@ Public administration, please remember!

Summary

= The building of reputation and credibility / reliability among stakeholders is “winning
their trust”.

= The founding of a network of contacts increases the capacity to introduce and give
effect to projects, not merely thinking them up and setting them up.

= The obtainment of feedback from stakeholders from the very outset of work to bring
in the practice helps further enhance its reliability.

Leaders mustearn the trust of their teams, their organisations, and their stakeholders
before attempting to engage their support —Warren G. Bennis

Inspiring Behind good brands lie stakeholder companies - Will Hutton

thoughts

SYNERGIA -in one sentence

By building alliances, you increase your
potential.
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ATTENTION! GOOD PRACTICE

A stakeholder-oriented approach in
public-administration strategy and
communication

KNOWLEDGE PILL

A conscious policy of the organisation vis-a-vis key stakeholders, by wa
Aim of the practice poficy 9 v ¥ way

of their involvement in projects pursued by a unit in public administration

Origin? Strategic management, communication, negotiations

When stakeholders and their standpoints are of importance to the

When to apply?
pRly organisation’s achievement of its objectives

Greater acceptance of the activities of organisation by its external
Results foreseen surroundings, with cooperation, communication and commitment
characterising organisation-stakeholder relations

Inputs not to be ignored The time and the space needed for regular contacts with stakeholders.
Risks to watch out for Poor communication, a lack of reliability or transparency
Key actions Stakeholder analysis, channels of communication and communiqués

Key (not sole) measure of

Assessment of the quality of cooperation on the part of stakeholders
success
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Level of difficulty of
the practice

®

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

Large outlays are not essential, but they might involve the costs of ICT
solutions favouring effective communication or stakeholder mapping.

®| @

HRrequired for
implementation

= No additional employees are needed to bring in this practice, though
it would be possible to appoint a specialist individual to coordinate
the policy of the organisation where stakeholders are concerned,
including as regards activity in information. The person in question
would be monitoring the proper introduction of the practice.

= However, itis also worth running a workshop with an expertin the
field of communication, as well as using channels of communication
in contacts with citizens.

= Leaders should show aninterest as it they to whom stakeholders
turn most often.

Key organisational
activity that will be
required

= Thispractice s first and foremost a matter of goodwill, as well as the
habit of talking to people and to citizens.

» Timeis of the essence - this denotes areadiness to discuss things
with stakeholders, with this also needing to be understood as a kind
of patience.

= Communication and cooperation skills.

» Visible support from the head of organisation to increase the role
stakeholders play in the policy of the organisation.

Required technical
resources

» Resources for meetings with stakeholders in good conditions.

» ICT solutions in the field of communication and stakeholder mapping
might be helpful.

= For example: the founding of a platform for the exchange of views
and ideas.

Cooperation

= Periodic meetings with stakeholders - say quarterly, in rooms fitted
out with conference equipment.
*  NGOs, forms, politicians, social media.
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MESSAGE FOR THE HEAD OF THE ORGANISATION

Communication is necessary in all areas of work.

Introduction The practice under discussion actually brings together two that were
presented through two editions of the SYNERGIA Project, and were
worked on by the participants. These were:

A stakeholder is an entity that can 1. communication with internal stakeholders (during Edition I).
influence an organisation, but is also

under the influence of the latter’s 2. astakeholder-oriented approach (Edition l).

activities. A distinction is drawn

between internal and external Linkage of the content arising out of the two practice reflects the

stakeholders, where the latter operatein g simjlarity and manner in which stakeholder theory underpins

the organisation’s surroundings or . . . .
environment. The activity in the case of both. They are mutually augmentative and, if they are brought in side

public administration is to influence the by side, there is anincreased possibility of the organisation putting
way inwhich effectis giventothelatter's ) 1406 g effective system of cooperation with stakeholders.

objectives, as they are implemented
and pursued through to completion.

! An innovative approach to contact with citizens contained in
These are therefore interest groups,

local communities, bodies operating in a planned practice will have a positive influence on relations with
(civil) society, citizens and employees. stakeholders, and their trust or confidence in public institutions.
Analysis of stakeholders, their interests

andstrategiesis called mapping. Communication with stakeholders in support of (or in fact ham-
Find out more about: pering) the activity of a unit in public administration is not really
different conceptualisations . . .

of stakeholders anything new. However, through the present good practice it should
Advisera, be possible to improve the means of engagement involved in con-
The Design Thinking Salon, tacts with citizens.

TechTarget
The maturity of a public organisation is inter alia attested to by
its skill in using and understanding information from interested
parties when it comes to the pursuit and achievement of goals
and objectives. This practice may be applied in any and every unit
in public administration.
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@ Core principles when it comes to relations with stakeholders
As the diagram below makes clear, stakeholders may belong to four categories:

= those of major strength and a high level of interest in the problem - with whom
relations need to be organised in a very scrupulous manner;

= those with a great deal of power, albeit a lesser interest in the actual issue -
which need to be kept happy and comfortable, with care taken not to impinge upon
their interests as successive actions are taken;

= thoseinonly aweak position, but very interested in the problem - which willneed to
be informed in detail and regularly, with monitoring to consider if they are not entering
some kind of alliance with the strong ones.

= those that are weak in terms of both influence and power, and less interested -
whose positions and conduct will need to be observed and monitored.

A stakeholder-oriented approach in public-administration strategy and communication
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Aim of the practice This practice seeks to devise an approach do stakeholders that is
inline with the organisation’s priorities - i.e. strategy and objectives.
The pointis for relations with stakeholders to operate in active sup-
port of those priorities or at least ensure a “neutral” or “minimally
well-meaning” relationship (open to discussion) pertaining between
the organisation and the entities operating around it and its activity.

Which actions does the Pursuit of the practice takes place via anindividualised approach

practice encompass? to requirements and perception of stakeholders internally, as
well as a devised and cohesive means of communicating with
them (discourse) that allows a consensus to be arrived at between
aunit of public administration and stakeholders.

.
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The list of necessary activities takes in:

At the analytical stage:

= |n-depthidentification of internal and external stakeholders in aproject - for example
with a view to limiting protests.

= Stakeholder analysis - identification of linkages, commitment, conflict and benefits
vis-a-vis the project.
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= The running of an objective and subjective analysis of stakeholder stances and
standpoints in the given matter. The dividing-up of stakeholders into groups in line
with the benefits for or conflicts with the organisation and/or other stakeholders.

= Ordering the stakeholders in terms of their influence and importance as regards
involvement in the solving of the problem.

Atthe stage of the establishment of the framework for negotiations with stake-
holders - this if of key significance, and may relate to:

= theorganisation and organisational changes exerting aninfluence on stakeholders.

= the stakeholders’ proposals in regard to the shape of the project.

= the scope of the project - appropriately with the postulates of each group.

= financial resources and their use.

= the economic, social, environmental and other consequences of the organisation’s
activity.

= aproposal asregards the division of power -whatrole in the project will stakeholders
take, and in what other ways will they be involved in its pursuit (also done with a view
to curbing protests).

At the stage of planning communications

= Design communiqués that relate to the problem as seen by the different stake-
holders.

= The choice of the appropriate channels via which debate with stakeholders will
take place. Most desirable are direct one-on-one talks, face to face.

At the stage of negotiation and communication

= Communication with the stakeholders - the organisation of meetings with groups
whose benefits out of the project are similar or shared.

= The honest pursuit of negotiations, with the results of these communicated.

= The making of pledges to stakeholders, with other stakeholders informed of what
has been decided. If a promise or commitment is made vis-a-vis one group, others
should know about it.

= Listening in to stakeholders represents an occasion for dialogue with stakeholders,
butis onmly possible when their views, opinions and ideas have first been heard.

What else is worth doing?
= = We enter into communication with stakeholders in regard to
In the political sciences there is a model a problem or project, before they get to hear of things via
i h isi lici . . . .
assuming that decisions and policies are the media - as that will only tend to complicate further relations.
the resultant of external and internal
impacts passing into some “black box”. = We choose a core message that is to go out to stakeholders,

with this arising out of the strategic objectives of the organisation.
= We obtain feedback from stakeholders and experts, with a view
to our practices being further perfected.
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The results with a stakeholder-orientated approach to strategy
and communication

= Araising of levels of motivation, and enhancement of the feeling of security and
commitment among internal stakeholders (employees of public administration).

= Thedevelopment of cooperation, respect and trust between employer and employees.

= Awareness-raising among personnel as to the constant cooperation that pertains
with the external environment.

= Channels of communication that make it possible to reach different stakeholders -
who are informed.

= Reference to the organisation’s strategy in stakeholder strategies.

= Enhanced support of stakeholders for the policy the organisation is pursuing.

= Better projectimplementation andintroduction of change, with a reduced likelihood
of problems arising.

= Transparency of the public sector, its plans and activities.

= Better “societal” checking (with the public allowed to check out progress with strategy
implementation).

Indicators of the
effectiveness of the practice

To measure approximation to the assumed objectives of the given
practice, it is possible to apply the following measures, which can
be termed indicators of the effectiveness of the practice:

in cooperation with stakeholders, as compared with the
period prior to the introduction of the practice.
To keep everyons invested in your vision, = Acomparative (percentage) index of the rise or fall in the num-
you have to back up a little bit and really ber of projects or processes implemented and pursued in
analyze who the different stakeholders cooperation with stakeholders, as compared with earlier years
are and what they individually respond to.
(this requires a defining of cases of cooperation - as a product).
= Anindicator involving stakeholder satisfaction and trust /
confidence in regard to the given unit of public administration,
onthe basis of questionnaire research carried outin successive
periods (as an outcome) - this can also be done with the internal
stakeholders, i.e. the employees.
= Anindicator showing the increased knowledge of leaders
and other key employees in the organisation in the matter of
stakeholders, with this researched by way of questionnaires
given among project leaders (an outcome).
= A qualitative assessment of the outcomes of projects run
in cooperation with stakeholders - as compared with the as-
sumption at the outset (this for example showing better achieve-
ment of objectives, lowered costs, a curtailing of the time needed
for processes, fewer complaints; influence).

@ = Theincrease in the number of instruments/forms applied

Alan Stern:
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Risks and barriers = The hierarchical system present in most units in the public

sector, in which orders are basically given.

= Insufficient time to discuss each and every matter openly and
transparently, as associated with time pressure.

= Poor communication - in one direction and unilateral, with
a lack of transparency to activity.
Apoor choice of channels of communication with stakeholders.

= Unauthorised, concealed lobbying on the part of some (domi-
nant) stakeholders (better or worse partners).

= Lack of authorisation and unreliability, e.g. arising out of past
action.

= The lack of a will to cooperate among stakeholders, key
political differences, and so on.

What next?
Self-questioning

Ask yourself the following questions:

=  Am I not in fact showing favouritism? And maybe somebody requires special
treatment? But is that justified and honest?

= How to be open and avoid risk?

= Has anybody been missed out of the stakeholder analysis?

= Amltaking account of the views of the weaker and less noisy stakeholders?

@ Attention - back to that matter of risk!

Once a bureau is created, its staff becomes a tenacious political interest group,
well placed to defend its budget and to make a case for expanding its activities -
Robert Higgs
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@ Interesting examples, implementations and indications

Complete Stakeholder Mapping Guide

A stakeholder-oriented approach in public-administration strategy and communication


https://miro.com/blog/stakeholder-mapping/#:~:

360

@ Public administration, please remember!

Summary

™)

Inspiring
thoughts

The steady and constant involvement of employees in the decision-making process
allows them to both influence and co-create those decisions.

Get to know the roles and levels of influence of different employees - who leads or
sets opinion, who likes to criticise, who always disagrees, and so on.

Dialogue and communication may surround the best and worst practices, and help
us determine why they acquired those adjectives (conclusion-drawing).

Frequent communication is at the heart of everything - talk with and listen to your
employees, allowing them to offer their insights and strengthen their own positions.
Keep your promises!

The problem is, of course, that these interest groups are all asking for changes, but
their enthusiasm for change rapidly disappears when it affects the core of their own
interests - Angela Merkel

All claims deserve consideration but some claims are more important than others -
Warren G. Bennis

When you question a man’s motives, when you say they are acting out of greed, they
areinthe pocket of aninterest group, etc. It's awful hard to reach consensus. It’s awful
hardtoreach across the table and shake hands. No matter how bitterly you disagree,
though, it is always possible if you question judgment and not motive - Joe Biden

A stakeholder-oriented approach in public-administration strategy and communication
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ATTENTION! GOOD PRACTICE

Locating the bottleneck

in the process

KNOWLEDGE PILL

Aim of the practice

The smooth flow of key processes in an organisation

Origin? Process management

When we face:

= bottlenecks in processes of key importance to the organisation;
When to apply?

= delays;
» processes that fail to yield the anticipated results.

Results foreseen

The achievement of the objectives adopted by the organisation, by way of
an effective course taken by processes

Inputs not to be ignored

Tools for use in process analysis and training

Risks to watch out for

A transition period

Key actions

The mapping-out of processes and identification of bottlenecks

Key (not sole) measure of
success

Locating the bottleneck in the process

Better throughput in processes.



362

)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

@

Instrumentation to identify the bottlenecks: process diagrams,
analysis of the efficiency of the organisation, diagrams on the use of
resources, a Gantt chart.

@ HRrequired for
implementation

A team of 5-10 people (with numbers depending on the size of the
organisation), these taking responsibility for process analysis, the
locating of the bottleneck and suggestions regarding the tools that
can be used to eliminate.

Experts on training and consultation vis-a-vis the management and
steering of processes.

® Required technical
resources

Aroom in which training can be given (hence with a projector,
screen and computer).

Equipment allowing diagrams and charts to be drawn and
analyses carried out.

Premises for the team with access to the organisation’s Intranet
and relevant process documentation.

Time needed

Full effect can be given to the work involved here within 9-12 months.
The precise time will depend on the size of the organisation, its tally of
processes, as well as the resources assigned in giving effect to the
practice.

Knowledge and
experience

An expert on training in process management.
A consultant on the use of tools to audit processes.

Cooperation

Locating the bottleneck in the process

With experts and consultants leading the training and consultation.
Between the Project Team and employees of the organisation.
With experts on the use of computer programs to study processes.
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MESSAGE FOR THE HEAD OF THE ORGANISATION

The locating and removal of bottlenecks increases efficiency

Introduction

and effectiveness in our organisation.

The notion of the bottleneck is one originally deriving from manage-
ment science that deals with industrial processes and production
(operational management)'.

Investopedia views this as a place of system overload (where
that system might equally well be a production line or a computer
network) arising where loading is too great for the production
process to ensure servicing. The lack of efficiency arising out of
the bottleneck often leads to delays, and so also higher production
costs?

The Oxford Dictionary of Business and Management relates the

bottleneck to the overall idea of efficiency, with it being noted that
the long-term, typical, efficiency relates to an operating system over
agiventime, with that system’s capacity being limited, and thus de-
fined, by whatis described as the narrowest part®. Obviously the

reference is to the neck of a bottle, whose deliberately-designed

narrowing limits the amount of fluid that can be poured out (or lost)

from what is overall a much larger available volume in the broader
part of the vessel.Butin a process, the effect can be anundesirable

stoppage of production, or the rendering of services, as well as

delays with a project.

The most major problem relates to a sustained or prolonged or
long-term bottleneck, or else the kind that comes and goes, but
does recur, and always in the same place. Problems cited very
commonly include the suspending of a computer program or some
other flawed procedure. Obviously, an even less-favourable (be-
cause much more complicated) situation is one involving multiple
bottlenecks, which will more or less by definition be in separated
parts of the system.

Where processes in administration are concerned, the bottleneck
will be revealed in queueing, i.e. a slowdown or even standstill

1 Adam Kolifski, Wykorzystanie koncepciji analizy wgskich gardef w zarzqdzaniu produkcjg, https://www.researchgate.net/

publication/273455935

2 https://www.investopedia.com/terms/b/bottleneck.asp
3 Oxford Dictionary of Business and Management.

Locating the bottleneck in the process
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Aim of the practice

Locating the bottleneck in the process

present before further stages are entered, again by definition re-
sulting in a slowing of the process as a whole.

But in the case of a project that develops over time towards its
one-off goal, the bottlenecks may be such as to ensure that further
stages (even when already made ready) will not be possible to enter
into or embark upon.

So the “neck” is sought out by reference to identified areas of
queue formation, meaning also that we check the throughput (num-
ber of cases or issues dealt with per unit time), looking to see if the

“owner” of a given stage of the process can work with full efficiency

orisinsome way “held up” by others. According to the https://www.
pipefy.com/blog/bottleneck/ portal, the bottleneck arises where
the amount of work or number of tasks prove to be beyond the
capacity of the process or its throughput. It is naturally made

clear that a part of that is a relatively rapid approach to the given
point, with an abrupt slowdown given the inability to service and
process what comes along - in away that ensures throughputinthe
whole process more limited than it would otherwise be, and hence
inefficient. A further common way of expressing this is by reference
to the rate-limiting step, as well as the old adage that a process is
only as efficient as it weakest point, step, or ... link!

The uncovering of bottlenecks in processes is best based on:

The observation of data (times, numbers of units and trends) and
of participants in processes;

. The opinions of those actually involved in the process;

. An analysis of workflows, e.g. involving the sequences inherent

to different tasks.

Bottlenecks can be both prevented and managed. Prevention
may for example entail the appropriate training of employees in
servicing a process stage. Inturn, the managing of bottlenecks most
often entails increased employment, the establishment of reserves
of resources (time or people) justin case of some greater burdening
(of time or people), or investment in technology.

The objective here is to streamline processes ongoing in an or-
ganisation following the identification of so-called bottlenecks,
and the improvement of possibilities for a smooth course of
processes to be followed.


https://www.pipefy.com/blog/bottleneck/
https://www.pipefy.com/blog/bottleneck/
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Which actions does the
practice encompass?

Locating the bottleneck in the process

Those “necks” are often overloaded, unprepared for the role they
are supposed to play in processes, while the resources of the or-
ganisation are not (have not been) mobilised with a view to these
places being reinforced.

Implementation and pursuit of the practice takes place via two
basic steps:

= identification;
= elimination.

Identification of abottleneck means not only a precise indication
of the place in (stage of) the process in which that “neck” is present,
but also the causes underpinning the emergence of a problem.
These might include - an under-supplying of resources needed to
service this stage of the process, or a lack of the necessary skills
among those responsible for the stage, out-of-date or non-func-
tional technology; but also such external factors as an abrupt rise
in numbers of clients for the organisation.

The identification of bottlenecks may be achieved by:

= therenewed analysis of processes;

= anattempt to draw benefit from the complaints or remarks
made by personnel and clients alike;

= statistical analysis of the courses processes take;

= comparison made with processes in similar organisations (as
where another office pursues the same task), and hence the
use of benchmarking;

= participant observation, e.g. by using the “mystery client”
method.

= brainstorming and similar methods.

The elimination of bottlenecks may entail:

= aredesigning of processes along which or in which bottle-
necks appear, e.g. by simplifying or streamlining procedures or
requirements, or adding in extra time (if the length of time first
envisaged was unrealistic);

= anincrease in resources around the servicing of the bottle-
neck areas (be those financial, human or simply time-related);

= investment in technology that counteracts the limitations of
work by human beings;

= the training of employees, or even clients, to ensure that they
avoid making mistakes.



Target outcomes

= Alocating of problem areas of the organisation’s processes that actually feature
bottlenecks.

= The development of tools by which to locate and eliminate bottlenecks.

= The elimination of bottlenecks within organisational processes.

= The saving of time as problems of this kind are eliminated.

= The achievement of greater efficiency and productivity among employees.

= Developed processes that optimise the use of time, materials, costs and inputs of
labour.

Indicators of the To measure approximation to the assumed objective of the given

effectiveness of the practice practice, it is possible to apply measures as follows, which we can
term indicators of the effectiveness of the practice. These might
be measures showing:

= dreductionin process parameters, as compared with those
in place prior to the implementation process - e.g. with an
increase or decrease in numbers of process steps or stages,
the length of time that processes last (as a product), and the
throughput (as an outcome)#;

= adecline in numbers of complaints from clients, and a situ-
ation in which processes or stages of processes demand that
errors be corrected;

= the efficiency of employees in relation to that achieved before
streamlining took place (e.g. by reference to the number of cli-
ents served (“processed”) or decisionsissued - as an outcome);

= theuse of resources with aview to use being optimised - with
this requiring an objective standard (an outcome).

Risks and barriers = Improper identification of bottlenecks and flawed processes.
= The ushering-in of change with no external point of view or per-
spective adopted (such as that of clients or stakeholders).
= Atransition period,and change management following changes
of processes, including as regards communication.

As process management is brought in, it needs to be recalled that
public organisations are not suited to the direct application of that

4 Throughput is a parameter determining the number of objects, products, employees, machines, means of transport, tasks and so on
that pass through a defined element of the (production, transport or whatever) system in a given unit of time. In almost every enterprise
(inmanufacturing above all) there are bottlenecks appearing to make it difficult or impossible for the full potential of the organisation to
be taken advantage of - cited by reference to: Encyklopedia zarzqdzania, https://mfiles.pl/pl/index.php/Przepustowos¢.
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key element that is the value chain, as leading to the achievement of
added value understood in a financial sense. This does not of course
mean alack of significance, given that non-financial outcomes may
indeed be crucial.

What next?
Self-questioning

Ask yourself the following questions:

Has an action plan been made ready following on from the identification of bottle-
necks?

How to develop practice and make sure that it is “renewed” as a lively instrument
able to counteract any emergence of bottlenecks?

What will we do if things fail to work out?

How can we keep the support of the top and the involvement of the bottom?

@ Interesting examples, implementations and indications

Features of the management process in public administration

The operations in an organisation need optimising through animproving of client-ori-
ented processes, as opposed to the procedure-oriented processes.

Processes in public administration are repeatable sequences of action changing
elements inputting (outlays, human labour, information, etc.) into measurable out-
putting aspects (like decisions and services).

Of key importance is an understanding of the needs of clients - in this case citizens
being served by administration; as well as the ways in which these needs change - as
expectations regarding the quality of the work public administration does.
Perfectionis achieved asresults are assessed, and thisisinter alia achieved through
aminimisation of those elements within processes that weaken effectiveness and
efficiency.

Basic measures of processes in administration relate to costs, time, flexibility (in re-
spect of citizens’ needs), quality, and significance for institutions and citizens. Where
these dimensions are all faced up to and understood, the perfecting of processes
becomes possible.

The most useful tools in process management in public administration are TQM (Total
Quality Management), resort to ICT, the concept of lean government, the Common
Assessment Framework (CAF) and the Balanced Scorecard (BSC).

Locating the bottleneck in the process



Further reading:

K. Krukowski, Zarzqdzanie procesowe w administraciji
publicznej, Wspéitczesne Zarzqdzanie 2011, No 1.

Unblocking Bottlenecks

Fixing Unbalanced Processes

The Most Common Workflow Bottlenecks (And How to Fix Them),
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@ Public administration, please remember!

Summary
The first practical results (quick wins) would be:

= precise identification of bottlenecks;
= insight into the throughput and time needed to achieve actions in the organisation,
and by way of its processes.

@ In most organisations, the bottleneck is at the top of the bottle - Peter Drucker

You willlaunch many projects, but have time to finish only a few. So think, plan, develop,
Inspiring launch and tap good people to be responsible. Give them authority and hold them
thoughts accountable. Trying to do too much yourself creates a bottleneck - Donald Rumsfeld

SYNERGIA -in one sentence

removing the bottlenecks in an
organisation means a better outcome
of our work, but also greater comfort
at work.

Locating the bottleneck in the process


https://www.mindtools.com/pages/article/newTMC_76.htm.
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ATTENTION! GOOD PRACTICE

Tools streamlining process
management - Six Sigma and
Customer Experience Management

KNOWLEDGE PILL

Aim of the practice A smooth flow characterising key processes in an organisation
Origin? Process management, the restructuring of organisations
When we encounter:

= “bottlenecks” in processes of key importance to the organisation
= delays
When to apply? v . o
= processes that do not bring the anticipated result
= flaws and errors in processes rendering public services

= citizen dissatisfaction with the work of a unit in public administration

The achievement by the organisation of its assumed objective(s), as

Results foreseen . .
aresult of processes taking an effective course

Inputs not to be ignored Tools for use in process analysis, as well as training
Risks to watch out for The transition period
3 key actions The mapping of processes and identification of “bottlenecks”

Key (not sole) measure of

Increased process throughput
success

369 Tools streamlining process management - Six Sigma and Customer Experience Management
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PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult

OJOX@)

Required financial
outlays

Large financial outlays are not needed to bring this in, though skill and
experience on the part of employees will count here, as willengagement,
and teamworking skills. However, an expert in processes (for training
and consultation) may have to be funded.

@ HRrequired for
implementation

A team responsible for analysis of processes ongoingin the
organisation, as well as the experiences of citizens as clients in
contact with the organisation (there is an option to set up several
teams to cooperate together in the course of the analytical
processes).

Experts running training in management and the steering of
processes.

@ Key organisational
activity that will be
required

Tools to identify problem areas of the so-called "bottlenecks”:

process diagrams;

analysis of production capacity;
diagrams showing the use of resources;
Ganttcharts.

® Required technical
resources

Aroominwhich training can be given, with projector, screen and
computer.

Equipment making it possible to generate diagrams and
analyses.

Premises for some 10 people, with access to the organisation’s
Intranet and process documentation.

MESSAGE FOR THE HEAD OF THE ORGANISATION

To ensure that the problem areq, i.e. the “bottleneck”, works to

Aim of the practice

its maximum potential is to take care of it.

The aimis the streamlining of organisational processes -e.g.the
performing of a greater number of operationsin the face of smaller
outlays. Administration often fails to identify “bottlenecks”; and

Tools streamlining process management - Six Sigma and Customer Experience Management
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possibilities when it comes to the smooth course processes

can take. Inertia in an organisation leads to alack of review of pro-
cesses - to the point where these cease to be well described. The

“neck” areas suffer from overload, but resources are not mobilised

with a view to their being strengthened.

@ Aim of the practice

= Flexibility of adaptation to the surroundings.

= A strengthened orientation towards satisfaction among the recipients of services
and the activity of a given office.

= Heightened responsibility / accountability among particular individuals and units
when it comes to actions taken and results achieved.

= Afocus onreal activity and not formal conditioning.

= Counteraction of the “silo mentality” in administration.

= Easier measurement of activity and outcomes in administration (e.g. as regards

time and costs).

Which actions does the
practice encompass?

Management of the
customer experience

This practice seeks to ensure that bottlenecks in the office are
identified and eliminated, in order for operations to be stream-
lined. As the processes ongoing in an organisation are analysed,
attention needs to be paid to the changes that would allow internal
processes to become more efficient.

The Six Sigma and CEM processes can be deployed in any public
institution, as processes are omnipresent.

The method of “Customer Experience Management” or CEM seeks
to standardise the processes by which customers or clients are
served, the aim being for this to translate into contacts between
clients (in this context citizens) and the public organisation being (for
that party) transparent and predictable (in the sense of being in
line with procedures) and friendly'. First and foremost, CEM denotes:

= processes of dealing with official matters and public services
that are perfected (e.g. simplified, de-bureaucratised, reduced
in length and supported by ICT);

= raised skills in the servicing of clients by employees of the
unit in public administration.

1 Formore on CEM, see, for example: A. Urbaniski and L. Dziewa: Tworzenie doswiadczen klientéw. Gliwice 2020, K. Kubacka-Goral:
Kreowanie przewagi strategicznej przez zarzqdzanie doSwiadczeniem klientéw, in: Prace naukowe Uniwersytetu Ekonomicznego we
Wroctawiu No. 114 / 2010, I. Skowronek: Emocjonomika wizerunku: Zarzqdzanie doswiadczeniem klienta a percepcija firmy, in: Kwartalnik

Nauk o Przedsiebiorstwie 1/2011.

Tools streamlining process management - Six Sigma and Customer Experience Management
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CEM requires a precise study of expectations among the cli-
ents for given services, with particular emphasis placed on the

barriers hindering use of services in a user-(i.e. citizen-) friendly
manner. The barriersin question may be procedural, informational,
cost-related, or even ones relating to physical access (up to and

including aspects of a building's architecture, as related to rooms,
counters, etc.).

Research into this most often takes in:

quantitative questionnaires, including as regards satisfaction,
completed by clients.

. use of aversion of the “mystery shopper” technique.

. the filming of the process by which the customer is served, with

client interviews also run.

. precise study of the points (i.e. moments) of contact between

customer and organisation (e.g. use of websites, submission of
documents).

Key aspects of such studies are verification as to which elements
of service processes (e.g. moments of contact) are perceived
either positively or negatively by clients.

Analysis of these elements to the process of servicing represents
astarting point for recommendations as to changes of process, as
followed by the setting of a standard for the servicing of a customer,
based on experiences.

The last point represents an aspect of the “co-design” of public
services with the involvement of the citizen.

However, the application of CEM in public administration? must
take account of the way in which an individualised approach to the
client-customer-citizen cannot be at the expense of the principle
of equal treatment of people in a similar situation. Unlike firms
(which operate in narrow segments of the market), government
offices often serve diverse individuals seeking the same services.
Moreover, processes dre often regulated by law, and public insti-
tutions may not always (be allowed to) display independence

2 for the issue as it pertains to administration, see: Anna Ludwiczak: Using customer journey mapping to improve public services:
A critical analysis of the literature, in: Management 2021, Vol. 25, No. 2.

Tools streamlining process management - Six Sigma and Customer Experience Management
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The Six Sigma Method

in modifying the many elements to processes, unless there is
first a change of regulations.

Six Sigma is a concept arising out of quality management that
aims to organise processes in an organisation, in a manner that
goes as far as possible in eliminating errors and sticking points,
waste, and flaws in proposed products and services®. Above
all, the aim is to avoid costs being incurred by organisations as
they seek to put things right, also by reference to claims, returns,
the withdrawal of products and so on.

Ideally, the targeting of the method is at the number of errors, or
flawed products or practices being at the level of 3 or 4 per
million, where this denotes a reduction in the probability of such
events occurring. Thisis obviously ahard-to-attain level, as empirical
studies show that firms applying Six Sigma actually achieve Sigma
level 4, meaning perhaps 6210 errors per million?.

Such alevel exemplifies what happens with the DPMO index meth-
od (where this refers to Defect per Million Opportunities).

Six Sigma is inter alia applied at such firms as Amazon, Boeing,
Honda and IBM, though it was commenced with by Motorola. The
method is mainly founded in the gathering of a large number of
statistical data. That allows for detailed analysis of processes,
and the detection within them of irregularities, in advance of these
actually arising. Processes need to be designed in such a way that
variability is limited (given that Six Sigma conceives of these as the
main reasons for problems with both quality and costs).

Six Sigma is above all based on precise parametrisation of pro-
cesses, their description, and their statistical measurement
in as accurate a manner as possible. It allows for observation,
study with the aid of statistical methods, and ultimately correction
as necessary. The collection during research of a large amount of
data relating to each stage of the process provides for a better

3 For more on Six Sigma, see: A. Hamrol: Strategie i praktyki sprawnego dziatania Lean, Six Sigmaiinne. Warsaw 2015, G. Eckes: Rewolucja
Six Sigma jak General Electric iinne przedsigbiorstwa zmienity proces w zyski. Warsaw 2016, J. Strumitto: Koncepcija Six Sigma, in:
Koncepcie zarzqdzania. Podrecznik akademicki. Warsaw 2010, and, more broadly: M. Nowicki: Six Sigma, in: Kompendium metod i technik
zarzqdzania. Teoria i éwiczenia. Warsaw 2015.

4 Inrelation to Six Sigma, see: A. Hamrol: Strategie i praktyki sprawnego dziatania Lean, Six Sigmaiinne. Warszawa 2015, G. Eckes:
Rewolucija Six Sigma jak General Electric i inne przedsiebiorstwa zmienity proces w zyski. Warsaw 2016, J. Strumitto: Koncepcja Six
Sigma, in: Koncepcje zarzqdzania. Podrecznik akademicki. Warsaw 2010, and more broadly: M. Nowicki: Six Sigma, in: Kompendium
metod i technik zarzqdzania. Teoria i éwiczenia. Warsaw 2015.
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understanding thereof, and for the search for causes of qualitative
problems...as well as solutions. Study of this kind can be repeated
after each cycle of change in processes, up to the point at which
the assumed or desired effect is achieved. This also allows for
a streamlining of processes, and a reduction in the amount
of time they take. All of that raises quality, reduces costs, and
increases customer/client (citizen) satisfaction.

Key principles under Six Sigma hold that:

clients/customers are paramount, as is obtaining information
fromthem;

. thereis no effective management without information, and its anal-

ysis;

. eachactivityis a process that should focus in on the achievement

of the organisation’s goals;

. management needs to be proactive, such that arising problems

can even be foreseen and headed off;

. cooperation among people (employees, suppliers and clients)is key,

with quality being the responsibility of everybody;

. tolerance of mistakes made has the paradoxical effect of encour-

aging progress, since it ameliorates the fear aspect.

Six Sigmais founded in statistical techniques, especially the con-
cept of standard deviation - which tells us how widely around some

mean value (e.g. an age, profit, level of growth, or speed) individual

values are distributed. The lower the value obtained for standard

deviation, the greater the extent to which values are clustered or
concentrated close to the average. Where quality is concerned,
standard deviation willinform us of the number of individual cases

(e.g. outcomes) that fail to match up to the standard set for quality,
even as the quality feature (such as infallibility) is characterised by

a so-called “normal distribution” of values.

Six Sigma is a 5-stage process by which to achieve higher quality -
of products, outcomes, services and processes. It entails:

the defining of whatimpacts upon quality of service, and the organ-
isational processes leading up to that,

2. the measurement and observation of processes,

3. analysis of the results of measurement,

Tools streamlining process management - Six Sigma and Customer Experience Management
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improved processes leading to the elimination of flaws, errors and
wastes of resources,

checks as to whether the activity seeking to make improvements
actually has that effect.

It should be stressed that the statistics in the Six Sigma method
only represent atool, since the method is based first and foremost
upon quality-management principles, as well as process-related
and pro-client approaches, the motivating of people to behave in
away that fosters good quality, good communication, and so on.

In public administration, Six Sigma may mainly apply to services
rendered. The focus is then on:

= satisfaction among citizens (as clients or customers);

= the use of feedback from citizens, so as to steadily limit the
time taken to render services (i.e. the overall time needed torun
a given administrative process from start to finish);

= limiting flaws and errors in administrative processes and
public services.

Target outcome in the public organisation

= citizens satisfied or content with rapid and efficient service from the employees of
aunitin public administration;

= employees discharging their duties over a smaller amount of time;

= greater efficiency and productivity on the part of employees;

= optimisation as regards: the use of time and other resources, costs, and employee
input assigned to a given process.

Indicators of the
effectiveness of the practice

Tomeasure approximation to assumed objectives of the given prac-
tice, itis possible to apply measures as detailed below, which canbe
termed indicators of effectiveness. These canrelate to:

= areductionin the overall number of processes in an organisa-
tion (as an outcome);

= process parameters later as compared with before imple-
mentation, and thus adrop or increase in the number of stages
toaprocess and the timeitlasts (as a product), and throughput
(as an outcome)3;

5 Throughputis a parameter considering the numbers of objects, products, employees, machines, means of transport, tasks or whatever
passing through a given element of the (production, transport or whatever) system in a given unit of time. In almost every enterprise (but
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the efficiency of employees inrelation to that present before
streamlining and overhauling (thus for example the numbers of
customers “seen to”, or the numbers of decisions issued - as
outcomes);

the use of resources in an optimised way - thus requiring an
objective standard (as aresult);

greater customer satisfaction - of clients of the unit of public
administration, vis-a-vis the service, as well as the contact with
officials.

Broad-front introduction of lean methods or CEM into process
management will be possible thanks to indicators of the influence
of these methods on overall organisational effectiveness and ef-
ficiency in units responsible for key processes in the organisation,
and perceived as such by stakeholders of the given office.

Risks and barriers .

(m) .

Tadeusz Kotarbinski:

Order needs to be done,
disorder does itself.

What next?
Self-questioning

Improperly identified "bottlenecks” and flawed processes.

The difficulty with the ushering-in of change where there is no
basisinany outside point of view or way of looking at things (e.g.
of clients or stakeholders).

The transitional period, as well as change management in the
wake of a change in processes, including in communication.
As process management is brought in, it needs to be recalled
how public organisations cannot engage in the direct appli-
cation of one of the key elements - i.e. the value chain, which
otherwise leads to the achievement of added value as viewed
from a financial point of view. The non-financial results may
nevertheless be considerable.

Ask yourself the following questions:

= Hasanaction plan arising out of process identification been devised, with a view

to improving the functioning and operations of the unit as a whole?

= Howwillwe develop the practice, ensuring thatitis “renewed” andis alivinginstru-
ment that goes on meeting needs?

= What do we do if things fail to go the way we intended?

above allin manufacturing) the concept of the “bottleneck” is known, with this making it impossible for all of the organisation’s potential
to actually be used - after Encyklopedia zarzqdzania, https://mfiles.pl/pl/index.php/Przepustowosé.
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= How to retain the backing of “the top” and the engagement of “the bottom”?
= How will we be seeking further inspiration?

@ Interesting examples, implementations and indications

= The American Society for Quality
= the Public Sector Guide to Lean Process Management and Improvement
= Adrian Grycuk: the "lean government” concept

377

@ Summary

The first practical results of the “quick win” type entail identification:

= of processes - allowing them to be more efficient and supervised better;

= of "bottlenecks” - allowing these to gain more resources in support, so that they

can be used without overload;
= of throughput, and time taken for the organisation’s cycle of activity;

= of the opportunities / possibilities / chances arising out of the processes.

@ Trifles make perfection, and perfection is no trifle - Michelangelo
There will be vices as long as there are men - Tacitus
Inspiring ) . . . . .
thoughts Everything should be made as simple as possible, but not simpler - Albert Einstein
u

SYNERGIA -in one sentence

The removal of "bottlenecks” in an
organisation means better results of
work, but also greater comfort of work.
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ATTENTION! GOOD PRACTICE

Kept deadlines as an example
of perfected processes in any
organisation

KNOWLEDGE PILL

. . To reduce the amount of time for which processes last, by way of their
Aim of the practice

simplification hand in hand with more-intense checking and supervision

Origin? Management of processes
When ambitious tasks have only short windows during which they can be
When to apply? v 9 v
pursued
Results foreseen Greater flexibility of operations

Description of the processes really ongoing in an organisation, as well as

Inputs not to be ignored
= 9 the bottlenecks in the orgnisation that they have to pass through

Risks to watch out for deadlines at the expense of rights, equal treatment, and / or quality

Key actions Cooperation between employees and experts on process management
Key (not sole) measure of Areduction in the amount of time key processes take, without much harm
success being done to quality.
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderate

OJOX@)

Required financial
resources

@

= The costof an expertin process management.

= The cost of computer equipment and relevant programs allowing for
the founding of a team, as well as the determining of instructions as
to the pursuit of stages of the process, and algorithms for activity in
the organisation.

@ HRrequired for
implementation

» Ateam of 4-5 employees experienced in process-design, responsi-
ble for developing instructions regarding the taking of steps within
processes, as well as the supply of algorithms to othersin the
organisation.

= Anexpertin process management who cooperate with the team
founded, and supports it as it seeks to pursue tasks - in particular in
instruction and the algorithms used in analysis.

@ Key organisational
activity that will be
required

The support of management and leaders.

® Required technical
resources

= Computer equipment and the necessary programs to allow the
established team to work.

= instructions as to the stage-by-stage pursuit of a process, as well as
algorithms upon which to act.

= Premises (allowing for linkups with the Intranet), which ensure
enough workspace for the team and the expertin process
management.

Time needed

The practice may be brought in within around 6 months. After 12-15
months, the team may be reduced to just 3 people.

Knowledge and
experience

Members of the Project Team who know the organisation, and best of all
have experience with working at several different posts withinit, as
supported by expert knowledge regarding introduction of the practice
in the field of process management.
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@ Cooperation

Introduction

Further inspiration:

Vartika Kashyap, 11 Strategies for

Meeting Tight Deadlines in the
Workplace.

For the practice to be brought in, it will be necessary for there to be
interaction and cooperation among management in the organisation,
as well as team members, the experts in process management, the
leadership, and employees in general.

MESSAGE FOR THE HEAD OF THE ORGANISATION
A goalis a dream with a deadline
— NAPOLEON HILL

The practice presented falls within the sphere of management
known as process management (in an organisation), or else pro-
cess management per se. The aims are:

= to map processes in the organisation - i.e. those that lead
effectively to the development of the final goods and services
it generates;

= (aspartof the above mapping), the identification of unrequired
processes (inthe sense that they fail to add value; or are not justi-
fied by other requirements (be those legal, technical or whatever),
or ones that have been over-developed - to the point where they
impact upon the time processes take to run their course, and
may well engage the resources of the organisation in a manner
not seen to be justified;

= the elimination orimprovement of the processes identified,
in such a manner that their course would run smooth (not be
disrupted).

In the cases of units of public administration, the outcome of pro-
cesses should be the rendering of public services, support for
processes of economic development, the achievement of pub-
lic and national security, and - in the case of units servicing top
state bodies - the securing of the support of key decision-makers
of the given country. In the case of the public-administration sector,
the courses of processes are in fact much influenced by legal reg-
ulation (requirement) as taking account, not only of the values
of efficiency and rapid action, but also of social justice, equal
opportunities and treatment, and the right of appeal against
administrative decisions; plus socio-economic factors (often even
international) that impact upon processes relating to legislation,
strategies, and so on.
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Aim of the practice

An example

Units of public administration give simultaneous effect to many
and varied processes. It is basically justimpossible to focus the
attention of the whole organisation on a single process, given that
these arise out of tasks of the unit set outin law, which it must pursue
and can neither ignore, nor suspend, nor circumvent. Equally, each
division of the given entity may work to develop (and hence
improve) key processes of whichiit is the owner.

The task of each division within the unitin public administration would
be to optimise the resources needed for the process. Optimisation
would take place using one of the tools managing processes
that are presented in the Handbook, be that the LEAN method
(the Be Lean practice) or “bottleneck” analysis (the practice on the
locating thereof). The choice of tools depends on the decision of
the unit itself; but it is a matter of key importance that the leaders
should be joined by their team in running a detailed analysis of the
existing process selected with a view to its being improved. This
should then be worked on to the maximum degree possible (interms
of timeliness, reliability, and so on), with resources optimised, and
instructions prepared, along with alist of attendant tasks associated
with perfecting the processes where employees are concerned.
Further on, itis animproved process thatis being putinto effect, but
with testing and further improving of solutions adopted. If a given
division has more than one process, the leader plus team must
deal with the perfecting of the further processes.

A universal example would be the optimisation of processes in
an organisation in such a way as to maximise the probability of
deadlines being adhered to in different units. This is possible
where the processes making up the tasks carried out are subject
to analysis. The aim will then be to eliminate those elements within
processes that are capable of hindering compliance with deadlines
within the area of activity of the given division. A condition here is
that this kind of activity is permissible under the law, as well as
that other parameters relating to quality remaininplace.Inthe
case of administration that might mean the suitability of decisions,
costs of the process, and so on.

The practice seeks to reduce the amount of time different pro-
cesses take, by way of their simplification, also in the face of
intensified checks on their courses (including in terms of quality).
Both simplification and intensified monitoring allow for the
elimination of errors, with simpler processes denoting a smaller
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Which actions does the
practice encompass?

probability of errors as such, as well as the replication of activity,
and delays; while more checking allows errors to be eliminated in
real time, even as a process is being run.

The meeting of deadlines arising out of the law in force or po-
litical declarations, or else associated with the expectations
of citizens, represents an important criterion (of a legal, political
or efficiency-related nature) by which to assess the work of a unit
in public administration.

In public administration there is a particular difficulty, as typically
there is no way to decide to neglect activity in one areain order to
transfer the emphasis elsewhere (as a firm producing a product
might do). Moreover, large organisations of this kind in particular
may indeed be pursuing a great many objectives (and relevant
processes) at one and the same time. Things do not all boil down
to making more money. Indeed, what administration does, it must
do even when austerity / “belt-tightening” (and economy with
resources)is fully in place.

This is why public administration ought to be deploying techniques
that make it possible - at relatively low cost - to achieve ob-
jectives, on time, efficiently and with money saved! That may
mean an application for management processes, albeit if these are
indeed adjusted in line with the specifics of the public sector (e.g.
as regards what is provided for in Acts of Parliament or other law,
as well as in the budget, and with citizen participation also allowed
for,and so on).

There are two types of activity within the framework of the practice
described here:

Minimisation of the numbers of tasks being performed by emplo-
yees. This may take place either through the elimination of whole
tasks (determined to be unnecessary or producing very little ef-
fect) - as something that is not always especially possible in pub-
lic administration (not least because the amendment of Acts by
Parliament may sometimes be needed). There is thus minimisa-
tion through elimination or else through the limiting of lesser
tasks (sub-tasks), within the framework of greater competences
or processes pursued by public administration - with this being
minimisation through simplification;

. More in-depth analysis of the courses processes take, allowing

for greater control over and verification of these courses from the
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point of view of proceedings moving forward in the proper manner,
along optimal ordering of activities, better coordination of several
lesser processes (sub-processes) making up the main one,and soon.

A minimisation of the number of tasks given effect to by employees
may be achieved through the supply of instructions on completing
each stage of the process, inamanner ensuring that it is optimised
algorithms for the given activity that are used.

Such algorithms eliminate unnecessary activities or point to a de-
fined, optimal way in which activities within processes might be
carried out.

Of equalimportance is regular use of instruments that simplify
processes, which are characterised by the inherent likelihood of
becoming more complicated over time, spilling out in unexpected
directions, and in general behaving like the mythical Hydra. Only
aregular review of processes from the point of view of their
simplicity and functionality can guarantee that truly-necessary
augmentation of processes will be included in algorithms, while other
complications are eliminated, or atleast adapted to the necessary
degree.

The key tools to be used when amore in-depth analysis of the course
of processes is sought involve:

= determining interim deadlines relating to the completion of
stages within the process - these will represent something like
points of orientation or points on a checklist, as processes
are ongoing, allowing for constant assessment;

= the introducing of indicators measuring the efficiency of
stages in the process - given that these allow for a more
far-reaching assessment of what is going on with processes,
as well as where there are problems or delays in the search for
precise causes (what are involved here can represent a ratio
presentation of numbers of activities, decisions or clients per
unit of time or cost, as well as numbers of complaints or returns,
and so on);

= periodic assessments of the efficiency of the process as
awhole - by reference to the opinions of users, citizens or key
stakeholders, incomparison with similar organisations or good
practices, and so on.
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Outcomes for the public organisation:

Indicators of the

mapping and description of key processes and sub-processes in the organisation;
optimised resources used as processes are brought in and pursued;

a skill to simplify key processes and in this way increase the transparency of
an organisation’s operations, as seen from the points of view of decision-makers,
employees and citizens;

a streamlining of processes of the unit of public administration, with these pursued
at a higher level of quality;

a capacity to achieve priorities faster than previously, and to cope with
changeability;

enhanced accountability of employees of the unit for their processes;

greater creativity and innovation;

greater satisfaction among citizens when it comes to the services units of public
administration provide.

To measure approximation to objectives assumed for this given

effectiveness of the practice practice, it is possible to deploy the following measures, which we

can termindicators of the effectiveness of the practice:

= anindex presenting the number of simplified processes or
elements of processes (as set against the total number);

= anindicator relating to the checking of processes before and
during the practice - this could be the number of “points” to the
checking of the process, or be qualitative - relating to the number
of identified errors, flaws, etc., as noted through intensified
monitoring of processes;

= anindex comparing the length of time that processes last
prior to or during the implementation of the practice, as meas-
uredin hours.

Risks and barriers Key challenges for or threats to the introduction of good practices

in the public sector relate to:

= unforeseen circumstances that arise (pandemics, political
changes, and so on) - given the way that these influence further
risks greatly;

= the appearance of tasks unplanned-for,and hence unexpect-
ed workload;

= an abrupt increase in citizens’ demand for the services of
the unit of public administration;
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adropinlevels of employee motivation and / or resourcesin
the organisation (be thisinrelation to austerity, lack of income,
abudget crisis or whatever);

= optimised use of resources in the unit’s processes having the
effect that people are simply laid off;

= arisk of time taken being reduced by way of a lowering of the
quality of services.

What next?
Self-questioning

Ask yourself questions as follows:

= How to simplify processes in your unit of public administration in such a way that
balance is retained between process efficiency, the honouring of the rights
and obligations inherent in the law, and quality? Which aspect of this equilibrium
isin fact of key importance?

= How canwe motivate employees using the languages of benefits, in order for those
people within their areas of operation to seek out reserves of efficiency in the pro-
cesses they are responsible for?

= What could go wrong, and what do we do if things fail to work out?

@ Interesting examples, implementations and indications

How to Meet a Deadline

Deadlines are essential to an organisation’s efficient functioning and operations.
They support the flow of work and ensure that all work is in unison, in line with an
agreed completion date. In managing deadlines, the issues needing to be taken
account of are:

= assessments as to what is required;

= appropriately-secured resources;

= the problems and issues sure to arise (or at least the fact that they will);
= detailed planning;

= harm arising out of unheeded deadlines limited as far as it can be.

Your own attitude and way of thinking also have key roles to play. Think positively,
make good use of your time, and don't get bogged down in the planning phase.
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@ Public administration, please remember!

Summary

Deadlines that are hard to meet should combine with ambitious goals over short times
to incline us to think about the simplification of actions, processes and procedures.

Kto chce, szuka sposobu. Kto nie chce, szuka powodu ("Those who want to, look for
a way. Those who don't want to, look for a reason”) was what Polish author Stefan
Zeromski said.

While for his part, Albert Einstein said: everything should be made as simple as pos-
sible, but not simpler.

@ The ultimate inspiration is the deadline - Nolan Bushnell

Assignments without deadlines are far better at producing guilt than stimulating
Inspiring action - Kerry Patterson
thoughts

One forges one’s style on the terrible anvil of daily deadlines - Emil Zola

SYNERGIA -in one sentence

A deadline is negative inspiration. Still,
it's better than no inspiration at all -
Rita Mae Brown
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Risk
management

2

A

Risk in the activity

| operations of an
organisation does
not derive solely from
the outside, since it
can also reside in the
teams established

to further pursue

key goals. Risk is of
profoundly human
character, ensuring
maijor difficulties with
complete elimination.
In essence, it will
reflect inappropriate
choices of team
membership more
than it will denote
flaws or errors of or
in those individuals
themselves.
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Introduction

The specifics of the ared’

The practice of risk
management

The role and specifics of the area
in a public organisation?

Proceeding with the conventional understanding of “risk”, we can
find it readily enough, as indeed it has accompanied us from the
moment of birth (and also before). Sport can mean medals, but it
surely means injury; art is beautiful, but regularly misunderstood;
scientific discovery is the essence of progressin human civilisation,
yet it can easily be turned against us. Yet “risk” seen as an auditor
sees it - as uncertainty of outcome - is inevitable where there is
change, where thereis a future. And it denotes the innovation upon
which progress in society and the organisation depends. Thisis true
for the world of business, but public management is no different.

Risk management seeks to help organisations understand said

“risks” - as and where these are identified - and to take relevant
action. For reasons alluded to above, total elimination of risk is not
going to be an option, but even excessive risk avoidance (among
people who are risk averse, do not want to tolerate it, have no ap-
petite for it) can bring things to a standstill, and/or deprive an entity
of acapacity to act. Risk management might have been there before,
but after "9/11” it obviously developed greatly. Business seeks to
engage in a tradeoff, given that taking / accepting / tolerating /
having an appetite for risk denotes potential profit.

Risk management will seek to limit the uncertainty referred to
above, while also curbing effects and impacts, should given risks
play out in reality. Risks are thus identified, listed, put in a risk regis-
ter, with a matrix always used to set probability and likelihood of
occurrence againstimpact where the risk actually materialises.

Forms of risk management implemented as “controls” will work
tomonitor, safeguard, develop scenarios and plans to manage when
and where there are crises, gather reserves, and ensure that people
are trained and even drilled (through simulations).

The remit of the public sector being broad, the scope of the risk that
might be encountered is likewise. In practical response, the head
of a unit in the public-finance sector is obliged by law to engage
systematically in risk management.

1 The specifics and the practice of risk management are discussed in a user-friendly manner by P. Cabata and A. Stabryia, (in:) Podstawy

organizacjii zarzqdzania. Podejscia i koncepcje badawcze, ed. A. Stabryta, Chapter 9, Zarzqdzanie ryzykiem, Krakow 2018.

2 For more on this, see: K. Puchacz, Zarzqdzanie ryzykiem w sektorze finanséw publicznych, Warsaw 2013.
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@ Risks in the public sector:

political factors;

resistance among members of the public, and a change in (the changeability of)
public opinion;

crises of image;

factors relating to personnel;

stability of public revenue and unpredictable expenditure (e.g. with natural disasters);
factors relating to ICT and logistics;

unauthorised lobbying, and corruption;

errors of decision-making and communication.

@ Further inspirations

The OECD'’s High-Level Risk Forum became associated with
Recommendations for the governance of critical risk®.

Inline with these, key elementsinraising society'sresilience vis-a-vis
critical threats would be considered to entail:

= the identification and assessment of risk - achieved with ac-
count taken of inter-linkage and the domino effect;

= the determination of what it is that has priority status, and the
allocation of ownresources;

= greaterinvestment in those things that prevent risk, or limit it;

= flexible capacity when it comes to readiness, reaction and re-
building, given the way this helps with the management of crises
that are unforeseen and of new types;

= good risk management being a transparent and accountable
system of management that learns steadily;

= prior preparation - with governments not just sitting there and
waiting for the next disaster;

= raised awareness as regards critical threats, with a view to
ensuring that all key actors are mobilised;

= theaccountability / answerability of each member of society in
bringing about the implementation and pursuit of the common
goal thatis increased resistance torisk;

3 Drawn upinter alia by reference to: L. T. Drennan, A.McConnell and A. Stark, Risk and Crisis Management in the Public Sector, Routledge
2014; K. Raczkowski, Risk Management in Public Administration, Palgrave McMillan 2017.

4 OECD Recommendation on the Governance of Critical Risks Adopted on 6 May 2014, Paris. https://www.oecd.org/gov/risk/Critical-
Risks-Recommendation.pdf.
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Risk management

the gathering and exchange of information on the existing risk,
as well as exposure to risk and the factors influencing risk;

= the determining of who is the “owner” of risk and who is respon-

sible / accountable for risk management;

= the monitoring and assessment of risk trends, where the rele-

vant systems should take account of changing models of risk,
and factors of a demographic, economic, technological and
environmental nature, as well as the ways in which there is in-
terdependence and a potential for “cascade” effects.

Personnel-related risk is one of the key kinds, and is possible to
point, not only, to the possibility of staff-related decisions taken
in error, but also to multiplied risk, when the joint work of several
people is what is involved. The strength of cohesion in a team is
not a matter to be ignored - a “toxic” impact within a team can
extinguish the potential of the members of any group. Thus the key to
the effectively functioning organisationis the construction of small,
mutually-augmentative teams. These should have 5-7 members
and be diversified in terms of the personalities involved. Such
a group can underpin efficient teamwork, and translate into more
favourable conditioning.
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ATTENTION! GOOD PRACTICE

Four types of meeting

KNOWLEDGE PILL

Aim of the practice

The better use of time at meetings, and better exchange of information as
they are held

Origin?

People management and leadership, communication management and
risk management

When to apply?

When an organisation is not proving efficient / effective, information is not
flowing, communication is not taking place, and the meetings that are held
are time-consuming and of low quality

Results foreseen

Improved effectiveness of the organisation, as well as communication
and use of time

Inputs not to be ignored

Making the practice a habit, so it becomes a daily thing

Risks to watch out for

A choice of subject matter not matching the type of meeting

Key actions

The right selection of subject matter for the meeting of the right type

Key (not sole) measure of
success

Four types of meeting

Increased satisfaction with meetings held within the organisation.
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®

PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

Required financial
outlays

The practice mainly requires payment in regard to plenary meetings.

® | @

HRrequired for
implementation

There is no need to take on new employees, but roles will need
assigning: of the mentor of the discussion at meetings lasting around
3 hours; of the organiser of plenary meetings; of teamleaders to
whom employees will submit reports (but these can be the usual
immediate superiors if so desired).

Key organisational
activity that will be
required

= ChangesinHRrules, and an empowered Personnel Section.
« Involvement of the head of the institution and Personnel Section -
as crucial.

» Time set aside for training.

Required technical
resources

» Programming allowing for analyses and results-processingin
regard to employees’ questionnaires as regards the quality of
meeting.

= Aconference room in which monthly meetings (of around 3 hours)
can be convened, as well as access to a computer, projector and
screen.

Time needed

Introduction should be possible rather rapidly (in between1and 3
months), as more major financial outlays are not required, and nor is
any taking-on of new staff, or indeed the running of training.

Knowledge and
experience

Benefit needs to be drawn and advantage taken of the skills of
those with experience and a predisposition to run different kinds of
meeting, as well as those who actually trained in chairing meetings and
group work.

Cooperation

Four types of meeting

Of key importance in teams that participate in meetings, as well as
between teams and their leaders. This is in particular true of exchanges
of information, as well as the conferment and accounting (reporting) of
tasks during meetings.



MESSAGE FOR THE HEAD OF THE ORGANISATION

To ensure the achievement of objectives by teams, we need
to engage in communication every day, every week and every
month, so as to be sure that all know what the objective of the
organisation is, how we are seeking to achieve it, and how the

given work of the given person helps with that. Thanks to this
we avoid the overlap of tasks, we coordinate the efficiency of
the unit better, and we achieve results and outcomes

more rapidly!

Introduction Alongside notes and documents, meetings are the most wide-
spread form of work of each organisation, including in admin-
istration.

The above is true of both a meetings between the head and 3 em-
ployees of the unit over the division of tasks for a certain part of
the day, all the way through to a sitting of the government devoted
to the refugee crisis at the state border, with all the many strands
and unknown consequences that may denote.

Onthe one hand, there are certain common rules and principles
underpinning the organising of meetings, while on the other
meetings can differ in terms of character and type - to the extent
that some differentiation of approaches to the management
of meetings looks wise and beneficial.

As with motivation management, account has to be taken of differ-
ences between people, with meeting management considering the

different situations and organisational needs served, or poten-
tially servable, by meetings. An official document likewise takes

adifferent formwhere itis an administrative decision, or a strategy,
or adraft Act, with the work needed to make these documents ready

also differing.

The how to? book in Polish going by the title Doskonate zebranie’
points to certainmore frequent causes of arising “risk” connected
with meetings. These are that:

= ameeting was unnecessary;
the objective was not clear;
= theplanning and / or preparation was bad and wrong;

1D. Sharman, Doskonate zebranie, Poznar 2004 (but in essence this is David Sharman’s book The Perfect Meeting in translation).

395 Four types of meeting
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Aim of the practice

the venue was inappropriate or inadequate;
= the meetings was disturbed;
= thewrong people came, while the proper attendees were missing;
= the meeting was not chaired by the right person, or properly:
= nodecisions resulted?.

Meetings can be assigned to different categories in line with the

functionthey are to serve. Butirrespective of the different classifica-
tions, what matters mostis the means and manner of organisation,
as well as the course - both of which matters should be the subject
of conscious decisions. This bears in mind the way in which such

meetings are “organised” gatherings of people with a precise pur-
pose in mind. This is not a crowd gathered by chance.

Thus, in the publication Organizacja zebran. Praktyczny poradnik
dla tych, ktérzy nie lubiq traci¢ czasu® meetings are assigned to
categories as follows:

= Information-related - where the aimis to convey, exchange or
agree upon information, with a contributions anticipated from
all participants.

= “Team-building” - where the aimis teamwork and cooperation.

= Negotiating - where the core aim is to overcome differences
asregards tasks, to come to an agreement regarding stances,
or simply to seek agreement.

* Related to project planning and management - where the
aimis first and foremost to monitor the course of projects, with
course corrections introduced as necessary with a view to full
effect being given.

= Subordinated to problem-solving - where the aim would thus
be to understand an issue, analyse it and seek a solution or
range of alternative solutions.

The aim of bringing in this practice is thus improved effectiveness
when it comes to the activity of a unit in public administration,
by way of the reorganising of internal meetings and reduction
of risk associated therewith - given that meetings may otherwise
be time-consuming phenomena failing to have a positive influence
on employees.

2 More broadly, ibidem: pp.12-15.

3 C.R.Anderson, Organizacja zebran. Praktyczny poradnik dla tych, ktérzy nie lubiq traci¢ czasu, Warsaw 2003, pp. 10-17.

Four types of meeting
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Which actions does the
practice encompass?

Four types of meeting

In the organisation, we usually usher in organisation of meetings
within four types. These are:

the 5-minute meeting:

organised daily;

= typically in a standing position;

= with no notes or documents, given that direct contact and the
free exchange of information are key here;

= with 5-10 people subordinated to the same manager being
present.

Such meetings obviously aim to discuss ongoing issues and tasks,
but above all as they impinge upon the given day or even part of
day. There may be corrections to ways of acting arising out of the
latest information or events, i.e. things that have taken place since
the last meeting of this kind.

. the meetings of around 45 minutes (as “a review of the week”):

= held once aweek;

= with 5-10 people subordinated to the same manager;

= nodocuments, schedule or detailed preparation.

= subject matter encompasses weekly issues and problems
that influence the pursuit and completion of tasks in a given
month.

. the meetings of around 3 hours (“summary of the month”):

= onceamonth;

= requiring a timetable / agenda, and preparation;
grouping together 10-15 people, along with experts that might
be required from organisational units or beyond;

= theformis then an organised discussion following an agenda;

= a “guardian of the discussion” is then present, responsible
for ending any kind of debate not foreseen by the schedule or
agenda.

The subject matter is of monthly issues and problems potentially
influencing pursuit and completion of the plan for the whole year,
as well as the scope of activity of the organisation more generally.

. the meeting away from the office [ outdoor meeting:

= 3or4dtimesayear;

= taking the form of a weekend trip or other two-day meeting;
= 3or4hours of discussion;

= 30-40 people with key posts in the unit.
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The aimhereis toreview the strategies and plans thathave been
under implementation, to devise long-term plans, to take impor-
tant decisions as regards direction, to work on foreseeing major
changes in the organisation’s environment and reaction to them,
to discuss the introduction of significant innovations, and so on.

All of the types of meetings mentioned are of determined and de-
fined structure as there are quite clear time demandsinregard

tohow they arerun. Thisis to say that the givenrigours asregards

time “impose” the given intention or objective upon the nature of

these different meetings. A need may also arise for a problem to

be brought up for discussion at a weekly meeting, where more time

is required, as there is no requirement that decisions be taken im-
mediately. It may also be the case that some specialised analysis

is needed. Equally, the principle is that MOST matters of an ongoing

nature should be the subject of an immediate decision, given the

goal of avoiding excess “analytical paralysis”. In as much as that
meetings are attended by the proper people with the competences

necessary, the practice as described above should suffice. And

where there are particularly abrupt and complex crisis situations

arising, the solution then could well be to convene a special group

that willmeet separately to resolve the problem. But here too, com-
mon sense will need to be applied, as the mobilising of a group like

this, and the meetings it willhave, requires extra time - during which

one of the regular meetings could take the decision.

Effects for the public organisation:

Indicators of the
effectiveness of

Four types of meeting

Improved efficiency, as duplicate pursuit of tasks is avoided.

A reduced risk of employees being underinformed regarding important aspects of
the organisation’s activity; also improved communication.

Araised quality of meetings, including of teams, in public administration.

Rapid (basically daily) access to feedback from employees.

A limited risk of there being time-consuming meetings that influence the health of
employees in a negative way.

A decline in the number of multi-hour meetings, with these then being limited to truly
important matters.

The ushering in of an ordered schedule / agenda for meetings.

To measure the degree to which assumed objectives of the given
the practice practice are approximated, itis possible to apply the following meas-
ures, which we termindicators of the effectiveness of the practice:



Risks and barriers
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What next?
Self-questioning

Indicators of the raised quality of meetings:

anindex of the number of meetings held per month, per quarter
or per year,inrelation to type as well as planned need -amarked

departure will attest to problems (poor communication - too

fewmeetings, bad planning and running of meetings - too many);
anindex detailing the duration of meetings by time, andincom-
parison with some set standard; with marked departures in

length then taken to attest to problems (poor communication if
meetings are “too short”, poor planning and running of meetings

if they are “too long”);

an index showing the level (from 1to 10) of quality of meetings,
including team meetings, in a given institution in public admin-
istration, asresearched by sending questionnaires to employ-
ees - the situation is assessed before and after the practice

was introduced.

it is also possible to do a comparative study of organisational

outcomes before and after the introduction of the practice, to

the extent thatitis possible to determine the degree of influence

of meetings on that, as opposed to other factors.

Employees’ resistance to changes of habit as regards team

meetings.

A lack of preparation for longer meetings (3-hour ones, or ple-
naries).

Limited access to the means assigned for plenary meetings.
Meetings of teams that extend beyond the structured frame-
work (some kind of intermediate in terms of length and subject

matter, and not therefore fit for purpose).

Errors in the meetings themselves (in their running or mate-
rials or sum-up).

Failure to allow for a certain flexibility - especially at the

outset as the habitat of 4 meetings is just being shaped.

Ask yourself the following questions:

= How to convince people that the project can help with their development, improve
comfort at work, and so justify a change of habit from the time up to now?

Four types of meeting
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How to make a good start, so as to ensure that confidence in the idea is gained,
and how to help people change what they are used to (basic training, ambassadors
of change, questionnaires one month in)?

What can go wrong, and what do we do if things indeed go pear-shaped?

@ Interesting examples, implementations and indications

.

For further
reading: "

Molly Hocutt,
Virtual Meeting
Best Practices:
11 Tips for
Effective
Meetings,
published on
January 31,
2022.

Inspiration: a high-level meeting in the shape of a meetings of the British
Cabinet - rules (selection)*:

The Cabinetis the Government'’s highest decision-making body, having asits aim the
safeguarding of Ministers’ having access to a framework within which they canjointly
consider and take decisions. This despite the Prime Minister being in a chairing role.
The principle of collective responsibility nevertheless ensures that Ministers can
express their views freely, and achieve a united front in decision-making.

Sittings are important enough to come before other matters, aside from where some
officialmeetings need to be convenedin secret. Nevertheless, Ministers may notbe
able to attend if matters in Parliament dictate that.

Where the Prime Minister is unable to participate, a Minister appointed by him or her
presides over the meeting. Where that substitute is also unable to appear, a Minister
of lower rank is designated.

AllMembers are bound by the Privy Council Oath that they have sworn (to uphold the
secrecy of what happens in Cabinet).

The presence of civil servants is minimised, to allow Ministers to discuss topics
freely (though the Cabinet Secretary, who takes notes, is typically also the Head of
the Civil Service).

There are no established rules as to what issues can be covered, and it is the PM
who decides on the agenda, albeit as assisted by the aforesaid Cabinet Secretary.
The timetable usually covers parliamentary business, domestic issues, international
matters and any other business.

Ministers may also inform the Cabinet Secretary of their interest in raising anissue
during asitting. If thatis consented to, the matter is included as a point on the agenda.
Documents should offer concise information necessary for aware decision-making,
with a presentation of pluses and minuses of a proposed policy, as well as potential
threats, and the implications as regards public spending.

4 Developed on the basis of: The Cabinet Manual. A Guide to Laws, Conventions and Rules on the Operation of Government, 1st edition
October 2011, UK Government, Chapter 4: Collective Cabinet Decision-making, https://www.gov.uk/government/ publications/
cabinet-manual?msclkid=df0890e2b42111ecbc93052c1ae721ef.

Four types of meeting
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With the consent of the Prime Minister, given matters may be considered at an early
stage, via a generalised discussion, with the aim being to make preparation for
detailed policy, or else as a last step just prior to the announcement of policy.

Prior to the taking of a decision, Ministers have the chance to discuss the given matter,
in order to seek to obtain an agreed common position. It is the Prime Minister’s role
to summarise the collective decision.

The Cabinet Secretary takes the minutes at the meeting, with this then being the
official record of both the discussion and the decisions taken. It should have been
drawn up formally within 24 hours of a given sitting of Cabinet.

Cabinet Members may meet to discuss party-political matters within the framework
of a political Cabinet in which civil servants play no role, and from which no minutes
of conclusions and the course of the discussion will be taken.

The Cabinet Office Briefing Room or COBRA is mechanism by which the reaction to
exceptional, emergency events and situations is to be developed and agreed.
Ministers are responsible for ensuring that their Departments do everything they
can to implement and pursue what has been decided in Cabinet.

@ Public administration, please remember!

Summary

™)

Inspiring
thoughts

Competences and ways of thinking should be adjusted to the purpose of the
organisation.

Implementation might begin with a pilot scheme, and then have this prolonged -itis
worth the flexibility in order to convince employees into a change of habit.
Encourage leaders to set an example and secure the support for a new way of
behaving.

Allow people to learn how to chair meetings - with anidea to rotate chairing of certain
meetings.

People who enjoy meetings should not be in charge of anything - Thomas Sowell
Meetings are indispensable when you don’t want to do anything - John K. Galbraith

Meetings are the linchpin of everything. If someone says you have an hour to inves-
tigate a company, | wouldn’t look at the balance sheet. I'd watch their executive team
in a meeting for an hour - Patrick Lencini

SYNERGIA -in one sentence

Meetings should have as few people as
possible, but all the right people -

Charles W. Scharf

Four types of meeting



ATTENTION! GOOD PRACTICE

The PAEI Model

KNOWLEDGE PILL

Aim of the practice The identification of types of personality present within teams
Origin? Staff-related risk management, people and team management

When there are difficulties with the working of teams in the organisation,
When to apply?

and/or a need for their level of effectiveness to be raised

Results foreseen Teams in an organisation that function better

Inputs not to be ignored Personality tests and a database

People’s confidence or trust in the practice, matters of confidentiality and

Risks to watch out for .
privacy

Selection of team members in line with what the personality analysis

Key actions
reveals

Key (not sole) measure of

success Assessment of employees - team members - as regards efficacy of work

402 The PAEI Model
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)

®

the practice

Level of difficulty of

PREPARATION / RESOURCES

Moderately difficult
@®O

Required financial
outlays

Means to train staff and to acquire the personality tests

HRrequired for
implementation

® ®| @

Professional trainers brought in.
An expert on personality tests, e.g. at the time of recruitment.

Cooperation between HR staff and employees, as well
as candidates.

» The gaining of team members who are given personality tests.

©

Key organisational
activity that will be
required

Changes in HR rules and Personnel-Section staff who will assume
responsibility.

Involvement of the heads of the institution and of the Personnel (HR)
Section as a matter of key importance.

Time enough for training.

® Required technical
resources

Introduction

Aim of the practice

The PAEI Model

The development of a database.

MESSAGE FOR THE HEAD OF THE ORGANISATION

The leader is the one who knows the way and has
accepted it, can show it, takes it him or herself,
and encourages others along it.

The PAEI Model references the personality types of the Producer,
Administrator, Entrepreneur and Integrator. The model is then de-
ployed first and foremost to reduce the risk of improper function-
ing of teams within an organisation. In the circumstances of the

work of ateam this relates also to risk posed to the achievement of

objectives and the successful introduction of change.

The method thus identifies the types of personality present
in a team. By working in this way the desirable outcome can be
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Which actions does the
practice encompass?

The PAEI Model

awell-shaped team - which might be a key (facilitating) factor when
it comes to change in the organisation.

Where we have a team of 5-7 people in which all types of per-
sonality are represented, change can be absorbed effectively,
with a positive influence then exerted on the organisation, as well
as the atmosphere under which people work. Relationships should
be “healthier” as aresult.

Familiarity with employees prevents conferment of projects by
leaders upon people with features that hinder or preclude coop-
eration. The project can be implemented in any institution in public
administration.

Identification of ways of thinking among members of teams
within organisations, with the aim being to have them support
and reinforce one another in the work that is done to implement
and pursue objectives. Teams should be constructed in such away
as to draw overall strength from each of the ways of thinking present
withiniit.

A poor choice of composition of a team represents a risk to the
organisation, as teams of this kind will not be able to operate as is
expected of them.

The method identifies the following ways of thinking:

A person with a “red” way of thinking is an activist (“Produc-
er”)characterised by concrete questions of the “what and when”
type. Such aperson takes statistics, tasks and facts very se-
riously, while assigning priority to strategies, challenges and
results. This person is very ambitious and organised, most
often anindividualist who has no desire to avoid conflict. Such
apersondoes not like talking about emotions in general,and own
feelingsin particular.Most often such apersonis aleader, given
the liking for being at the steering wheel and achieving results.
= A“yellow” thought process characterises a person of the
“Entrepreneur” type, who asks: why and when? Such aperson
is anextrovert,and emotional, attachingimportance to the world
beyond and the surroundings (not last the market on which
activity takes place). The style of decision-making draws much
onintuition and creativity. Such people concentrate on people,
ideas and concepts, and they take a lively interest in trends,
fashions and new ideas. They also take an empathic approach,
even as they may be impulsive.
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The “green” way of thinking is that of the “Integrator” -whose

main questions might well involve the ideas of who and whom?

Afeature hereis the linking of emotional nature with aninner
capacity to focus and concentrate. Such people care about

links with the world, their ownidentity,and principles and values.
Impersonal relations are welcome, but that means acapacity to

bring people together around the tasks and vision of the organ-
isation. Besides that, they stand out in their flexibility, modesty

and wish to avoid conflicts of personality.

The “blue” way of thinking is then that of the “Administrator”
whose main questionis about how? These are people focused

ondata, facts and tasks. They like systematic processes that can

be measured, as well as order and high quality from a tech-
nical point of view. They prize stability, but tend to curb their
productivity through the generation of an excess of procedures

andrules. These people are not too fond of change and the

way that it necessitates adaptation to a new reality.

The result of the practice is for a public organisation:

to limit the risk associated with bad decisions, conflicts, the costs of mistakes made
in relation to personnel, and delays in the work of the team:;.

to develop employees’ identified skills and eliminate their downsides;

to readily identify its leaders, experts, mentors and talents;

to readily plan training, reasonably expecting a higher rate of return fromiit.

Indicators of the
effectiveness of the practice

Tomeasure approximation to assumed objectives of the given prac-

ticeitis possible to apply measures as follows, which may be termed

indicators of the effectiveness of the practice:

Risks and barriers .

The PAEI Model

The number of teams shaped in line with the PAEI Method (as
a product).

An assessment from employees of the organisation as re-
gards the quality of cooperation within the teams they form
following introduction of the method, as opposed to before it
(an outcome).

A comparison of results obtained by the different teamsinthe
organisation, as well as the overall organisation itself, prior to
introduction of the PAEI Method, and after it; teams shaped
by the method (influence).

The issue of employees’ privacy and consent to submit to per-
sonality testing; legal limitations.



The way that some may actually feel “quite OK” in posts not best
fitted to their style of thinking.

= A mistaken assessment of the colour characterising the per-
sonalities and competences.

= Thelack of any opportunity to select a team - as you work with
people posted “from above” (as it were!)
A lack of skill in bringing different competences together in
teams.

= The inertia of old habits in the work of the team and HR, confi-
dence in the mode of the organisation.

What next?
Self-questioning

Ask yourself the following questions:

= How to convince people that the project can actually help with their development
and increase their comfort at work?

= How to start well, so as to ensure fuller trust / confidence in the idea?

= How must the HR services change the way they work?

= What do we do if things fail to work out?

= How will we seek further inspiration?

@ Interesting examples, implementations and indications

= Jo Wiliams: Rigorous risk management. A must-have for public sector organisations
=  Teamsinasituation of high risk - decision-making by the White House team during
the Cuban Missile Crisis of October 1961

406

@ Public administration, please remember!

Summary

= Encourage employees to make personal use of the information for their individual
development.

= Competences and ways of thinking should be matched to the organisation’s objec-
tives.

= Introduction can begin with a pilot project, and could then be prolonged - as change
on the part of employees is essential here.

= The practice might best be begun at the time of recruitment, or at most in the given
employee’s first few weeks with the organisation.

The PAEI Model
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Inspiring
thoughts

Tests give leaders a full picture of the strongpoints of their teams, as well as per-
sonality types that might still need to be sought in further episodes of recruitment.

Thereis aparadox concerning unusual cases, namely that they repeat - Karel Capek

The captain of a ship is not chosen from those of the passengers who come from the
best family - Blaise Pascal

Do not worry if others do not understand you. Instead worry if you do not understand
others - Confucius

SYNERGIA -in one sentence

Itis as worth investing in teams asitisin
financial instruments or computer
equipment. They are a resources, but can
also generaterisk if the choice of
membership is at random.

The PAEI Model



ATTENTION! GOOD PRACTICE

Eliminating thinking errors
in situations of risk

KNOWLEDGE PILL

. . The aim of the practice is to usher in tools by which to identify and combat
Aim of the practice

|/ counteract cognitive error in risk assessment and crisis management

Origin? Risk management and crisis management

When the management of the organisation must take numerous
When to apply? decisions in circumstances of risk, uncertainty and difficult situations,
even as these decisions ought to be the best possible

Greater correctness and suitability of decisions in situations of risk
Results foreseen

and crisis
Inputs not to be ignored Training in the identification and counteraction of cognitive errors
Risks to watch out for Routine ways of assessing phenomena in the organisation’s environment

Gaining awareness as to the existence of the phenomenon of the
Key actions cognitive error, the use of experts to limit such errors in the assessments
and evaluations of decision-makers

Key (not sole) measure of Decision-makers and key experts in the organisation cultivating the habit
success of applying an aware “self-censorship” vis-a-vis their own cognitive errors
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®

PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderate

OJOX@)

@

Required financial
outlays

= The costs of training as regards cognitive errors in decision-making.
= Theremuneration of consultants and experts engaged in the
practice as regards the application of Delphi methods.

» Teaching materials acting in support of “open-mindedness”
in decision-making.

HRrequired for
implementation

Awareness-raising (among decision-makers in particular) of the
widespread nature of cognitive errors - especially in conditions of risk.

Key organisational
activity that will be
required

» Acrisissmanagement team management (4-6 members).
» Consultants and experts engaging in the Delphi method.
»  Experts giving training on cognitive errors in decision-making.

Required technical
resources

A conference room in which to give training equipped with a projector,
screen, computer and audio.

Time needed

With this practice seeking to overcome cognitive distortions in the
assessment of risk and crisis management, much depends on the size
of the public organisation. But it ought to take 2-3 months to bring in the
practice.

Knowledge and
experience

External experts / trainers / social psychologists as specialists in
cognitive errors;
Teaching materials favouring an open mind in decision-making.

Cooperation

Introduction

Cooperation in crisis team management with other employees, as well
as with experts and psychologists.

Cognitive error represents a repeat pattern of departure from
norms or rationality of judgment that individuals engage in, but
also teams or even whole organisations. The team of decision-mak-
ers and co-workers create their own “subjective reality” on the
basis of the way they themselves perceive data inputting from

Eliminating thinking errors in situations of risk



the surroundings or the organisation, or even from the teamitself.
Members of a team are busy “constructing” areality,andin this way
cease to be directed by objective criteria. This is an unavoidable

phenomenon, as people are not computers, but living and breath-
ing beings with defined personadlities, life histories, education and

experience, also when it comes to taking decisions and assessing

encountered phenomena. The problems emerge when awarenessis

lacking (among decision-makers in particular) as regards the afore-
mentioned conditioning of assessments, choices and decisions,
with the consequences lying in “sensitivity” to possible errors

of thinking and decision-making.

@ The most commonly-occurring cognitive errors (all the more so in
crisis conditions) are:

= aneffect asregards the framing of the problem,

= reliance on heuristics (simplified means of making decisions),

= areadiness to choose a privileged variant,
adesire to stick with the originalidea (anchoring),

= adoption of “last-chance” solutions,

= defensive avoidance - a tendency to trivialise, or make light of
things, or play them down,

= over-involvementin support of a defined solution,

= afocus on profits and nothing else,
a tendency to seek confirmation - of one’s views, decisions,
choices, etc., e.g. by being selective with information,

= afocus onlosses and nothing else,

= the error of ignoring opportunities,

= the error of wishful thinking.

Aim of the practice This practice seeks to bring in a tool by which cognitive errors in
risk assessment and crisis management can be identified and
counteracted. The practice is based on the two key elements of:

1. gaining an awareness as to possible cognitive errors, training
in their identification and elimination, the introduction of pro-
cedures that allow for the probability of these arising through the
whole organisation being eliminated or reduced;

2. the augmentation of the above with the use (as risk to the organisa-
tionis estimated and assessed) of the so-called Delphi method - to
assess future risk posed to an organisation. The method links pro-

410 Eliminating thinking errors in situations of risk
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Which actions does the
practice encompass?

cedures inrisk assessment and the taking of decisions in matters
of risk from different spheres of importance to the organisation.

The Delphimethod is one of a group of heuristic methods encourag-
ing decision-making by using experts from the area of expertise
that the decision, strategic choice and so onrelates to. The experts
supply their specialised knowledge and their experiencesinresolv-
ing given problems, and offer opinions as regards draft decisions,
programmes and undertakings.

The ideal and target outcome of the work would be to use Delphi
methods to gain a consensus view among experts as regards
the subject matter of the decision; or atleast to narrow-down stand-
points so as to indicate consensus and alist of places where ideas
diverge. The method of consensus in crisis management may be ap-
plied to the procedure used to assess the probability of events
occurring, the scenarios for the course taken by a crisis, and
so on. The expert opinions are gathered by way of a questionnaire
form (the questionnaires remain anonymous to prevent a situation
in which rivalry and so on arises).

Assessment of the risks attendant upon a scenario, project or de-
cision comprises the three elements of risk:

= identification,
= analysis,
= assessment.

Cognitive errors may arise at each of the stages; and a lack of
awareness as to the cognitive distortion that is possible may pose
athreat to the suitability (and hence also the feasibility) of decisions
taken in the organisation, of projects that a burdened by the risks
in question, and ultimately of the organisation’s entire strategy.
The practice entails the securing of appropriate tools and training
for those engaging in risk assessment and crisis management.
Individuals and teams needing to retain a critical, open mind and
mind-set ought to question adopted assumptions and conclusions,
at least verifying if they are right from alogical point of view, along
with the underpinning assumptions (schematic thinking), as well as
the interpretation of the inputting information.

Eliminating thinking errors in situations of risk



@ A modern Delphi method taking account of IT possibilities

The literature most typically gives the following assessment stages to the Delphi
method:

1. Thedefining of the problem (most often by adecision-maker, althoughin the course
of the work of experts a definition may be subject to change under the influence of
their opinions).

. The creation of alist of experts.

. The use of questionnaires among experts.

Analysis of the responses of experts.

Whether or not agreement is reached:

o s wN

If yes - results are presented (be these diagnoses, recommendation, forecast, or
whatever)
= |f no-renewal of 2 questionnaires taking account of the results of number 1.

6. A further analysis of answers, return to point 5, etc.

As arule, those formulating extreme opinions are invited to offer

For more, please read: adetailed justification. A certain flaw in the method lies in its slow

Real-Time Delphi speed, the need to bring in a large number of people, ensuring
that this is not a method suitable for decision-making in situations
of abrupt crisis. However, it may be suitable for the devising of
scenarios, researchinto “prolonged crises” (e.g. those relating
to the economy or climate). Anonymity may be a weak-point
too, as it allows for stances to be modified in the course of direct
exchanges of opinion between experts, during discussions and so
on. The method may also prove expensive.
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Results for the public organisation:

= Awareness-raising in respect of the phenomenon, and an understanding of the
mechanisms by which cognitive errors operate, as well as a better acquaintance-
ship with means of avoidance will all yield a more reliable risk analysis and improved
decision-making in crisis situations.

= There will be an establishment of precise tools by which to identify and counteract
cognitive errors to the assessment of risk and in crisis situations, for example taking
the form of checklists, “Devil's Advocate” functions, and so on.

= Risk analyses and scenarios used by the public organisation willbe more reliable
| credible and on-point.

= Further reading: Real-Time Delphi

Eliminating thinking errors in situations of risk
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= The crisis-management team will be aware of cognitive errors, emerging from the
group involved with decisions, and will be trained as necessary.

= |mproved quality of work thanks to the use of the Delphi method.

= The organisation will invest in and support open-mindedness among employees.

Indicators of the Suggested indicators with which to measure progress and success
effectiveness of the practice with pursuit of the practice:

Risks and barriers .

M3

What next?
Self-questioning

anindex presenting the number of instruments with which to
recognise or counteract cognitive errors;

an indicator that assesses management personnel and key
employees when it comes to increased effectiveness and
suitability of decisions taken, as well as successinassessing
risk and defining scenarios.

Anunwillingness on the part of managerial staff / leaders
to verify their own cognitive errors, as well as “politicking” in
the organisation.

Policies, procedures and habits of an organisational nature
that only serve to reinforce cognitive errors, while offering
some kind of justification or rationalisation.

Pay attention to the following phenomena linked with cognitive errors, and having
amaijor influence on both taking decisions and formulating evaluations:

= The pride and self-importance of experts and leaders (and the so-called “co-pilot
error” when it comes to air disasters).

= Thedesire to look for and select confirmatory facts.

=  Therejection of bad news.

= |ndecisiveness.

= Errors with estimating the probabilities of events.

= The possibility of legal liability being incurred, or a personal threat faced.
= The effect of the first impression - or similar with first information.

= The principle of the consequences of so-called “falling into error”

Eliminating thinking errors in situations of risk



@ Interesting examples, implementations and indications

M4

Pointers as regards the elimination of cognitive bias at the level of the deci-
sion-making group - list of key questions:

Verification in search of bias, interests, and politics within the organisation.
Verification of any tendency towards group think.

Verification to see if excess use is being made of analogy.

Verification in regard to confirmation error (repeated standpoints, decisions and
choices).

Verification regarding the accessibility of data.

Verification regarding anchoring bias.

Verification for presence of the halo effect.

Verification for utopian costs.

Verification for excessive self-assurance and certainty, excessive faith in plan-
ning and foresight, and unreasonable optimism.

Verification to see if threats are being played down.

Verification for unwillingness to incur loss.

@ Public administration, please remember!

Summary

.

Reference has
been made to:

The Decision Lab
Lumen Learning

™)

Inspiring
thoughts

Cognitive errors, like those of all the other kinds, form a part of human thinking and
acting - the point here is to ensure awareness of them, conclusion-drawingin relation
to them, and work to eliminate root causes.

The consequences of cognitive errors can be very serious - even on the scale of
whole countries; and long-term.

The best way to eliminate such errors is open communication, the securing of con-
structive critics, diversification of information sources, and leaders who have open
minds.

the elimination (or even prevention) of cognitive errors is a key skill of the leader
operating in crisis situations.

Knowledge is power, but sadly ignorance does not yet mean lack of power -
Niels Bohr

A good decision is based on knowledge and not on numbers - Plato

Knowledge rests not upon truth alone, but upon error also - Carl Gustaw Jung

SYNERGIA -in one sentence

The art of decision-making includes the
art of questioning - Perl Zhu

Eliminating thinking errors in situations of risk
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ATTENTION! GOOD PRACTICE

6 principles of crisis management

KNOWLEDGE PILL

To introduce principles of crisis management in a unit

Aim of the practice
= of public administration

Origin? Risk management and crisis management

When the organisation is in a tempestuous environment, but also when

Wh ly?
en to apply things are working well

Results foreseen Better preparation for the appearance of crisis situations

= Training of the imagination

Inputs that cannot L - .
. = Training in decision-making

be ignored
» Coping with stress

Risks to watch out for Improper choice of subject matter for the type of challenge
Identifying the type of challenge or crisis, and determining accountabilit

Key actions | g w g. . g . v
(and who is answerable) for action in circumstances of crisis

Key (not sole) measure of Anincreased sense of certainty as to the readiness of the organisation to

success face up to crises
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Level of difficulty of
the practice

° &

PREPARATION / RESOURCES

Moderate

®@®O

@

Required financial
outlays

Costs of counteracting and resolving a crisis situation.
Costs of training a communication expert.

Costs of empathy tests and tests of employees’ abilities to establish
emotional contact with people who have sustained harm, as well as
those engaging in protest.

@ HRrequired for
implementation

A crisis management team (5-7 people).

A person responsible for contact with those who have sustained
harm and those engaging in protest.

A communication expert running the training for the whole
organisation.

A team of 2 people to study employees of the organisation from the
point of view of their level of empathy and capacity to make emotion-
al contact with those who have sustained harm, or are protesting.

@ Key organisational
activity that will be
required

The support of the management and leadership.

The conferment upon crisis management of its necessary rank in the
daily activity of the organisation (contingency plans, training,
reserves, risk monitoring).

® Required technical
resources

A conference roomin which to run training under the communication
expert; and a temporary office for the team mobilised to manage
acrisis.

The conference room should have pojector, screen, a link with the
Intranet, a computer plus sound system and an Internet camera.
Depending on what field the potential crisis is in (and its implications
for the public), account will need to be taken of technical resources
that will be of key importance to a reaction from the authorities that
seems credible from the point of view of the public (that means
reserves, alternative sources of supply and so on).

Time needed

This practice needs to be brought in as quickly as possible, but large
financial outlays are not needed for that, and neither is much in the
way of HR.

The introduction process may be over within 3-4 months, depending
on the numbers of employees in the organisation - the fewer, the
faster the tests of empathy can be carried out, and emotional
contact made with those who have suffered harm, or are protesting.

6 principles of crisis management
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Knowledge and

experience

Experts in communication and researchers into levels of empathy and
skill in the making of emotional contact with people who have suffered
harm or are protesting.

@ Cooperation

Aim of the practice

6 principles of crisis management

The emergence of a crisis situation intensifies cooperation with other
public institutions when it comes to resources. Sometimes a crisis
situation in one organisation has aninfluence on other organisations -
and cooperation increases the likelihood of a solution being found,
with the chances of stakeholders in the crisis being ignored minimised
in this way.

MESSAGE FOR THE HEAD OF THE ORGANISATION

It is a common fault of men not to reckon
on storms in fair weather

= NICCOLO MACHIAVELLI

This practice ensures that a unit of public administration will be
furnished with a set of principles or rules on crisis management
that will be underpinned by values, such as respect for the trust
and confidence on the part of the citizen, honesty and integrity of
activity during a crisis, and ethics in public and professional life.

A crisis canreasonably be defined as a state, situation or circum-
stance in which destabilisation, uncertainty and tension in society
continue to grow over time, having been provoked by a certain

threat that sees bonds in society impinged upon, to the extent that
thereis apossibility of control over events being lost, with the threat
only escalatingin that way. In particular, the situation may threaten

to pose a threat or risk to life, health, property and infrastructure,
on such a scale or at such an intensity that it invokes or provokes

reactions from the public that go beyond what we would see with

anormal or acceptable level of risk.

Related notions that often gain application are those of: distur-
bance, catastrophe, accident, incident and conflict. The last ten or
more years have seen people begin to invoke the ‘society of risk’ideaq,
whereby it seems we are all exposed to an ever-growing likelihood
of various different crises arising. This might be combined with the
now-familiar idea of the ‘black swan'’ - i.e. a crisis or event of such
akind that should not even arise in line with the quantitative stand-
ards usually applied in risk analysis ... and yet happens. And crisis
situations are then characterised by time pressure, alack of clarity,



418

6 principles of crisis management

high stakes, limitations on team-related activity and organisational
activity in general, conditions in a state of flux, and levels of experi-
ence that differ. This all denotes threats to humankind's core values,
interests and goals, as well as human life, health and rights, property,
society, and groups and organisations within society. Crises may at
times be subject to different kinds of categorisation, as, for example:

associated with the environment (flood, earthquake, fire, tsu-
nami and hurricane)

= associated with human activity vis-G-vis the natural environ-
ment (accidents and various kinds of environmental disasters,
plus epidemics)

= associated with society (disruptions, riots, strikes, wars, acts of
terrorism, scandals, disinformation, and a breakdown of public
services)

= economic -runs onbanks and firms potentially leading to their
bankruptcy, sudden economic crisis, sudden collapses of nation-
alincome, scandals associated with firms’ products

The key issue in crisis management is prevention. Crisis preven-
tion mainly manifests in the development of action plans, analysis

of therisks capable of arising in key areas of responsibility of public

units, and work to ensure the possession of reserves, insurance,
etc. should a crisis situation arise; as well as the running of periodic

simulations and exercises relating to crisis situations.

A given crisis situation is likely to demand an individualised
approach. The key question is the analysis of the situation, and
of the capacity of the public organisation to make the necessary
emotional contact with stakeholders, victims and crisis-hit societies.
For this to be possible, it is essential that there be employees or an
employee with the necessary capabilities, knowledge and practice.

Itis most often the case that objective (legal, financial and technical)
criteria do not suffice for decisions to be taken in a crisis situation,
with this being the case for costs, numbers of victims, legal require-
ments, etc. In that situation, in the public sector in particular,
what assume greater significance are such ethical criteria as:

utility, albeit as relating to the subjective assessments of differ-
ent decision-makers, stakeholders, public opinion and so onas
regards non-pecuniary values;

= the weighing-up of different rights, be that right of ownership,
right to life, or right to different freedoms;



socialjustice, e.g. asregards crisis costs incurred by different
groups in society;

= the protection of weaker groups in society, or those regarded
as especially ‘valuable’;

= thechoicebetweenliberty and security, as linked with coercive
means;
the accessibility of information and transparency of the deci-
sion-making process.

Which actions does the A very key issue when it comes to maintaining levels of trust
practice encompass? and confidence at a time of crisis is transparency - i.e. an ac-
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ceptance that stakeholders have the right to obtain key information
concerning acrisis, its causes and probable development. If a given
public organisation is an active part of society before, during and
after the crisis; and if it retains transparency, rather than resorting
to lies, then it can maintain a reputation that is impeccable in the
eyes of citizens. Sometimes a public organisation falls victim to
acrisis situation, while at other times it in fact contributed to it
in a non-aware way, or else is simply guilty. Moreover, we need
to be conscious of the fact that quite often an effective solving of
problems associated with a crisis situation is only possible locally,
at the scene, rather than thousands of miles distant from the crisis.
Eventhen, the centre may have key roles to play, e.g.in coordination,
the mobilisation of additional resources, cooperation with other
states, and so on.

The six principles of crisis management

1.

2.

3.

To take account of how the crisis is perceived (the subjective dimension to

a crisis). A crisis takes place or unfolds where society is of the view that a public

organisation has actually given rise to that crisis, is coming out of a crisis, or is

failing to cope with one. Both society and the media are failing to analyse the crisis

by reference to objective scientific criteria: 15% of crises arise out of facts and data,
while 85% do so out of emotions and perceptions.

To listen to those who protest: anger is self-defence against pain and threat, and

it suffices to make protests unpredictable in some way; fraud on the part of the au-
thorities increases anger, while the most favourable solution here is to listen to the

protesters, also seeking to look at the problem through their eyes.

To establish emotional contact: facts presentinformation, while emotions ensure

the rightinterpretation. Society understands the problem or incident, but will not ac-
ceptor tolerate alack of sensitive leaders. Communication with stakeholders during

atime of crisis ought to take place with full sympathy, care and empathy for recipients.

6 principles of crisis management
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5.

6.
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To argue from the point of view of the stakeholder. Things need to be put plainly at
atime of crisis, with scientific or academic terminology (especially in medicine, biology
and law) needing to be avoided; with a standpoint that states the facts presented.
As any dialogue with stakeholders comes to be held, we need to look at them as at
people that lack knowledge of the situation, but are very intelligent.

To bear in mind the way in which the public think. The judgment here - unlike that
in a court of law - is that the rule is one of guilt on the part of those causing crisis,
until such time as innocence might be established. There is unpredictability and

irrationality present here; those judgments are passed swiftly, even if the situation

may and does develop. The larger the organisation that crisis affects, the more often

guiltis assigned. Public opinion does not typically invoke legal instruments, or given

paragraphs therein, but it does draw attention to what it regards as acceptable (or
not) as well as ethical. In the eyes of public opinion, the idea (let alone principle) that

anissue is now too long past to be subject to jurisdiction does not really come easy -
and in extreme cases it can be very hard to come back from any declaration of guilt.
To take account of ethical principles. Certain behaviours of public figures in crisis

situations gain a particularly negative assessment from society. Included on the list

here are lying, arrogance of power and lack of empathy, but also reactions deemed

too sluggish. In time of crisis, such errors can seem and be viewed as more serious

than any others. Experience dictates that we need to be directed first and foremost

by the core values of the given society - of course with protection of what is most

important to it, i.e. life, liberty and security.

Outcomes for the public organisation:

The implemented rules for the management of crisis situations in a unit of public
administration, as founded in values, would entail:

the capacity of the organisation to talk and engage in dialogue with those who have
suffered harmand/ or are protesting, as based around the science of how to do that,
including through empathic listening and the establishment of an emotional bond;
an increased awareness of the significance of the subjective dimension to a crisis
situation and the logic of hanging on to public opinion (in the face of its judgmental-
ism) in situations of crisis; bearing in mind the worse consequences if society does
once pass its verdict;

anincreased awareness of how a crisis situation can be perceived from the point of
view of the stakeholder and / or public, and hence not just the office we represent;
agreater degree of confidence / trust in the public organisation, including in difficult
situations.

6 principles of crisis management



Indicators of the
effectiveness of the practice

Risks and barriers

a1

What next?
Self-questioning

To measure approximation to the objectives set for the practice, it
is possible to apply the following measures, which can be termed
indicators of effectiveness.

= anindex relating to numbers of people trained in the rules
of action of an organisationin time of crisis, including principles
of good communication with the surroundings out in society,
assessments of managerial personnel, employees and
stakeholders as to the efficacy of action of the organisa-
tion in real situations of difficulty and crisis; in the case of
external stakeholders this would relate to confidence and trust
levels before, during and after the crisis.

A low level of confidence in the organisation, for example as
aresult of inappropriate management of previous crises.

= Differing criteria by which public organisations are assessed
among social and political stakeholders.

= The lack of an everyday, active and inclusive policy towards
stakeholders that also applies in crisis situations.
Errors of communicationin the course of acrisis, especially on
the part of leaders.

= Aninability to empathise emotionally with those who suffer harm

and / or are protesting.

Ask yourself the following questions:

= What features, knowledge, experience or ethical attitudes do | (does anyone)
need, to ensure trust and confidence in a difficult situation? In what kinds of
people can that be found?

= Whatis worth knowing about key stakeholders, and the public in general, even
in advance of crisis -what values most crucial to themis it necessary to safeguard?

= What can go wrong, and what do we do when things go pear-shaped?

6 principles of crisis management
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@ Interesting examples, implementations and indications

The experience of Polish soldiers of the GROM special unit, who are made ready
to operate in crisis situations

Based on:

P.Matericzuk, R. Wasilewski, M. Slimak,
Lider w stylu GROM, Warsaw 2022.

6 principles of crisis management

The pluses of planning for (a) crisis, exercising in this area - in-
cluding as regards the taking of decisions in a crisis situation that
precludes planning. This might entail principles as follows:

By planning, we help with learning and critical thinking.

We can help learn situational awareness and the understanding

of crisis situations, i.e. the key problems.

We need to try and foresee how events will develop in a crisis

situation.

We can make ourselves aware of what resources we have, and

where our deficits lie, including as regards information, equip-
ment and skills / competences.

Necessary preparations need to be made.

We must determine what competences willbe necessaryinthe

crisis-management team and integrate together such partici-
pants (teach them how to work together).

Skills should be honed when it comes to assessing (judging)

the situation - i.e. the so-called situational awareness, which is

founded in experience (including successes, but also errors

and failures).

Application of so-called Intelligence Preparation of the Battle-
field (IPB) - which denotes the terrain in which the crisis will
play out, by way of both crisis planning and the real-life crisis

situation. We:

determine the nature of the environment in which the crisis situ-
ation proceeds (core features, logic of functioning, key principles,
legal/physical/social conditioning);

assess that environment, andits influence on possible anti-crisis

activity and associated decisions;

assess the precise threat, i.e. the sum of associated factors

exerting a serious influence on the existence of risk in a given

situation and given environment;

foresee possible variants for the development of the crisis situ-
ation in the given surroundings and with data on the situation’s

different factors.
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And when the situation actually materialises, the matters of
key significance are:

= adetermination of the necessary resources, decisions and
tasks - and engaging in a verification of their availability and
accessibility;

= awareness-raising as to what limits or curbs freedom of action;
identification of factors of key importance to action, e.g. through
Pareto (80/20) Analysis;

= determination of the necessary assumptions that willunderpin
action decisions;

= identification of risks relating to the particular, ongoing crisis
situation, as well as essential information;
adaptation of existing crisis plans, as well as their development,
e.g. by brainstorming of the given situation;

= determination - for the objects of anti-crisis actions - of tasks,
and rules for how their activity will be coordinated.

Further inspirations
Distributed leadership as key when it comes to effectiveness in situations of threat

Distributed leadership (as part of the broader concept of integrated leadership)
proceeds on the assumption that action in group situations often relating to team
activity (ina firm, but alsoin the armed forces or sport) rarely in fact entails knowledge,
or features of individuals or situations, leaving one leader responsible for all the
possible situations the group or team might face. Situations (tough onesin particular)
are multi-dimensional and do require the deployment of the various resources of the
whole team, and also member by member.

As Anna Zygo writes in a work entitled Przywédztwo wojskowe
w warunkach bojowych

the role of the leader - and the responsibilities that entails - are distributed throughout
the team, in relation to tasks, conditions, situational challenges or time limitations.

Of key importance to the effectiveness of such teams is commu-
nication - which guarantees the acquisition of knowledge, and the
establishing of ajoint perception of the situation -which also serves
toreduce differences, e.g. of opinion between team members; thus
leading to greater cohesion of attitudes within the group, a high
level of efficacy when it comes to the pursuit of tasks and solving
of problems, and the generation of innovation. It is also important

6 principles of crisis management
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that members might be in a position to deputise for, or substitute,
one another within the group. A. Zygo seeks to convince us that:

An effective team is one characterised by its possession of clear and legible rules of
the game, which describe when members are inclined to devote individual objectives

inthe name of the pursuit of tasks by the team. Here, each team member is perceived
as capable of exerting an influence, but also subordinated to influences from both
other individual members of the team, and the team as a whole.

For further information, see:

A.Zygo, Przywoédztwo wojskowe

w warunkach bojowych. Doctoral Thesis
written under the supervision of dr. hab.
J.Szczupaczynski, Warsaw 2018,
University of Warsaw, Faculty of Political
Science and International Studies, pp.
51-54.

That was then published in book form
(under the same title) in 2019, by the
Adam Marszatek publishing house.
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Summary

This way of conceiving of leadershipis especially valuable in extreme

situations in which a group (e.g. of soldiers or rescuers) may be

operating, given the way in which even the commander will not be

able to performtasks (given the presence of death and alack of will),
while the group will also be weakened (dispersed into sub-groups,
wounded, and so on). Then, the ability to deputise or substitute al-
lows for activity to continue with a view to the group’s overall aims

being achieved. Leadership and groups of this kind are flexible and

adaptable.

It needs to be stressed (in the context of the accountability of lead-
ership) that that responsibility of accountability for achievement
of team objectives is now become a matter for all of its members.

Public administration, please remember!

There have been, are now, and will always be crises, because people are frail and
flawed and make mistakes, and they cannot control nature, and no amount of technolo-
gy or technique can fully resolve that (and indeed can sometimes cause crisis by itself).

Crises cannot be foreseen fully, though skillin how to cope with them canbe acquired,
even in situations of surprise or shock. For people can cope with unpredictability if
core values depend on them doing that.

™)

Inspiring

The crisis you have to worry about most is the one you don’t see coming -
Mike Mansfield

You drown not by falling into a river, but by staying submergedin it -

thoughts

SYNERGIA -in one sentence

In crisis management, be quick with
the facts, slow with the blame -
Leonard Saffir

6 principles of crisis management

Paulo Coelho
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ATTENTION! GOOD PRACTICE

A complete scenario for reacting
to crisis situations

KNOWLEDGE PILL

. . The objective for which this practice would be introduced is the devising
Aim of practice

of a scenario by or through which to react to emergency-type situations

Origin? Risk management and crisis management, leadership

When the organisation finds itself in circumstances and an environment
When to apply? characterised by severe instability and lack of order; but also when things
seem to be going well

= Better preparation for the emergence of a crisis situation.

Results foreseen » The testing of how the organisation might behave in circumstances
of crisis

= Training of the imagination

Inputs that cannot = Coping with stress

be ignored « Investingin trust in teams - as this will pay dividends when crisis
appears

Risks to watch out for Thinking by reference to scenarios based solely on past experience

The calling-into-being of a crisis team that become acquainted with each

Key actions other and learn how to work together as scenarios for potential crises are
developed

Key (not sole) measure of Greater trust or confidence of citizens and stakeholders in the organisa-

success tion - in the wake of crisis experiences

A complete scenario for reacting to crisis situations
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®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Moderate

OJOX@)

Required financial
outlays

@

Analytical work linked to the foreseeing of crises and risks.
Training in the management of crisis situations.

A costing of resources needed in line with the scenario by which to
counteract - and eliminate - emergency situations (e.g. as regards
reserves, means of protection, etc.).

@ HRrequired for
implementation

A Project Team (of 4-6 people depending on the size of the unitin
public administration) whose task it will be to analyse potential
crisis situations.

Aleader directing the work of the team and putting in every effort to
ensure that the everyday work of the organisation is characterised
by the minimised occurrence of crisis situations.

A Crisis Management expert who will run training courses with the
Project Team.

@ Key organisational
activity that will be
required

Support from the organisation’s leadership.

Conferment of the necessary rank upon crisis management when it
comes to the daily activity of the organisation (via emergency plans,
training, reserves, risk monitoring).

® Required technical
resources

A conference room in which to run training with an expert on
communication, with this room needing to be outfitted with
aprojector, screen, connection with the Intranet of the organisation
in the public sector, and so on.

A temporary office for the Crisis Team.

Readily-accessible databases, archives and Intranet offering
descriptions of crisis-management procedures, contingency plans,
schemes on how to act and be accountable in crisis situations.

Time needed

This will depend on the number of crisis scenarios to be developed for
the given organisation (which will in turn relate to the different types of
problem the organisation might encounter). However, the time for the
scenarios to be devised should not exceed six months.

426 A complete scenario for reacting to crisis situations
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Knowledge and
experience

Experts in risk analysis and crisis management - these being people
who have experience in how to act in different difficult situations.

Cooperation

Introduction

Aim of the practice

Efficient cooperation, not only between members of the team, but also
with other employees, when it comes to the development of scenarios.
Akey element in the interaction is confidence-building and engagement.

MESSAGE FOR THE HEAD OF THE ORGANISATION

There is a paradox concerning unusual cases,
namely that they repeat

- KAREL CAPEK

Reaction in crisis situations is the aware / conscious reaction of
decision-makersin situations of crisis (i.e. those not fully subjectable
to analyses of probability and risk). These reactions or decisions in
the face of crisis can be:

= reactive - immediate and automatic where there are threats,
entailing ‘fight or flight’ and not necessarily optimal;

= active - rapid decisions that take account of allimportant fac-
tors at the given moment;

= proactive - decisions seeking to act in advance of events and
their consequences, including even factors not yet within view
or ‘on the radar screen’.

Another way in which reactions in crisis situations are conceptu-
alised involves the taking of decisions in time of crisis as related
to the time aspect. In these circumstances, it is possible to
envisage actions that are:

= premature - capable of worsening a crisis, and sowing the
seeds of panic,

= ontime - optimal,

= delayed - representing a decision-making error.

It needs to be recalled how crises can be of various different kinds,
as for example (1) conventional - e.g. of a demographic or climate-re-
lated nature and offering decision-makers (rather) more time than
is the case where we have: (2) sudden or abrupt crises as the
situationis dynamic, and hard to define, and decision-makers have
too little time.

A complete scenario for reacting to crisis situations
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Which actions does the
practice encompass?

Effective reaction to a crisis (which is to say either active or pro-
active) is favoured where we build scenarios for how to reactin
such situations. The practice being described here relates first
and foremost to the sudden and abrupt crises, sometimes seen
as “fires needing to be fought”.

It needs to be recalled that, while communicationis very important
in crisis situations, (a) crisis above all represents amanagement
problem, with questions of communication joined by other impor-
tant ones such as the defining of scenarios for how the situation
will develop, by reference to risk analysis, the organised activity
(and joint action) of anti-crisis services, decisions as regards the
utilisation of available resources, and the gaining of information on
the consequences of anti-crisis action taken. A crisis situation often
brings with it so-called legal challenges, e.g. the need to balance
activity in the name of security with the need to safeguard liberty,
rights of ownership, and human rights.

Inthe eyes of the public what is of key importance is to deal with
those who are ‘victims of the crisis’.

The steps taken to bring in the practice are as follows:

First, to call into being a Crisis Management Team as a distinct
unit. This should engage in the most detailed risk analysis for the
unit of public administration, in various different areas of its activity.
Therisks involved may be social, economic and financial, political or
policy-related, associated with the interests of stakeholders linked
with the profile of the organisation, as well as crises of image, but
also ones involving the forces of nature, but still able to exert an
impact on the organisation.

. Once more precisely-defined risks have been identified, these will

need to be communicated within the organisation, before cooper-
ationwith expertsin different fields give rise to detailed developed
scenarios for actionin situations of the appearance of defined
risks and crises.The devising of scenarios ought to take in a diag-
nosis stage in which types of threat and causes and effects of crisis
are indicated, as well as means of counteracting their negative
effects and even rebuilding the potential of the unit or areaonce
the most severe phase of the crisis is passed.

. At the same time, identification of crises situations and causes

leading to crises allows anticipatory remedial actions to be taken
as well.

A complete scenario for reacting to crisis situations
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Outcomes of the practice of the public organisation are:

developed scenarios through which to react to crisis situations;

Indicators of the
effectiveness of

established potential causes of crisis, against which safeguards might be sought;

structured procedures working to prevent crisis situations from arising in the future;

ways of limiting losses incurred in the event of crisis situations arising, thanks to

scenarios that have been developed;

inventoried means or modalities (or instruments) that can serve in the restoring

of order, stability, and support for those who have sustained harm (with losses com-

pensated for);

the building of a professionalimage for the unit of public administrationin the eyes of
the public / citizens (preferably as an organisation that is ready for crisis situations,
in the name of the safeguarding of core values).

Tomeasure approximation to the objectives assumed for the given
the practice practice, it is possible to apply the following indicators of the effec-
tiveness of the practice:

Risks and barriers .

anindex concerning the number of scenarios devised, as well

as the degree to which these are on-point;

anindicator devised by reference to questionnaires givento the

public to gauge their assessment of the activity of the given

unit of public administrationin crisis situations, or as formulated

by experts in crisis management;

anindicator of the degree to which losses incurred are cur-
bed, where crisis situations do arise.

A low level of confidence or trust in the organisation, e.g,
thanks to improper management of past crises;

Different criteria regarding what constitutes a crisis for
different parts of the organisation and different stakeholders;
assessments of the public organisation by social and political
stakeholders;

An approach in the organisation that recognises that crisis
issues are nothing more than the task that crisis manage-
ment units deal with.

A complete scenario for reacting to crisis situations



@ What next?

Those building scenarios should recall / bear in mind that crises can be classified
as follows, as:

= Knownunknowns - where the risk can be defined, but there is no way of determining
when it might arise.

= Unknown unknowns - where not only can the risk not be defined, but also (obviously)
there is no way of saying when it will happen.

= Chronic -gradually growing negative effects and prolonged intensification of crisis
phenomena.

= “Smouldering” - persistent over the medium term, then suddenly spreading rapidly,

with destructive consequences of variable intensity.

Sudden - short duration, abrupt and violent course, and with a very rapid intensifi-

cation of the negative effects.

@ Self-questioning

Ask yourself the following questions:

= Canlreap benefit from the experiences of others (organisations, countries), or else
find analogies with other fields, as | develop and draw up scenarios?

= Canldraw on the experience from past crises in my organisation?

= While | cannot foresee everything, what can | do to prepare better for the sudden,
unexpected unknown? What else can 1 do?
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@ Interesting examples, implementations and indications

Crises between East and West in the Cold War era:

= the (Black September) Palestinian terrorist attacks on the Israel team and the 1972
Munich Olympics
= the 1986 Chernobyl disaster

The (Black September) Conclusions (on the basis of what we know):
Palestinian terror attacks

mounted against the Israeli
team at the 1972 Munich Negative:
Olympics

Context: poor German-Arab relations

= Unpreparedness for the situation - a great desire to ensure
no comparison with or recollection of the 1936 Games over-
whelmed to such adegree that matters of security were neglect-
ed (there was an unwillingness to tolerate a clear and decisive

A complete scenario for reacting to crisis situations
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For further reading:

Eva Oberloskamp,
Das Olympia-Attentat 1972 Politische

Lernprozesse im Umgang mit dem
transnationalen Terrorismus

The 1986 Chernobyl
disaster

police presence during the Games, as well as activity on the
part of the special forces and services).

Alack of plans in place, and an underestimation of the risk.

A multiple decision-making centres - the federal government,
Ministry of Foreign Affairs, Government of Bavaria, and city
authorities of Munich.

A lack of information flow between decision-makers and the
anti-terrorist services.

Alack of skill in influencing Arab countries.

The stance of Israel, manifesting in a lack of confidence in the
German Services.

Alack of preparedness (and equipment) on the part of the Spe-
cial Services.

Afailure toinclude aPolice psychologistin the decision-making.

Positive:

Considerable streamlining of decision-making in the wake of
the attack.

The establishment of the necessary structures, with Special
Services now strengthened and made ready.

Initiated international cooperation, within the EEC framework
in particular.

Enactment of immigration law that took matters of terrorism
into account.

Conclusions (on the basis of what we know):

Negative:

The length of time taken to inform the state leadership.

A failure to grasp the seriousness of the situation during its
first days.

Partialunpreparedness (a shortage of Lugol's solutionina coun-
try with nuclear power stations), (medical) resources that were
simply too limited at the start of the crisis.

The unclear roles for Gorbachev and Prime Minister Ryzhkov.
A continuing desire (of an ideological nature) to maintain the
prestige of the USSR.

The uninformed nature of Western societies and countries.
The multiplicity of decision-making centres (the Politburo, Gov-
ernment, Operational Group, Group under Deputy PM Boris
Shcherbina, the government of the Ukrainian SSR and the
atomic lobby of the Soviet Union.

A complete scenario for reacting to crisis situations
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Debatable:

= Theefforts to ensure that panic did not break out - society left ei-
ther uninformed, or given nothing more than generalinformation.

Positive:

= Ultimate comprehension and recognition of the seriousness
of the situation, with strong support of the Armed Forces for
medical action then gained.

= The powerful authorisations conferred upon the Politburo’s
Operational Group.

= The ultimate engagement of Gorbachev, and his willingness to
admit to the problem.

Further reading:

Kamil Dworaczek, Wiadze Zwigzku Sowieckiego wobec

katastrofy czarnobylskiej.

B.Pordevié, Chernobyl Disaster - a View from Decision-Making
perspective, 2015.

@ Public administration, please remember!

Summary

Crises cannot be fully anticipated or foreseen, but the study of scenarios for
possible crises is excellent training for both the imagination and the subcon-
scious - likely to pay dividends when the real crisis comes along.

Employees of units in public administration ought to know with great clarity how to
identify their role in time of crisis, as well as the identities of their key partners in the
pursuit of their tasks in the given situation, and the resources that will be needed to
allow for that.

A good plan violently executed now is better than a perfect plan next week -
George S. Patton
Inspiring If I had an hour to solve a problem I'd spend 55 minutes thinking about the problem
thoughts and five minutes thinking about solutions - Albert Einstein

SYNERGIA -in one sentence

In crisis management, be quick with the
facts, slow with the blame - Leonard
Saffir
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The
application
of ICT in the
public sector

Concerning practices
that link up closely
with the revolution

in ICT that has been
changing society,
the economy and
the state. Often
called “the digital
transformation” as
built on digitisation
(of documents) and
digitalisation (of
systems), this has
changed many types
of activity (not least
services, decisions
and communication).
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Introduction’

The telegraph was the Internet of the
19th century

Trans-Atlantic cables allowing telegraph
communication were laid in 1866.

Regarded by many as the greatest US
President, Franklin D. Roosevelt made
successful use of radio in pursuing major
social and economic change in his New
Deal.

The specifics of the area

Successful management has always been highly dependent
on technology.

The ancients knew about this, as did merchants of the Middle Ages,
who used a variety of different means of transport and communi-
cationinorder to supply goods. This has involved rulers to differing

extent, but the general rule was that new technological discover-
ies were in a position to increase their power andinfluence (thus

for example, with the emergence of statistics offering a basis for
the modern state, police archives, the emergence of new treasury
services and so on).

More modern discoveries, such as Morse Code or the telegraph
were able to revolutionise management (e.g. of the stock market),
administration and such a fundamental element and aspect of the
state that the armed forces represent.

Radio and the cinema represented first means of mass communi-
cationinsociety and were soon co-opted as tools by both totalitar-
ianregimes (the Third Reich and Stalin's USSR) and democracies
(as when Roosevelt broadcast to Americans in the circumstances
of the Great Depression).

On the one hand, the state was often the motor force behind
technological development, while on the other hand administra-
tion as the basis of the state’s functioning has often (and is again
now) failing to keep up with the pace of technological change.

In connection with projects to digitalise large organisations (be they
corporations or in public administration) it became apparent rather
rapidly that the traditional approach to projects often fails to
fit with projects that seek to achieve digitalisation. This is one
of the reasons for the emergence of a revolution in the direction
of the agile management of projects - as covered in far greater
detail in the chapter on project management.

Today digitalisation is a symbol of and synonym for progress. It
takes in all spheres of life, and even e-sport has now made an ap-
pearance.

Inthe last10-20 years, all organisations have made it into the digital-
isation era.Irrespective of the profile of the activity involved, sooner

1 Acomprehensive treatment of this issue, as it concerns public administration, is to be found in G. Rydlewski, Rzqdzenie w epoce
informacii, cyfryzaciii sztucznejinteligencji, Warsaw 2021.
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The specifics of the area
in public administration?

Technology has always had a strong
influence on possibilities for ruling.
Genghis Khan brought in a modern postal
system, while Stalin had even more
powerful technology at his disposal.

™)

A Russian saying:

What is the difference between Stalin
and Genghis Khan? A: Stalin is Genghis
Khan with a telephone...

or later it has come along - as in e-medicine, online education,
e-commerce, etc.).

Considerable means are invested by organisations in ensuring
that their activity is injected with ICT and digitalised. Corporations
for example have VPs responsible for ICT, and indeed whole
domains of activity relating to it, with these now enjoying strong
positions in the structures of organisations. States in turn call into
being Ministries responsible for the digital transformation, as
well as specialised organisational units dealing with projects
inICT.

Specific features of the ushering-in of ICT into administration lie
first and foremost in the scale and degree of complexity.

Alongside domains of the public sector that have always tended to
be at the forefront (like the military), there are today public services
(in health, welfare and education) that are seeking to achieve their
goals more effectively and economically by perforce digitalising
their activity. These are mass services that require large databases
capable of being searched, processed and analysed rapidly via
IT systems. Public administration is traditionally associated with
"paperwork”, and for some that is actually taken to symbolise bu-
reaucracy (notwithstanding the far more complex original reference).

Since administration to date has been paper-based (and moreover
on amassive scale), the transfer over to a systemin which paper is
used ever more rarely denotes a huge undertaking in the nature
of a grand project.

Areportwas drawn up for the European Commission under the title

eGovernment Benchmark 2021 Entering a New Digital Government
Era3. This points to the key factors conditioning the ongoing injec-
tion of ICT and electronics into all the services that administration

renders. These are:

The Key Dimension of User Centricity: the degree to which services
are rendered online, the way in which users are assisted in dealing
with matters and receive services online, and the extent to which
public websites prove to be user-friendly. Aspects include:

2 For more on this, see: G. Rydlewski, op. cit.

3 https://op.europa.eu/en/publication-detail/-/publication/d30dcael-436f-11ec-89db-01aa75ed71al/language-en
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online access: with possible rating categories of: offline (0%),
information only online (50%), and fully online (100%);

= the servicing of the user in regard to support and help and the
(interactive) opinion function all being available online;

= the user-friendly nature of mobile installations, with a question
as to whether there is an appropriate interface.

2. The Key Dimension for Transparency considers the degree to which
governments are transparent when it comes to the provisioning of
services, e.g. as regards the extent of the real-life transparency in:

= therendering of services;
= thedesign of services;
personal data.

3. The Key Dimension Key Enablers in turn concerns the scope within
which 4 technical pre-conditions are accessible and available online,
where these would be:

= electronicidentification (elD);
electronic documents (eDocuments);

= checking of the authenticity of sources;

= digital post-denoting the possibility of exclusive communication
pertaining between the authorities and both citizens and entre-
preneurs, electronically, with the intermediation of personal
boxes or other digital solutions of a postal nature.

4. The Key Dimension for Cross-border Services concerns the degree
to which EU citizens can avail of online services in another country,
including via:

= online access: considering whether services are now online;
with the range from offline (0%), only information online (50%)
to fully online (100%);

= serving of the user: whether support and help and interactive
opinion functions are present onling;

= elD: whether a national elD identifier from country A can be
used in country B;

= eDocuments: whether these can be sent from country A to
country B.
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ATTENTION! GOOD PRACTICE

Open databases in public

administration

KNOWLEDGE PILL

Aim of the practice

Extending the possibilities for objectives to be achieved through the
accessing of databases and information held by other organisations

Origin?

ICT management, process management, knowledge management.
Transformations achieved in relation to Big Data

When to apply?

When the significance to decision-making and the achievement of
objectives as relating to data is increased

Results foreseen

A constant (more than just incidental) exchange of data

Inputs not to be ignored

Teleinformatic solutions facilitating the exchange and accessing of data

Risks to watch out for

As related to cybersecurity and personal data

Key actions

= Analysis of what might be supplied, and what would be useful to obtain
= The seeking-out of partners
= Feedback

Key (not sole) measure of
success

Employee satisfaction with the opening-up of data

Open databases in public administration
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

= The cost of training as regards the opening-up of the organisa-
tion’s data.

= The cost of programming that assists with the development and
distribution of anonymous questionnaires, as well as the analysis of
the results obtained from them.

= Costs of computer equipment.

@ HRrequired for
implementation

« Ateam (of 5-10) responsible for the coordination of cooperation
with other organisations when it comes to making open databases
available to others.

= Asmallteam (minimum 2 people) responsible for the use and
analysis of questionnaires on the use of open databases.

» Users with decision-making entitlements as regards the own
databases made subject to accessing from outside.

® Required technical
resources

» High-class computer equipment whose efficiency allows for the
processing of many databases at the same time.

« Databases and analyses thereof that are made available to other
organisations.

» Programming allowing for the pursuit and analysis of a process
involving anonymous questionnaires that are filled in by employees
of the unit, in relation to the use of open databases within the
organisation.

= Aconference roominwhich to train Project Teams.

« This should afford access to a projector, screen, sound system and
computer.

Time needed

A degree of implementation of the practice tangible throughout
the organisation will take a year to a year-and-a-half, given the need
for needs analysis followed by the pitching of an offer, as well as the
setting of appropriate internal regulations, and the establishing of
cooperationinregard to the mutual use of databases.

Open databases in public administration
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Knowledge and
experience

An expert in communication at least five years on the job when it
comes to training Project Team members.

A consultant experienced in the maintaining and analysing of
databases.

@ Cooperation-

With organisations in the public and private sector (given the
access to open databases and analyses).

Elements of this practice need to be adapted to the tasks that given
public institutions engage in, with appropriate regulations
developed inregard to the use that is to be made of databases.

MESSAGE FOR THE HEAD OF THE ORGANISATION

It is a capital mistake to theorise before one has data

Introduction

- SHERLOCK HOLMES

Work with databases is aninseparable element of contemporary
public administration. There are more and more of them, and
they are larger and larger, and inevitably they also contain
delicate and sensitive information. Yet one database is linked
with another; and - even if the actual concept of the database is
obviously arather new one - the history of state institutions and the
administration show that the term might also be applied to dif-
ferent censuses, and to other kinds of information elaborated
and made ready for rulers and their administrations. Ancient
Rome had regular population censuses for military and taxation
purposes, and from 443 BC the 5-yearly interventions of this kind
were in the hands of special census-takers. In turn, special officials
ran tax ledgers and guarded the state archives in Rome'. Dating
back to the 7th century AD is the Yu gong & &, which was a geo-
graphical description of the Chinese state containing numerical
data on households in different provinces, along with information
on taxable sources, economic output, etc. in table form. Historians
feel that censuses like this appeared in the times of the Zhou dy-
nasty (between 1045 and 256 BC), while there was for sure a more
fully-developed form by the times of the Han Dynasty (206- 220 AD)2.

1 A.Dgbinski, J. Misztal-Konecka and M. Wojcik, Prawo rzymskie publiczne, Warsaw 2017, pp. 30-31.
2 A.Breard, Where shall the history of statistics in China begin?
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Aim of the practice

Another example somewhat closer in time was the 1086 Domesday
Book - the public register of land and property drawn up on the or-
ders of William the Conqueror in the defeated England?®. Then there

were the Incas’ string devices known as Quipu which helped with

the management of resources in Pre-Columbian America’s largest
Empire. Certainly used to register numbers, there were also probably
ways of using them to maintain information®.

Modern statistics - and thus data and their compilation begins in
Europe in the era of the Absolute Monarchies - as monarchs in
this context based their rule on armies and modern tax systems,
with both of these areas requiring large amounts of information.
A Polish online encyclopaedia of public administration reminds
us that, at the foundation of absolutism of authority there was
always a permanent presence for both taxation and an army. And
a well-developed administrative apparatus was needed for both.
It was from such a beginning that the state apparatus began to
broaden further - into new spheres of public and economic life.
Thatin turn favoured rationalisation (accountancy, banking and
statistical techniques)®.

At the same time, rational management requiring data and their
bases is a reality of today’s private sector, and even the non-gov-
ernmental one.

The move over to an open model of operations asregards resources
of information and databases many be perceived by employees as
a rather risky matter - which is why the leaders of organisations
will need to encourage acceptance of change like this, with every
attempt made to emphasise benefits.

The aim of the practice is to increase the amount of data pos-
sessed and streamline the process by which those are analysed
in association with the remit of a given unit in public administration,
as well as by gaining access to the open databases of other or-
ganisations.

The practice might be implemented in any unit of public adminis-
tration. Cooperation in regard to access to databases allows
for individual needs as regards information to be met in the case

3 R.Tombs, The English and Their History, Penguin Book 2014, p. 47.
4 M.Coe, D.Snow and E. Benson, Ameryka prekolumbijska, Warsaw 1997, p. 197.
5 J.G.Otto, Administracja panstwa absolutnego, (in:) Encyklopedia administracji publicznej.
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How it works in practice

Open databases in public administration

of all public organisations, irrespective of specific features of the
way in which they operate.

Cooperation on the part of units in public administration with re-
searchinstitutions, and other public institutions at home and abroad,
with firms of the private sector and with units of the non-profit sector -
inregard to the mutual opening-up of databases may take place at
differentlevels,ie.

= Management of databases

Units of public administration have databases or maintain them
in the name of citizens. Mutual opening-up of databases between
public organisations makes possible access to the data of organisa-
tions from other spheres, the development of artificial intelligence,
and the use of the analyses of other organisations. It is essential
that appropriate regulations be put in place as regards the
possibility of transfer and the scope of utilisation of databases.

= Use of bases with data gathered by private-sector firms

If open databases are made available to private firms, the corol-
lary is that access to their bases might be gained. Analyses and
data from the private sector reduce the need for similar to
be created by public institutions. While if data from non-public
organisations are used this can be done by virtue of agreements
(onexchange or access) that have been reached with entities from
the sectors in question, and some legal limitations arising first and
foremost out of the Acts in force as regards personal data, pro-
fessional secrets, and the secrets of enterprises in the economy.
In turn, where scientific databases are concerned, the limitations
apply to alesser degree.

Aninvolvement in development studies

Each year, a government pursues projects seeking to develop and
introduce new services and technologies within public institutions.

Units of public administration with access to open databases can
benefit from the results of research engagedin by other institutions,
and bring in innovative ideas in their organisations.

InPoland, this subject matter is regulated by the Act of 11th August
2021 0n open data and the reuse of public information. This Act
ushered into the Polish legal order the provisions of a Directive of
the same subject matter.
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The instrument in question also assumes the introduction of solu-
tions extending beyond the minimum referred to in the Directive,
which seeks to streamline the reuse of data. The Act entered into

force in December 2021, and its justification offered a synthetic

formulation of premises, to the effect that the institution in ques-
tion focuses on the economic use of valuable information in

the public sector, given that this can be input or source material

for the development of new products and services. While public

entities as the creators, users and suppliers of original material

(data), the private sector plays a significant role as participant and

intermediary in the processing of information between its source

(a public entity) and the final user of recipient.

Necessary support for the implementation of the practice will entail
appropriate development of cooperation with partners when it
comes to teleinformatic solutions making possible the mutual use
of databases. Also of value will be feedback from partners in other
organisations, citizens and researchers regarding the suitability
and usefulness of information in databases in their activity, from
the point of view of the content of what is being made available, and
the manner in which this is achieved.

@ Outcomes arising out of open databases

Access to the open databases of other organisations.

Cooperation with organisations in the private sector, academia, R&D,

and non-governmental.

The redevelopment of the databases of organisations as a bases for bringing Al
techniques into organisations.

Access to the analyses pursued by other organisations.

Better communication between organisations and their natural (close) partners in
the surroundings.

The development of steady cooperation between experts working with data of
a similar kind in different organisations.

The improved functioning of public organisations thanks to new data.

Open databases in public administration
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Indicators of the
effectiveness of the practice

Risks and barriers

Open databases in public administration

An index of the proportion of open databases of other or-
ganisations that can be made use of, as compared with the
number of databases in the possession of the organisations
opening them up.

= Anindex showing the share of analyses using the databases
of other organisations as set against the number of analyses
using databases possessed by the organisations.

= Anindex presenting statistics arising out of the analysis of ques-
tionnaire research as regards the use of databases in units
of public administration.

= Employee satisfaction with the unit in public administration
following introduction of the changes described here ("changes
are favourable for my unit and my work”), positive assess-
ments from the users of open databases at different levels
within the organisations.

The questionnaire on the use of databases should inter aliainclude
questions on such matters as:

the objective of this use being made by users;

= the mean time over which use extends (per employee);

= the ratio of time spent to the amount of information obtained,
and its utility;

= 420 Opendatabases in public administration;

= The degree of satisfaction of employees with the use of open
databases.

= Employee resistance to data being made available.

= Cybersecurity and data protection; and incidents in this
sphere.

= Avisible lack of balance between our own input or contribu-
tion and that of a given partner, when it comes to data being
made available (afeeling that there is no balance between costs
and benefits).

= Breach or infringement of regulations on the protection of
data or on protected information.
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What next?
Self-questioning

Ask yourself the following questions:

Have Imade employees ready for (the idea of) open data? How to change habits?
Which partners to seek out in the public sector, and which in other sectors?
How will we be seeking inspiration?

@ Interesting examples, implementations and indications

The official portal making European data available
The Polish data portal run by the government - data in 14 categories.

A short checklist on the repeat use of datq, as devised by the
Open Data Institute

Form

In what ways have data been processed?

Are they in factin a processed or unprocessed form?

Which forminfluences the analysis, product or application?

What will be required as regards transformation of a syntactic nature (language), or
else semantic (significance)?

Is there compatibility with other datasets already in our possession?

Quality

To what extent are the data stillin date?

How regularly does updating take place?

Are all data fields and context understandable?

How long will they be published for? What is the commitment on the part of the
publisher?

What do we know regarding the precision of the data?

In what way is the problem of missing data resolved?

Open databases in public administration



@ Public administration, please remember!

Summary

Open databases are an ocean of information, while closed ones are a pool! In
which circumstance is it easier to fish for something successfully?

@ Datais the new oil - Clive Humby

In God we trust. All others must bring data - W. Edwards Deming
Inspiring
thoughts

SYNERGIA -in one sentence

If you torture the data long enough, it will
confess to anything - Ronald Coase
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ATTENTION! GOOD PRACTICE

The agile management of
digitalisation of the work
of an office

KNOWLEDGE PILL

. . Good cooperation between the IT division and the rest of the
Aim of the practice

organisation (users)

Origin? ICT management, process management, people management

When there is a need to digitise resources on paper and digitalise the
When to apply? ) 9 — 9

work of the office
Results foreseen The development of functional ICT systems for an organisations

= Training in agile methods
Inputs not to be ignored = Equipment and programming
» Training in agile methods

» Old solutions
Risks to watch out for = The transition period
« Administrative (bureaucratic) procedures

= The development of a base of digitised documents
Key actions = |dentification of the needs of users
= Anefficient Project Team

Key (not sole) measures of = Areductionin the number of paper documents
success « Satisfaction on the part of users

The agile management of digitalisation of the work of an office



PREPARATION / RESOURCES

)

Level of difficulty of Demanding
the practice (OXOXQO

@ Required financial =  The method may require certain outlays first and foremost
outlays associated with training and support on the part of consultants and

specidlists in so-called agile methods.
» Afairly flexible (open) budget adapted to agile methods, and the
construction of IT projects.

@ HRrequired for « Qualified ICT specialists to develop the product.
implementation » Users with decision-making authorisations vis-a-vis the configura-
tion and functioning of IT systems.

= Anoutside firm specialising in the digitisation of documents;
preparation of bases of documents is the key task of the
organisation.

» Appropriate choices of people for roles in agile projectsin
accordance with the project methodology (scrum-masters,
developers, business analysts, experts, trainers) and the
employment of consultants.

» Ateam of experienced official to propose change in the
organisational culture in order for teams to be inclined to use the

new methods.
@ Key organisational » Knowledge and practice as regards the agile approach - at the
activity that will be level of the Project Head, the business analyst, the project sponsor
required and the team.

= areadiness for change when it comes to the behaviour of people in
the organisation.

= Access to people’s competences within the organisation.
» The development of a programme of training for beginners.

® Required technical » The determination of a management structure adapted to the
resources specific features of the project.

= Technical equipment by which to work in the new IT system.

Agile-type resources - what toremember?

Infographic: How to Manage Resources in Agile Project
Management
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Introduction

Aim of the practice

Specifics of the practice in
the public sector

MESSAGE FOR THE HEAD OF THE ORGANISATION

Agile represents one way in which 100% success
might be achieved with IT projects (again!)

Work with on-paper documentationrepresents aninseparable
element of the public-administration landscape. The transition
to other models of operation is still perceived by employees as
something rather risky, hence the need for leaders in an organisa-
tion to incentivise the taking-up of such challenges. In bringing in
such changes, a matter of greater importance even than sticking
to the established plan is appropriate reaction to technological
development.

When users are invited to cooperate with experts seeking to sat-
isfy needs in a more modern, digital manner, organisations and
a project as such come to be trusted. Willing use will be made of
asystem matching with expectations and developedin accordance
with indications.

A further innovative element of this practice is the delegation of
decision-making and executive authorisations to employees of
the IT Division, in order for them to be able to create a system
that is appropriate to the given public organisation. It will also
be necessary to denote future users of the system from among
employees in such a way that they will be and remain in constant
communication with IT specialists.

The aim of the practice is to provide for or facilitate cooperation

between employees in ICT and final users of the developed
IT& systems in the organisation, in line with recommendations
accruing from the use of agile methods. Application takes place
as ICT systems are developed with a view to better adaptation to
the real needs of users being achieved.

Agile project management may be brought in at every unit of
public administration. Cooperation between IT specialists and
users inrespect of a future digital system allows for the meeting of
individual ICT-related need in all public organisations, irrespective
of what the specifics of their tasks might be.

The organisation of work in public administration in an agile way
allows for the adaptation of work to changing surroundings, be
those internal or external. The development and installation of an
IT system is time-consuming and expensive, but it can then be

The agile management of digitalisation of the work of an office



Which actions does the
practice encompass?

For further reading, see:

Teemu Lappi, Kirsi Aaltonen,
Project Governance In Public Sector
Agile Software Project, ,International
Journal of Managing Projects in

Business”, nr10(2), p. 263-294, April 2017.
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quick in raising levels of efficiency, such that there willin turn be
alowering of costs. This also leads to the effective management
of tasks, resources and projects.

While it derives from the business sector, the agile method
has been studied from the point of view of its being applied in
the public sector.

The development of bases for essential digitised documents

is basically a precondition for development of a digital manage-
ment system to follow on from that.

It will be necessary to collect all possible data, information

and documents within one system, to which everyone in the

organisation will have access.

Close, methodical cooperation between the IT division and

users - the establishment of rules and procedures and the

designation of good-cooperation “ambassadors”.

The determination of Project Team structure, and its manage-
ment of the project.

Identification of users’ business needs.

The adoption of procedures that have the effect of “loosening

up” procedures, so that they might be suited to agile methods

(interms of budget, the organisation, decisions and evaluations).
The adjustments of rules on the remuneration of employees

ona project, most especially the experts broughtin from outside.

The outcomes from the agile management of IT projects

= The supply of the organisation in a system allowing everyone in the organisation

to have access.

= Better communication between those who develop the project and its users;
but with a focus on the needs of users.
= The ushering-in of steady cooperation between the IT Division and users of the

would-be system.

= Streamlining by linking up the IT systems of units in the organisation, working with
the same data and exchanging information.

= A shorter time needed to give effect to projects and improved functioning of
the public organisation.

Indicators of the

effectiveness of the practice

To gauge approximation to the assumed objectives of the given
practice, it is possible to apply measures as follows, which may be
termed indicators of the effectiveness of the practice.

The agile management of digitalisation of the work of an office
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For further reading:

Jak kierowa¢ projektami Agile

w administracji publicznej?

Risks and barriers
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What next?
Self-questioning

Areduced number and volume of paper documents as com-
pared with digital ones (an outcome).

Greater and fuller use of the new digital system in every-
day work - e.g. as a percentage of all projects, processes and

agreements in the organisation that are pursued in a digital

manner (an outcome).

Financial savings generated through the use of agile methods

in some projects (an outcome).

Satisfaction on the part of employees of units in public ad-
ministration following the ushering-in of change (“the changes

are favourable to my unit and my work”), positive appraisals

from users at different levels in the organisation (an impact).

Problems with inter-operability, in the initial phase of a new

system for several units, even as the rest of the organisation

continues to make use of old solutions.

Work onICT projects that takes place inisolation, without clients

or stakeholders having been contacted.

Public-procurement procedures that are adapted to an ap-
proach other than the agile one (through the so-called waterfall).
Difficulties with determining flexible requirements asregards

the timetabling and budgeting (with this being easier to achieve

in the private sector).

The potential for a “rebellion” to break out vis-a-vis the new
system, notwithstanding commitment on the part of users.

Ask yourself questions as follows:

= Didl prepare employees for “agility”? How to change habits?

= Which project to start with on the small scale?

= How to develop the practice, and make sure that the renewal should go on being
a living instrument that continues to meet needs?

= What do we do if things fail to work out?

= How to keep support of the top and commitment at the bottom?

= How to seek out further inspiration?

The agile management of digitalisation of the work of an office
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@ Public administration, please remember!

Summary

= Thebasis hereis constant communication: with stakeholders, users and ICT experts.

= Post-implementation documentation is not just “paperwork”, but also the estab-
lishment of good practices and drawing of conclusions with a view to their being
disseminated throughout the organisation.

Trying to speed project schedule by reducing testing is like trying to lose weight by
donating blood - Klaus Leopold

Inspiring

thoughts

SYNERGIA -in one sentence

Agile denotes a constant process
towards further perfecting of solutions,
with redefining of objectives, business
needs and methods.
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ATTENTION! GOOD PRACTICE

A redeveloped website for
a unit in public administration

KNOWLEDGE PILL

. . The aim of the practice is to increase the number of services online that
Aim of the practice

are provided by public administration for citizens and the private sector

Origin? The use of ICT in the public sector

When there is a need to facilitate access to public services, to make

possible the achievement of services with a separation from the physical
When to apply? place of service provision, and to reduce the time needed for services to

be supplied, not least in line with the requirements of new generations

of citizens

innovative ways for services to be rendered in a more personalised
Results foreseen

manner

Inputs not to be ignored the necessary ICT infrastructure

Risks to watch out for The digitalisation of service processes that are not actually efficient
Key actions Cooperation with future users of services being rendered

Key (not sole) measure of
success

Increased citizen satisfaction with services rendered
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)

®

Level of difficulty of
the practice

PREPARATION / RESOURCES

Demanding

OJOXO)

Required financial
outlays

@

The costs of creating an Internet platform.

The remuneration of IT personnel responsible for the development
of services.

The cost of the server that will store data.

@ HRrequired for
implementation

A team developing the Internet platform, with account taken of the
suggestions of future users.

A Project Team (5-7 strong) engaging in coordination of:

= The work of the it team.

= Cooperation with future users.

» The course of the project.

@ Key organisational
activity that will be
required

Support from the management of the organisation.

The conferment of the necessary rank upon the subiject, in the
day-to-day activity of the organisation and all its organisational
units (not just IT).

® Required technical
resources

A system ensuring security of the website against cyberattacks.
A server adapted to store data of users of the service - necessary
requirements being as set out in up-to-date technical standards
and the law.

An office of the Project Team supplied with Intranet access.
Necessary computer equipment for the Project Team.

Time needed

The time to introduce the practice will depend on the number of
services being offered to society and clients by the given unit of
public administration.

The development and introduction of the platform for the public
organisation may last up to a year and a half.

Introduction of the practice should be a stage-wise process, with
the first services on the website needing to be available after
around 9 months.

A redeveloped website for a unit in public administration



Knowledge and = Future users of the Internet platform put up by public administra-
experience tion should have basic knowledge of the public services itis
possible for them to avail of.
The Project Team should comprise 5-8 citizens (diversified and
representative), as well as 10-15 representatives of organisations/
firms from beyond the public sector.

Cooperation The knowledge and experience of other organisations (public
especially), good practices.

MESSAGE FOR THE HEAD OF THE ORGANISATION

It is not the strongest of the species that survives,
not the most intelligent that survives.
Itis the one that is the most adaptable to change

— CHARLES DARWIN

Introduction Citizens are now used to the fact that the great majority even of
SMEs, to say nothing of large corporations, render their services
online, sometimes allowing clients to co-create their projects and
services, with a view to individual needs being taken into account
to a greater degree. Banks, advisory firms, online shops, project
workshops and law firms - all of these have transferred a great
part of their activity on to the Internet - the pandemic only served
to accelerate a trend that was already apparent.

And since the citizen can satisfy core needs (like management of
money, planning recreation and leisure, and having purchases and
shopping delivered to the place of residence), there is a natural
expectation that the services the administrationis in a position
to supply might also be received in the same way - as far as
possible by way of the Internet.

Eveniflegal, social, security-related or other considerations ensure
that the above is not fully possible at present (there for example
being no elections run entirely online), the range of possible ser-
vices or part-services whose provision can take place remotely
is becoming wider and wider, day by day, since the techn(olog)
ical possibilities for that are in place. At the same time, all organ-
isations - be those businesses or in the public sphere - have rapidly
become aware that the “in-advance” designing of services that

456 A redeveloped website for a unit in public administration
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Aim of the practice

Which actions does the
practice encompass?

does not take account of the needs of what are often diverse
users is no longer something that can be said to comply with
objectives. The participatory development of public services
is thus aphenomenon denoting from-the-outset inclusion of users
in the process by which services take shape in general, even as
specific ways of supplying them are then developed. Only users,
motivated by their needs, interests, experience and life-situations
of the given time or moment can be fully counted upon to find
ways of optimising services, whether thatis the issuance of some
document or the training that a Job Centre can provide.

The administration must of course bear in mind the constitutional
aspect of equal access to services, e.g. irrespective of place of
residence or level of education. Nevertheless, the described means
of shaping services can ensure account is taken of many specific
features of utilisation, with no harm done to the pursuit of the
above principles (as with hours of work of an office, additional
informationimportant for given groups of stakeholders, assistance
for groups with disabilities and so on).

The aim of the practice is to increase the number of services

provided online by public administrationin respect of citizens and

the private sector. Cooperating with citizens, firms, organisations in

society and even hackers, public organisations can engage in the

more rapid development of modern online platforms, with account
taken of the input of potential users. The cost and time taken over
introduction will be much reduced thanks to from-the-outset par-
ticipation of future users in the (re)design of public services.

The forming-up of groups of future users with aview to feedback
on the project being obtained represents one of the key steps in
the implementation and pursuit of this practice. Future users form
an advisory team for the unit of public administration.Their tasks
willinclude:

= sharing of thoughts and experiences on the to-date use of
services provided via traditional routes, with preliminary "pro-
totyping”, with the Project Team, of services that are to be ren-
dered online;

= the suggesting of solutions for introduction by the Project
Team and public organisation;

= testing of the website containing the administrative and public
services fromthe momentits first version appears andis made
available to users.

A redeveloped website for a unit in public administration
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A group may also express different or distinct (meaning new, non-
standard or even ostensibly "wild”) expectations in relation to plat-
forms, and supply feedback on services accessible to them-as
regards not only IT functionality, but also the services themselves,
i.e. their shape, authorisation, legal conditioning and so on.

An Internet platform should offer citizens and organisations the
following core functions:

= access to an account designated for the citizens or private
organisation;

= facilitation of the submission of applications online with an elec-
tronic signature;
contact with the unit in public administration;

= online verification of identity.

A key feature of the Internet platforms of units of public admin-
istration is security in the face of cyberattacks - the stake is
continuity of the rendering of services, the safeguarding of in-
formation and personal data, and the image of the public office.

Alogical augmentation of the practice under description should be
the development of a comprehensive e-profile for the citizen.

This kind of profile allows the citizens to access a wide variety of
citizen-related information at a single portal, with the aid of a single
log-in and password, along with access to the opportunity to have
administrative or societal issues dealt with online. A necessary
security feature might be to ensure at least two-stage authentica-
tion of log-ins.

The comprehensive e-profile for the citizens ought to include:

instructions on how to use;

. the matters capable of being dealt with by offices online, i.e. the

organising of a passport, driving licence, etc.;

. apatient’s medical data, including reminders regarding prophylactic

testing, information on medicines, and warnings as regards food
products and so on;

. information from the system, based on citizens dataq, relating to

obligations and entitlements. This might be information on whether
or not a person has children - meaning information as to whether
the citizen can apply for the 500+ payment, along with practical
instructions as to how the application can be submitted,;

A redeveloped website for a unit in public administration
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Indicators of the
effectiveness of the practice

Risks and barriers

. information on the need to update, for example identity documents;

. the Polish Census (Narodowy Spis Powszechny), with the system

informing the citizens regarding the obligation for everybody to be
censused.

Outcomes for the public organisation:

= an online platform that ensures that the citizens and private organisations have
access to services provided by the given unit in public administration;

= anincreaseinthe number of services of public institutions that are available onling;

= anincreaseinlevels of satisfaction of the public and private sector with services
rendered by public organisations;

= intensified cooperation with firms of the private sector thanks to their inclusion
within the group of potential users.

To gauge approximation to the objectives assumed for the given
practice, it is possible to apply the measures listed below, which
we can term indicators of the effectiveness of the practice:

a (percentage) index relating to the number of services ren-
dered publicly which the unit of public administration makes
avadilable via the platform;

an increase in the number of citizens really making use
of the services offered electronically, e.g. possibilities to be
vaccinated, prophylactic medical testing;

anindex of the satisfaction manifested by citizens and private
organisations as regards the services provided via the platform -
as obtained using questionnaire results;

a (percentage) index comparing the number of projects im-
plemented and pursued in cooperation with private organ-
isations (e.g. in given branches) following introduction of the
practice as opposed to prior.

Key challenges and threats to the introduction of good practices
in the public sector:

cybersecurity;

the maintenance of balance between the safeguarding or
securing of data and the provision of access to the platform
and the facilitation of its use;

legallimitations as regards profile data being made available;
employees’ attitudes to change;

A redeveloped website for a unit in public administration



the training of employees as regards the new ways of ren-
dering services;

= the trust displayed by citizens and private enterprises in or-
ganisations, of key importance especially in the first days of
operation of the new system (platform).

What next?
Self-questioning

Ask yourself the following questions:

= How to stimulate imagination and creativity among users testing the platform?

= What questions should employees (and experts) of a public organisation know
how to reply to?

= How to ensure representativeness of a group of future users from the point of
view of the societal makeup of real future users (in terms of age, gender, profession
and place or residence)?

= What could go wrong, and what do we do if things go pear-shaped?

@ Interesting examples, implementations and indications

Digital public services: How to achieve fast transformation at scale

(In a nutshell) ac cording to McKinsey:

= Digital public services are essential.

= Digitalisationis a challenge for the entire governmental administration.

= Thereisanintensification of the global movementin the direction of the digitalisation
of public services.

= The architecture of ICT is to ensure users a satisfactory outcome (meaning also
rapid and cheap).

= Aneffective measure caninvolve the "agile laboratories” to manage the sheer com-
plexity that stakeholders and public services entail. Agile ways of working in ICT are
introduced with a view to the experiences of citizens being improved.

= Access to public services can be as easy as online purchasing.

@ Public administration, please remember!

Summary

The biggest part of Digital Transformation is changing the way we think - Simeon
Preston
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When digital transformation is done right, it’s like a caterpillar turning into a butterfly,
but when done wrong, all you have is a really fast caterpillar - George Westerman

Inspiring Don’t be fooled by some of the #digitaltransformation buzz out there; digital trans-
thoughts formation is a business discipline or company philosophy, not a project - Katherine
Kostereva

&
SYNERGIA -in one sentence

There is no alternative to digital
transformation. Visionary companies will
carve out new strategic options for
themselves - those that don’t adapt will
fail.- Jeff Bezos
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ATTENTION! GOOD PACTICE

Cooperation with stakeholders in
the process regulating operations
of the fin-tech sector

KNOWLEDGE PILL
Cooperation between units in administration and representative of the

Aim of the practice financial sector, with this seeking to put transparent, as well as citizen-
and entrepreneur-friendly regulations in place

Origin? The use of ICT in the public sector

When organisations need highly-specialised stakeholder knowledge in

When to apply?
PPl order to resolve aregulatory problem for which they are responsible

Better regulation as regards the fin-tech sector guaranteeing the public

Results foreseen .
interest

Inputs not to be ignored Training in the identification of stakeholders and cooperation with them

Excessive subordination to regulated interests, as well as a dominating

Risks to watch out for
influence exerted by a single stakeholder

Alogical and transparent process by which to include stakeholders in the

3 key actions . .
regulation of an issue

Areduction in the time taken to create regulations concerning citizens
Key (not sole) measure of and enterprises, with a simultaneous increase in levels of satisfaction
success among these stakeholders as regards the way in which public consulta-
tions over regulation are run



)

®

PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderate

OJOX@)

@

Required financial
outlays

= The cost of promotion, and of convincing people to participate in
this way of working (in the initial phase of introduction of the
practice).

» The cost of organising meetings for stakeholders (lower where
meetings are online).

HRrequired for
implementation

» Ateam (2-5 strong depending on the numbers of stakeholders) with
which to manage cooperation with representatives of firmsin the
financial sector.

» Representatives of stakeholders (lawyers, experts) expressing
a desire to cooperate as regulations are being created.

Key organisational
activity that will be
required

= The support of leadership in the organisation.

= Care to ensure that employees of public organisations are
competent partners in dialogue with the regulated sector - as
safeguarding the public interest (selection of the right people).

Required technical
resources

= Necessary computer equipment for the team managing the
cooperation with representatives of the firms from the financial
sector.

» Necessary computer equipment and programs allowing for
meetings online, or else rooms in which meetings in person can
be held.

Time needed

It may take 2-8 months to bring in the practice, depending on the
formula adopted for the meetings with stakeholders, numbers of
same, and the methods chosen for the joint taking of decisions.

Knowledge and
experience

Stakeholders - and in particular representatives of the fin-tech sector
(as regards the technology operating in support of the financial
services) have the knowledge necessary to regulate the financial
sector, and representatives of public administration should not depart
from this level of competence, or else should be supported by outside
experts.

Cooperation with stakeholders in the process regulating operations of the fin-tech sector
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@ Cooperation

Introduction

With interested parties is a key element of this practice. It is important
for account to be taken of as large a group of stakeholders as
possible - where these are representatives of firms belonging to the
financial sector, as well as their clients, organisations in government,
banks, and so on.

Today, cooperation between public administration and the pri-
vate sector is regarded as one of the core preconditions under-
pinning economic development, and the possibility for economies
to function in a competitive world economy.

Ingeneral, the state can be seen as creating the conditions and reg-
ulations for business activity, while within this framework the private

sector ensures goods and services that are of a fundamental or key

nature, or else much desired by clients. The financial sector, inline

withits role vis-G-vis the “circulating blood of the economy” may

contribute to economic and social development, or may end up drag-
ging the economy (or indeed society or the state) behind it or down

withit, eveninto the chasm of financial and economic crisis. Itis for
such reasons that rules regulating the financial sector are of

a specific nature, with states for example establishing independent

regulatory bodies (like Poland’s Financial Supervision Authority -
Komisja Nadzoru Finansowego), or else standing guard over client

rightsin the sector, as through the Polish Rzecznik Ubezpieczonych

(Commissioner or Ombudsman for the rights of the insured). The

financial sector, which includes banks, exchanges, pension funds

and insurance companies, must meet high risk-management

standards when it comes to transparency and guarantees. In

turn, this is an area of the economy that has now become highly
specialised as regards financial instruments now operating and

the knowledge necessary if these are to be managed.

In the interests of citizens, public institutions (including those in
a regulatory role) need to engage in certain projects pursued by
private entities, even if just to be proactive in foreseeing regu-
latory problems that can conceivably appear in connection with
the introduction of new instruments and technologies in the sector.

An example of proactive cooperation with outside firms comes from
Africa. M-PesaMobile planned to bring in contactless payments
by telephone in Africa. M-Pesa is the operator of a phone network,
while only banks could bringin new means of payment. Today, these
are financial services pursued using a mobile phone. The service

Cooperation with stakeholders in the process regulating operations of the fin-tech sector



was set up in 2007 by Safaricom, along with Vodacom, as the largest
operator inKenya and Tanzania. The client keeps money on a special
bank account from which transfers can be made (to shops or other
individuals), with purchases then being made and services availed
of in a shop context, through the sending of an SMS.

At the stage of proposing the innovation, M-Pesa turned for sup-
port to the governments of African countries. The phone network
operator received consent for its financial operations in Kenya and
Tanzania, because the introduction of these kinds of methods of
payment went some way to resolving certain problems connected
with transfers in the countries in question.

The governments took on the patronage of the solution of
certain technological, legal and IT-related problems (mainly
associated with databases), as well as the use of Alin cooperation
with a firm announcing the innovation, as well as the banks, whose
services were first and foremost involved. One problem surrounded
the use of a database accessed with the help of Al.

Aim of the practice The aim of the practice is to achieve and foster cooperation be-
tween units of public administration and representatives of
the financial sector, with a view to transparent and user-friendly
regulations being generated for citizens and enterprises.

As can be seen here, the objective is a kind of balancing of in-
terests: coming first are all those clients of the institutions under
consideration, but secondarily possibilities for action are put in
place, above all allowing financial institutions to operate in such
away that they can multiply the savings of clients conferred upon
them, or else guarantee compliance with the demands of those
taking out insurance. This can be seen to have a positive influence:

in building trust and confidence in the public organisation -
on the part of the sector subject to regulation and enjoying the
status of client of financial institutions;

= on technological development and knowledge as regards
technology (including Al) in public administration;

= inlowering costs of developing andimplementing regulations,
making them more suitable, even as there is no unnecessary
(overdeveloped, over-confusing) regulation;
in reducing the amount of time devoted to determining pro-
visions - through their cooperative preparation, by way of joint
resolving of problems, and not merely abargaining for interests
between administration and the regulated sector.
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Which actions does the
practice encompass?

This practice entails cooperation with representatives of the sec-
tor of finance with a view to fin-tech-sector regulations being

devised and good practices introduced, along with standards

for how to proceed. Of key significance here is the engagement of

stakeholders of different groups, with these representing:

= governmental organisations, in particular regulatory bodies,
and those acting in the name of client protection (asinstitutions
involved in supervision and audit, or officials acting in defence
of consumer rights, and so on);

= banks;

= thefin-tech sector itself;

= firmsinICT,
citizens - i.e. the clients of firms operating in the finance sector,
as well as their representative offices.

The involvement of interested parties should be voluntary. With

a view to more interested parties being engaged, cooperation by
way of online methods should be provided for and facilitated. As

this practice is being usheredin, problemsin cooperating withrepre-
sentative of the finance sector can be resolved through application

of stepladder techniques - with these being methods making it

easier for group decisions to be arrived at effectively. The aim here

is to ensure that the ideas from allmembers of a given “community”
(e.g. of finance-sector firms, or of clients) are available / accessible

to the group.

The technique comprises steps as follows:

Identification of all key stakeholders, for example using the methods
described under the practice of the “stakeholder ecosystem”.

. Presentation of the regulatory problem to all stakeholders, with the

various aspects highlighted. The regulatory problemmay be afuture
one - for example one that arises as new technologies are applied.

. Dialogue with the first stakeholder, with a view to ways of joint

resolution of the problem being found.

. The augmentation of the talks with a second stakeholder, with are-

newed attempt made to establish jointly how to resolve the problem.

. Further inclusion of successive stakeholders in the talks, with

joint establishment of solutions on each occasion.

. The taking of a decision on the way to solve the problem.
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7. Eachsuccessive "rung” of the ladder (bringingin further key stake-

holders)denotes renewed discussion of the problem, with account
taken of what was established at the previous stage.

The role of public entities lies in the management of the process
in such a way as to ensure that the order in which stakehold-
ers are added will not have a decisive influence on the study
of the problem from alarge number of different perspectives.
The regulator will be inclining people to modify stances under the
influence of the new stakeholders that have just joined, with simulta-
neous striving to ensure that problems identified at an earlier stage
are taken account of. What is of key importance as cooperation
between organisations manifests itself is anindication regarding
cooperation arising from the side of the public organisations in
regard to such managers standing for the public interest and the
protection of the interests of citizens and the state and not at the
same time convinced of a dominant role and of the need for full
control over the devising of regulations, and not taking account of
and ignoring the remarks of entities in the finance sector. Thanks
to cooperation based on the map of the ecosystem, all units, firms
and organisations in the project are of similar significance,
are treated equally, and engage in the joint negotiations of the
conditions of joint action.

This form of regulation represents a kind of “auto-commitment” of
all parties to the action or conduct set out - precisely because these
have been developed jointly. We are therefore dealing with a kind
of “fair-play agreement” for which regulations constitute the only
legal form, with the mostimportant thing being the joint resolving of
the problem. The keys to the success of this practice are:

= transparency of activity of all participants;
a readiness to solve projects jointly, and the skills necessary
for doing that (in a process that may be helped along by mod-
erators);

= equal treatment of stakeholders, with account taken of their
roles;

= the devoting of an appropriate amount of time - which is never-
theless devoted to joint resolution of the problem rather than
conflict-generating bargaining or behind-the-scenes lobbying.
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Outcomes for the public organisation:

= the forging of cooperation between public administration and stakeholders;

= areduced average amount of time to develop regulations;

= areduced average cost of developing regulations;

= greater stakeholder engagement;

= the developing of regulations that are "friendly” from the points of view of both rep-
resentatives of the finance sector and citizens;

= enhanced confidence in public organisations;

= facilitated future cooperation between units of public administration and enterprises
as further regulations are drawn up and other problems solved.

Indicators of the
effectiveness of the practice

Risks and barriers

To gauge the degree of approximation to assumed objectives of the
given practice, itis possible to apply the following measures, which
are termed indicators of the effectiveness of the practice:

number of people cooperating over the practice, with the

number of stakeholders being particularly important;

the ratio (percentage) of the average time to make regu-
lations ready after introduction of the practice as compared

with before;

the ratio (percentage) of the average cost of the regulatory solu-
tion after completion of the practice as compared with before;

the level of satisfaction of stakeholders with the cooperation,
as determined by research.

The key challenges or threats to the introduction of good practices
in the public sector:

collusion between interested parties;

alack of willingness of some groups of stakeholders to engage
in joint work as such, or to work with certain other group(s);
non-equal treatment of stakeholders, with politicisation of the
process (which is guided by criteria that are political);

the selection of methods of decision-making suitable for the
number of stakeholders and their experience;

the emergence of conflicts between and among stakeholders.

Cooperation with stakeholders in the process regulating operations of the fin-tech sector



What next?
Self-questioning

Ask yourself the following questions:

What features, knowledge, experience or attitudes do you need to cooperate with
stakeholders?

What is it worth knowing about the most important stakeholders, their interests,
stories and values? What matters to them?

What might go wrong, and what do we do if things fail to work out?

@ Interesting examples, implementations and indications
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For further
reading:

Prawo.pl
Inspiring
thoughts

Polska lzba Ubezpieczen (the Polish Chamber of Insurance) joined Zwigzek Bankéw
Polskich (the Polish Bank Association), in agreement with Urzqgd Komisji Nadzoru
Finansowego (the Office of the Polish Financial Supervision Authority),in devising
agood practice as regards Credit Protection Insurance. Self-regulationis to augment
the amended Rekomendacija U, which the UKNF has been working on.

Public administration, please remember!
Summary

The specialist nature of the regulation does not preclude cooperation and dialogue.
Complex things are rarely understood by one person or organisation. By cooperating,
you take certainrisk, but in fact you are doing more to share out the risk.

Inavariable and unpredictable world there is no knowing whom it may be necessary
to cooperate with, and who we may meet when the need for that arises.

Coming together is a beginning. Keeping together is progress. Working together is
success -Henry Ford

Only strength can cooperate - Dwight D. Eisenhower

There is a very real danger that financial regulation will become a wolf in sheep’s
clothing - Henry Paulson

SYNERGIA -in one sentence

Teamwork divides the task and multiplies
the success - unknown author
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ATTENTION! GOOD PACTICE

Digital documentation in public
institutions

KNOWLEDGE PILL

. . Toincrease the use made of ICT in public organisations through the
Aim of the practice

digitalisation of documentation

Origin? The use of ICT in the public sector

= When access to public services needs facilitating

= When the supply of services need to be made possible at a distance
When to apply? from the place of provision

»  When the time needed to supply services needs reducing

= When new generations of citizens are requiring more of us

Results foreseen The development of functioning ICT systems in an organisation
Inputs not to be ignored Necessary ICT infrastructure

Risks to watch out for Cybersecurity and the need to safeguard personal data

Key action A strengthened teamin relation to ICT

Key (not sole) measure of

Greater efficiency of the organisation in the achievement of objectives
success

Digital documentation in public institutions
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PREPARATION / RESOURCES

Level of difficulty of
the practice

Moderately difficult
@®O

@

Required financial
outlays

= inremunerating new members of the ICT team;

= onnew programming and technologies;

» onservers from external suppliers of services - given the need to
store things in the Cloud.

HRrequired for
implementation

= AnICT Teamresponsible for administering data, managing access to
documents, and bringing in updates and further facilitations in
relation to the digitisation of documents.

= A Controller responsible for the protection of personal data.

= Leaders of teams or ICT personnel supporting employees as
equipment for the digitisation of documents is brought in.

Key organisational
activity that will be
required

= The determination of the scope of the digit(al)isation work, and its
timetabling.
» The training of employees.

Required technical
resources

= Anoffice for the Team supplied with computers, the Intranet and
Internet, as well as servers on which data may be stored.

» Programming and technology and high-quality scanners.
= Anexternal server or store in the Cloud.

Time needed

It should take about six months to bring in the practice.

Knowledge and
experience

The ICT personnel will be monitoring the digit(al)isation work, and
training the staff as regards the use of new technologies.

Cooperation

Between members of the ICT team and other employees of different
units, as well as with an outside firm that has a documents store in the
Cloud that can meet the need of a unit in public administration.

Digital documentation in public institutions
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MESSAGE FOR THE HEAD OF THE ORGANISATION

No more misquoted forms, lost invoices, redundant entries,
missing checks, or delays caused by incomplete paperwork

Introduction

= BILL GATES

The digitisation of documents and broader digitalisation of
documentation combine to represent an essential step if the
“electronic office” and the “digital administration” are to be ushered

in. And this trend would seem to be anirreversible one, evenif there

are both defined risks (of cybercrime and unwarranted surveillance)

and cases (around the world) of flawed public projects in digital

transformation having been brought in. The assessment of the

degree of penetration of ICT into the work of administration repre-
sents an element by which the effectiveness of today’s states

is appraised, while digitalisation (also of public administration) is

taken as attesting to the competitiveness of an economy’. So, for
several year now the European Commission has, for example, is-
suedreportsin the form of Digital Public Administration factsheets?.
These discuss the changes ongoing in the public administrations of
European states when it comes to the digital transformation. A 2022

report also presents the rather wide-ranging and far-reaching ways

in which this transformation has already been pursued in Poland?.
While the share of the population using the Internet to make contact
with public bodies in Poland is actually lower than average for the

EU, the values assigned to the indicators regarding Poland

have been clearly on the rise in recent years. While the 2022

figures for Poland and the EU respectively were 46% versus 57%,
the situation back in 2014 was reflected in a 25% figure for Poland

as set against 47% for the Union. When it comes to the share of
people using the Internet to send off completed forms to Polish

offices, the gap is still smaller, as the 40% figure noted for Poland

compares with 45% EU-wide?.

Alarge part of the 2022 Statistics Poland Report on Poland’s infor-
mation society is devoted to public administration, when it comes

1 Onthis subject: A. Terlizzi: The Digitalization of the Public Sector: A Systematic Literature Review, w: The Italian Journal of Public Policy

16(1):5-38, April 2021.

2 https://data.europa.eu/en/news-events/news/digital-public-administration-factsheet-2022-out
3 Digital Public Administration factsheet 2022 Poland.
4 Digital Public Administration factsheet 2022 Poland, p. 4.
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Aim of the practice

to both the use of electronic tools to manage within units of public
administration, and the supply of services to citizens®.

The aforesaid Statistics Poland Report can supply information as
regards both the relatively basic manifestations of the digital
transformationin Polish and those of a more-advanced nature.

The former can be taken to include:

= Internet access in units within public administration,

= The supply of employees of units in public administration with
mobile devices,

= The use of intranets within units of public administration,

= ICT training at units within public administration,
Electronic inboxes and the use of systems for the Electronic
Management of Documents at units within public adminis-
tration.

In turn, more-advanced manifestations of the digital transfor-
mation of Polish administration might be:

the adoption of policies or strategies to make open public data
(including in registers) more accessible,

= the application of the tools of Business Intelligences,

= thesupply of apps allowing for uploads on to mobile devices,

= theuse of the Cloud Calculator in units of public administration,

= the furnishing of citizens with the possibility to participate in
online public consultation and votes,

= the facilitation of the process whereby citizens can see to ad-
ministrative matters online, and also gain access to public
services in the same way.

However, irrespective of whether we are dealing with basic or ad-
vance applications of ICT in public administration, the core issue
here is the move over from paper forms of work of the office
to digital forms, which is to say that paper documents have their
places taken by various forms of electronic ones.

This practice seeks to increase the use of ICT in public organisations
through the digitisation of individual documents and the digital-
isation of documentation in general. The digital management of

5 Spoteczenstwo informacyjne w Polsce w 2022 r. Gtowny Urzqd Statystyczny / Statistics Poland. Warsaw December 2022, pp. 41-72.
6 Inline with the definition, business intelligence (BI), otherwise business analysis, is a process entailing the processing of available data
into information, with obtained information then being processed on into knowledge that can facilitate action.
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Which actions does the
practice encompass?

documentation in a public institution is the result of technological
progress, but also a condition if citizens’ requirements are to be
met. The latter, seeking rapid and more straightforward service,
anticipate that units in public administration will achieve a decisive
increase in the number of online forms that may be filled in, with
other documents of various kinds also being made available via
online portals. Public organisations seeking to match up to these
demands should bring in an expanded digitalisation.

The activity of units of public administration bringing in the
practice takes in:

digitisation of the documents in public administration;

the introduction of OCR (Optical Character Recognition) tech-
nology - i.e. technology that allows for the optical recognition

of characters to be found in graphic or printed files, as well as

hand-written documents?’;

the use of hypertext - basically normal text in which certain

words can special emphasis and are coloured differently from

remaining characters. These then constitute hyperlinks con-
necting with other documents?,

The introduction of machine-learning algorithms - the codes

here serve to facilitate exploration, analysis and understanding

of complex datasets. Each algorithmis a finalised set of clear,
step-by-stepinstructions that acomputer can give effect to, with

aview to a defined objective being pursued and achieved. The

objective of the machine-learning algorithmis to establish or find

patterns that employees can make use of in the categorisation

of information, as well as foresight®;

the publication of forms to be filled in pdf format, available

through the Adobe Acrobat program;

the supply of database modules to stakeholders - citizens

will be able to use the bases to the extent that they are made

available by the given unit;

enlargement of the IT team, with the main objective of manag-
ing access to documentation and streamlining the digitalisation

process.

7 https://www.ironmountain.com/pl/resources/data-sheets-and-brochures/o/ocr-what-is-it

8 http://mumelab0l.amu.edu.pl/Teoret/wstep.html

9 https://azure.microsoft.com/pl-pl/resources/cloud-computing-dictionary/what-are-machine-learning-algorithms/
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Akeyissue as the practice is being putinto effectis the protection
of personal data. Some documents accessible in the base of the
unit within public administration will contain citizens’ data, hence
the base will need two-step authentication as well as encoded
files. The task of the unitin public administrationis to put firewalls
in place in their own systems, so as to confer protection against
cyberattacks.

Target outcome in the public organisation

= digit(al)ised resources of public documents and easier access in consequence;

= thereduced use of paper documents and areduced amount of office space needed
to archivise documents;

= increaseduse of ICT,

= enhanced security in advance of cyberattacks;

= anincrease in citizen satisfaction with the activity of units in public administration,
thanks to alarge number of forms and documents being accessible online;

= anenlarged ICT team;

= new methods for the digit(al)isation of documents/documentation, i.e. OCR tech-
nologies, hypertext, algorithms for machine learning, forms to fill in.

Indicators of the
effectiveness of the practice

Risks and barriers

Digital documentation in public institutions

Tomeasure the degree of approximation to the objectives assumed
for the practice, it is possible to apply measures as follows, which
we can term indicators of the effectiveness of the practice:

= anindicator showing increased use of ICT in the unit oper-
ating within public administration - the measure might be for
example the number of digitalised processes, the number of
documents made available in electronic form, the number of
posts in which work is done with the aid of ICT tools;

= anindicator portraying the results of a study on satisfaction
with services run among citizens who make use of the said ser-
vices (as offered following introduction of the practice).

Key challenges and threats to the introduction and pursuit of
the practice in public sector:

= access to funding,

= cooperationbetween the IT unit and other employees of units
of public administration,

= the security of personal data and compliance with rules on
the accessing of personal data,

= the quality of scanned documents,

= resistance to change among employees - and some of the
clients - of public administration.



What next?
Self-questioning

= Havelprepared employees for digitalisation?

= How to modify habits?

»  Willinstructions on filling in electronic documents (and, for ex-
ample, saving, storing, editing and signing) be clear for citizens?

= Do dll clients react in the same way to digitalisation? How to
inform and encourage different groups?

= Intheeventof acyberattack, dolhave procedures by which to

SYNERGIA - in one sentence ensure continuity of activity as regards digit(al)ised resources

The pace at which people are taking to and services?

digital technology defies our stereotypes

What could go wrong, and what do we do when things fail to

of age, education, language and
income - Narendra Modi work out?

@ Interesting examples, implementations and indications
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Recommendations from the OECD inregard to effect strategy in the digitalisation of

public administration (Recommendation on Digital Government Strategies).

An OECD handbook for E-leaders concerning digital management of administra-
tion (official title: “The E-Leaders Handbook on the Governance of Digital Government

2021"). The OECD promotes this by noting how the book draws on the experience of

member states and partner states, and relates to what needs to be taken account

of as a framework of public management is divided in regard to the digital adminis-
tration. That means coverage of contextual factors, institutional models and political

levers. But the handbook also has its practical side, offering an easy-to-use set of
instruments where decision-makers are seeing to ensure greater maturity of the

digital administration.

@ Public administration, please remember!

Summary

™)

Inspiring
thoughts

At the heart of digitalisation is constant communication - with stakeholders,
users and experts.

Think of digital transformation less as a technology project to be finished than as
a state of perpetual agility, always ready to evolve for whatever customers want
next - Amit Zavery

Automation applied to an inefficient operation will magnify the inefficiency
-Bill Gates
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Getting to know a good
practice is only afirst
step

Giving effect to good practice'

The practices presented in this Mini-handbook are in fact readied

methods by which the quality of the work of organisations

might be raised. Nevertheless, acquaintanceship and even fa-
miliarisation with these practices, and then the decision to

actually apply them, are still just steps embarking down along

road. Their pursuitin a given organisation-andinresponse to aspe-
cific problem orissue arising - means a process that demands the

deployment of both people and resources. That means to say that

akind of project is being pursued, and a problem being solved,
and that by definition suggests change in the organisation. But

even as we seek to solve one problem by pursuing a given practice,
we must count on this meaning different further problems need-
ing to be tackled.

This is true for many aspects to the operations of organisations,
such as the communicating of the good practice, andits influence
on what have thus far been the objectives of the organisation and
the ways it which has chosen to manage people. A great part of
the practice put forward in this publication might equally well
serve better implementation (as with problem-solving - via the
method of 6 steps or strategic narration).

The focus in this chapter is on two issues:

Practical recommendations in regard to the introduction of new
solutions or practices in an organisation.

. The analysis and resolution of problems that may arise dur-

ing the introduction of a practice - from the moment of first ac-
quaintance through to full incorporation into the daily work of the
organisation.

Presented below in a synthetic manner are selected recommen-
dations and tools relating to the ushering-in of change in ad-
ministration and the solving of different problems that emerge.

The ushering-in of each undertaking (obviously with a view to it end-
ing in success) has to ensure that account is taken of several core
premises. Firstly, we may face the phenomenon of the so-called
implementation gap - meaning that a good idea being had and
change beingmade areality are features well separated, with space
for activity that - where not engaged in - willmostly ensure that the

1 This parti.a. invokes the literature on the implementation and management of change - so see the bibliography in the relevant chapter.
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idea remains on-paper only, and do far worse than that, given that
a flawed attempt at introduction offers a demotivating example

that may well thwart (any) further attempts at bringing in other
improvements. Secondly, and as alluded to already, introduction

of something pretty much always means changing something -
so that denotes change management. Thirdly, support in an or-
ganisation for planned change is not an obvious thing to be

taken for granted, thus denoting and requiring measures acting

in support of the proponents and their ideas, notably the building

of a codlition backing change.

Itis of crucialimportance that there be thinking about the introduc-
tion of the practice from the very outset. If thisis when people in

anorganisation start to think, this is (obviously?) much better than

doing soright at the end, or - even worse - as change is under-
way (and first difficulties make themselves felt). The ushering-in

and management of change must be as much a key, inherent

component of a project as the other elements and aspects

revolving around type, resources and communication. This must
be so given the close connections.

Akey part of change management is coping with people’s fear or
resistance. The best strategy for that would typically entail com-
munication, participation, encouragement and support?. But
the effectiveness with which change is brought inin an organisation
is equally dependent on the idea of the project to be introduced
making sense, and on there being a strategy (methodology) in
place for the full pursuit of the change involved. Change man-
agement is a collection of techniques making it possible for
atarget group of people (including a whole organisation) to be
brought through a process of change. The focus is on change
being planned for and then pursued.

Change management nevertheless links up closely with such other
areas of management as strategic management, project man-
agement, communication, people management and leadership.
Thus, strategic management or project management both harness
techniques from change management, even as these also draw on
people management or communication. The reasons for resistance
to change include lack of knowledge and / or competence, loss of

2 Oxford Dictionary of Business and Management, Oxford University Press 2016, p. 108.
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position, the lack of resources, a specific culture and perceivedrisk.
Techniques in change management include®.

@ Change instruments*

Handbooks and guidebooks on the introduction of projects (and the
associated change management) are anything but rare.

Force field analysis
(for or against change) with
attempts to modify or neutralise
opposition or else strengthen

the force for change

L Leadership and

Communication and . P -
) example-setting finding the

engagement with force at -
. . people (leaders, authorities)
times needed simultaneously
) who are change agents
(stick and carrot)
or ambassadors
CHANGE

But in this place, we draw on the recommendations as regards
project implementation and change in administration that are on
offer from British author Michael Barber. He was a Chief Advisor
to the Secretary of State (i.e. “Minister”) responsible for educa-
tion and educational standards during the first (1997-2001) term
of Prime Minister Tony Blair. In the second-term administration of
2001-5, Barber’s role was as a Chief Advisor on the pursuit of all

3 For abroader treatment, see: R.E. Quin, S.R. Faerman, M.P. Thompson and M.R. McGrath, Profesjonalne zarzqdzanie, and notably its
chapter entitled Funkcja innowatora. Zarzqdzanie zmiang, Warsaw 2007.

4 These and other change tools are inter alia mentioned in: Zarzqdzanie zmiang i okresem przejSciowym, Harvard Business Essentials,
Warsaw 2003.
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&

For further reading, see:

M. Barber, How to Run a Government
so That Citizens Benefits

and Taxpayers Don’t Go Crazy.

government programmes - meaning the PM was his immediate

boss. Accountability for cooperation with government agencies to

ensure effective implementation and pursuit of Blair’s priority pro-
grammes (e.g. in health, education, transport, policing, justice

and immigration) was thus at the heart of the work. The book on

his experiences that he wrote under the title Instruction to Deliver:
Fighting to Reform British Public Services (2008) was deemed by the

Financial Times to be one of the best books about British govern-
ment for many years. In a further book: How to Run a Government
So that Citizens Benefit and Taxpayers Do Not Go Crazy (Penguin

Books 2015), we are supplied with 57 rules on how to bring in govern-
ment projects. All of these will not be cited here, but an indication

can be givenregarding the key areas of implementation, as well

as the recommendations that look particularly suitable or helpful

in the ushering-in of new good practices in public administration.
First and foremost these have the virtue of truly relating to public

administration, and arising out of practical government experience

with change and its management.

M. Barber recognises, as key areas of introduction:
The intelligent planning of change,
Being in possession of clear priorities,

Having a thought-through strategy by which to achieve introduction,

. A high level of organisation and preparation of change-oriented

procedures,

. Creative problem-solvinginthe course of the process of introduction,

. Caretakento ensure theirreversibility of change that we care about.

Interesting recommendations on the introduction of projects and
change is also to be found in (Chapter 1 of) the book referred to
previously from Marcial Boo and Alexander Stevenson, entitled
The public sector fox®. Pointed to in that context are key skills and
competences when it comes to the effective pursuit of projects

5 Marcial Boo had a high-level post in the British public sector, i.a. being involved in the introduction of the Skills for life strategy, and
leading programmes seeking to curb levels of crime and terrorism. He formerly held the post of Director for Strategy and
Communications at the National Audit Office and Audit Commission in the UK. In turn, Alexander Stevenson is a consultant in the public
sector for local-governmental and governmental authorities in the UK, as well as being a journalist, i.a. as author of the book Public
Sector: Managing the unmanageable (Sektor publiczny: zarzqdzanie niezarzqdzalnym, 2013). That brings in the management experience
of 50 leading public-sector managers in the UK. The book addresses the challenges that managers in the public sector are faced with on
adaily basis, as well as focusing in on the skills needed to counteract those problems. Experience drawn on here comes from work in
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in the public sector. A “fox” operating in that sector ought -among
a plethora of skills - to be able to plan well, by which a strategy
borne in mind may be transformed into something practical
and doable / achievable.
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@ Recommendations regarding the pursuit of projects in the public
sector®:

Determining the direction (a clear objective and stage).

= Divide up the challenge into tasks, and those further into
things to do, with a logical order assigned, and in line with
criteria like impact on the objective, difficulty of implementation,
and certainty of the contribution to task completion.

= Plan timings for these objectives, stages and actions, tak-
ing into account any mutual linkages (so as to think about
ordering).Realism should be applied here, with a certain “buffer”
of spare time left in place. Where necessary, negotiate and
plantime for testing, as well as remembering about unforeseen
events.

= Planscenarios vis-0-vis those unexpected events that might
arise.Plan for therisk -i.e. for things that do not go as one might
wish; and assess the significance of each risk.

Funding: can | afford this?

= The successful pursuit of the objective must be feasible fi-
nancially / affordable from the organisation’s point of view,
but value for money will also need to be clear as regards the
outcomes. The cost should be overall, but also by reference to
each of the more important component tasks. A project must
be realistic in cost terms. If the costs prove greater than had
seemed likely, there will be a need to select priorities, to find
savings, or to seek other sources of funding. Itis worth plan-
ning areserve at the level of, say, 10%.

= People: who is needed to ensure that full effect is given to the
project.

adozen and more Ministries, as well as hundreds of different local governments, schools, institutions in higher education, Labour
Offices, regulatory bodies, inspectorates, police forces, prisons, the military and even MI5.

6 We also encourage readers to avail themselves of the recommendations on project implementation in the public sector from author
Michael Barber - a former advisor to UK Governments - who authored How to Run a Government. So that Citizens Benefit and Taxpayers
Do Not Go Crazy (Penguin Books 2015). No fewer than 57 rules for the introduction and pursuit of government projects are set out there.

Good practices - problem-solving and implementation



485

First and foremost think about your immediate team, all the
people who are close - in terms of what competences will be
essential, also in terms of the combination thereof presentin
the team as a whole. If some are lacking, strive to make good
the deficit.

Identify key actors of key significance from the point of view
of the success of the project. Decide who might play the role
of sponsor (be that a Minister or key Director), as well as how
that person might actually be in a position to help. Remember
about stakeholders - other organisations, clients or suppliers of
services, and the social partners. Strong ties with these need to
be built, as well as an attitude founded upon openness.

Itis possible to consider founding a project advisory council
formed from those who can help contribute to the success of
aproject.

Think about a “Devil’s Advocate” for the project (who might
also be known as a “challenger”) - this person might in fact be
the internal auditor.

Seek to delegate responsibility to others, or confer it upon
others.

Tasks: who does what.

Allocate all of the tasks to the right people, with responsi-
bility assigned. Everyone should understand their obligations.
Where people involved are not official subordinates, co-workers
of those enjoying the formal status of partner, seek to incline
those people to cooperate and help out, working to convince
them that cooperation withyouisinfactin their interest. Ensure
that there is intensive communication with all of these people.

Monitoring: from where and how will | know | am on the right
course?

Determine the means of measuring progress with the pro-
ject. Monitor the indicators assumed for the situation. Reports
should be short and practical, offering the kind of information
that brings us to objectives and sub-objectives, key financial
data, the nature of what has been achieved during the reporting
period, what key personnel and partners will need to be informed
about, the “milestones” that are to be achieved in the nearest
future, risks and problems and the key people in the project that
ought to be aware of them. Document the main things that have
been decided. You can use project-management programming,

Good practices - problem-solving and implementation



as well as make comparisons with other organisations giving
effect to similar projects.
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M. Barber - Jak kierowaé rzqdem. Tak Zzeby obywatele skorzystali,
a podatnicy nie zwariowali - recommendations on how to usher in
change in the public sector (and basically a translation of Barber’s
2015 book How to Run A Government: So that Citizens Benefit and
Taxpayers Don’t Go Crazy)

THE AREA OF IMPLEMENTATION
AND CHANGE IN A PUBLIC RECOMMENDATIONS AND ACTIONS
ORGANISATION

Understand well the potential factors giving rise to the desired
change.

Set a small number of well-designed objectives and focus in
on them.

Objectives

Consult with others, without resigning from the ambition to
achieve change.

Putin place a"coalition” of allies managing the introduction
and implementation work.

Stakeholders of change

= Build potential in order to achieve your objective.

Do areview of the capacity of the organisation to achieve agreed
objectives.
Make decisive investments in people’s skills.

Resources

Prepare a plan of introduction.

Strengthen the "implementation change”, meaning all of its links, be
.. ) those institutions, organisational units, or people within them upon
Organising implementation . -
whom the implementing steps depend.

» Check whatever can be checked.

Recall that "drift” is the worst enemy of actual introduction.

Routine meetings and "inventorying sessions” as regards
implementation generate false deadlines.

Collect data and ask questions - the presence of data ensures that

Monitoring work is done.

Do afull annual review of implementation work.
« Learn how to make active use of experience.

Good practices - problem-solving and implementation
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THE AREA OF IMPLEMENTATION
AND CHANGE IN A PUBLIC
ORGANISATION

RECOMMENDATIONS AND ACTIONS

= Check out perverse or unintended consequences of a project.
= Foresee problems at the introduction stage.

Problems
» Produce an accurate diagnosis and categorisation of problems in
terms of their intensity.
i = Nothing can take the place of disciplined political leadership.
Leadership

»  Prepare information for the leader.

For M. Barber, an important issue is the psychological attitude

adopted which, when appropriate, facilitates the achievement of
change. Even so, the turn to readers stresses the following “mental”
factors attendant upon success with change. Put straight, in

terms of orders, we have:

Appreciate the gap between your aspirations and the unvarnished
reality.

Remove all the excuses “from the table”.

In respect of change, understand what is the wood and what is
the trees.

Stick with the change!

Good practices - problem-solving and implementation



Resolving problems as good
practices are being introduced

This short point seeks to signal methods of problem-solving (or
resolution) at every stage to the introduction of a practice - all
the way from the simpler ones through to the more-complex. The
methods are only indicated as there is obviously no room here for
detailed descriptions, though we do refer to the literature available,
as well as to numerous online sources that offer extensive pres-
entations of the methods.

The problems that may appear in connection with the deci-
sion to introduce a practice can be more or less complex, and
of differing natures (relating to people, resources, information,
organisational culture, time). However, the scheme followed for
the simple approach may be relatively universal, with the method
proving its worth in most situations.

The key elements to coping with problems take in’:
1. Theinvolvement of key people in problem-solving.
2. Understanding of the situation.
3. Theidentification of the sources of the problem.
The taking of the decision as to whether and when to act.

. The development of solutions and a plan for effective action.

o o A

. Theintroduction and pursuit of an action plan, until such time as the
problem s dealt with.

Success can be achieved through the application of the 6-steps
method presented in Chapter Il (entailing recognition, definition,
difference between the present situation and the desired one,
objective, analysis of the problem, possible solutions and criteria
relevant to their selection).

7 Such as M. Stevens, Rozwiqzywanie probleméw, Warsaw 2000.
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It is most typical for problems arising as action seeking to
change the situation that has been in place up to now is re-
sorted to, to relate to:

Mistaken perceptions as regards the problem situation (due to
stereotyping, over-hasty drawing of conclusions, pigeonholing, la-
belling and so on);

Emotion (risk avoidance, excessive appetite for risk, luddite-style
rejection of innovation, and over- or under-criticism);

Intellect (alack of knowledge or information, alack of methodology
deployed in analysis and activity, a lack of creativity, and wrong
interpretation);

The skill to resolve problems and bring in solutions?.

A. Smalley assigns management problems to 4 categories:
Troubleshooting (that involves the removal of flaws).

Gap from standard (that involves the elimination of departures
from the norm).

Target condition (and its achievement as far as possible).
Open-ended (which denotes the ushering-in of innovation)®.

Incases 1and 2, the solutions are above all reactive and short-term
ones, wherein an ongoing situation is reacted to, by reference to
existing procedures and management systems. Solutions here do
not really seek to achieve organisational change or major innovation,
whereas they do work towards a restoring of the situation that
had been (put) in place earlier and continues to be seenin terms of
its being the binding standard (as regards results and procedures).
In the case of situations 3 and 4 - which we are dealing with when
an organisation is experiencing the introduction of a new practice
or means of management, solutions should be more active and
creative.

Where the situationis of thiskind, it is important that - alongside the
6 steps - we determine the background or context, which means
showing important information and methods of checking upon re-

8 For abroader treatment, ibidem, pp.19-29.

9 A.Smalley, Cztery typy probleméw i sposoby ich rozwiqgzywania, Wroctaw 2018, pp. 1-35.
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THE PROBLEM

sults and outcomes, such that these can allow for a determination
as to whether an organisation is on the right road or not.

An organisation ought to ponder whether existing processes, activ-
ities, practices and so on need, for example, removing, linking up
and consolidating, remodelling, strengthening, streamlining
or simplifying, returning or restoring, reducing and limiting
or enlarging-extending-expanding, adapting or further using
albeit in pursuit of other objectives, with a view to another
situation or state being arrived at. The project approach may
also be added in here (the needs and real experiences of users,
prototyping and testing)™. The application of good practices detailed
in this handbook should take account of that aspect of streamlining
or the bringing-in of innovation.

The solving of problems in regard to the introduction of good prac-
tices may also relate to different stages of an undertaking - all the
way through from the moment of planning toimprove something to
the stage of in-practice implementation and pursuit.

Presented in the table below are the most-often applied and
recommended methods of dealing with different problems
at different stages of activity connected with the introduction of
good practices.

METHOD WHAT IT CAN ACHIEVE
SOLVING GAME
Gatheringdata - Datasheets, and check sheets, » Determining the facts as regards
diagrams and matrices problems, noting deviations and
Process maps departures, correlations and other

dependent relationships among the data
Understanding processes and planning
how they might be overhauled

10 Forabroader treatment, ibidem, pp. 91-142.
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THE PROBLEM

SOLVING GAME

Problem
analysis

METHOD

Of cause and effect

The 5 why questions

Pareto Analysis

SWOT Analysis / Force Field Analysis
Diagrams showing dependent
relationships - matrices, kinship
diagrams

Logic trees

WHAT IT CAN ACHIEVE

In-depth analysis of the causes of
problems

The search for the source issue

The identification of main problems
Presentation of all key factors impacting
upon aproblem

Causes of the problem

Problem analysis and cause-seeking
Identification of the sources of a problem

Generation of

Brainstorming

Creating new ideas

solutions Force Field Analysis Analysis of supportive forces and of
Mind maps change among those who oppose
The method of the Six Thinking Hats Idea-generation
Creative thinking and the search for
solutions
Decision- Achieving consensus Gaining acceptance for solutions
making Comparing pairs Establishing what the priorities for action
Using a decision-making sheet are
Using a priority matrix Assessing alternative solutions with
aview to decisions being taken
Planning the Critical Path Analysis Planning and monitoring the efficient

introduction

The Gantt Chart

course of activity
Planning and monitoring of progress with
activity

Improving and
perfecting

PDCA (Plan-Do - Check - Act)
PIPM (the Process Improvement
Priority Matrix)

SMART (specific, measurable,
achievable, relevant, time-bound)

Table drawn up by reference to:

S. Smith, Techniki pokonywania probleméw, Gliwice 2004.

Also worth using are: T. Proctor, Twércze rozwiqzywanie
probleméw. Podrecznik dla menedzeréw, Gdansk 2002;

K. Watanabe, Problem - rozwiqzanie. Proste metody na trudne
problemy, Flashbook 2010.

Resolving problems as good practices are being introduced

The resolving of problems, followed by
introduction

The identification of the weakest
processes and determining of priorities
for action

The establishment of worthwhile
objectives
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IN CONCLUSION

On SYNERGIA, management
and leadership one more time,

at the end

Fromthe idea of synergy itis a short hop
to such fine things as teamwork, joint
action and harmony; as well as alliance,
symbiosis and unity, plus such phrases
as joint effort, team effort, etc.

This handbook has sought to propose good practices that canbe
implemented, pursued, and put into effect in offices of the public
administration, as well as to indicate particular tools, plus further
sources and aspects of inspiration for those thinking on about
how public organisations might be further improved - as regards
particular spheres of their management. By using examples, inspi-
rations and above all the in-practice output of participants of KSAP’s
SYNERGIA Project,ithas been possible to show that management
practice is universalin nature, even though there will always at the
same time be aneed to think about the specific features / nature
of public administration.

The nestor of American political scientists, Prof. Graham Allison
of Harvard'’s J. F. Kennedy School of Government was the author
of such key books as Destined For War: Can America and China
Escape Thucydides’s Trap? (2017), or the penetrating 1971 analysis
of the 1962 Cuban Missile Crisis entitled Essence of Decision: Ex-
plaining the Cuban Missile Crisis (1971). And when asked once about
the differences between management in the private and public
sectors, he responded:

@ They are fundamentally alike in all unimportant respects.

Evenif thatis a certain simplification (!), and evenif the development
of managementin administration has led to a closer approximation

of many management practices, those starting aread of this publica-
tion devoted to transfers of such practices into administration - of-
ten fromthe business sector - will probably need reminding (even

if they are already public-sector managers) that management

in the two sectors does indeed differ significantly.

In the first place, management in public administration is a form
taking place in a stormy environment not far from politics. Fur-
thermore, the stakeholders involved here are very numerous
and diverse and almost by definition “political”, while politics
(and even policy-making) do entail laws different from those of man-
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agement in its pure form. Public authority is at times an arbitrator
where the above interests are concerned, but at times also aparty.

Second, “synergy” isindeed of key importance in the public sec-
tor. This is taken to denote several factors or agents (even things
like medicines or muscles) working together to engender action
greater than the sum of the individual items.

Less generally, from the termor idea of “synergy” we can soon find
ourselves surrounded by such concepts as “public value”, the
interests of groupsin society, the public interest, society’s objectives
and goals, and the legal framework for rule-based activity, as well
as constitutional principles.

Third,an assessment of the effects or results of management must
often take account of criteria that are only of secondary / lesser
importance in the private sector, such as equality before the law
and social justice, ethics in public life and so on. There are also here
variant measures of success different fromthose typical for firms,
like profit or share value. Most objectives of public strategy are not
of a financial nature.

And ultimately, management in the public sector means a very
broad scope of activity - whole branches, regions, groups of
citizens, the entire state, organisations of an international or
regional-integration character, or even the whole world.

Let us nevertheless focus on what it may be worth “taking” from

the private sector, as somebody works on in public adminis-
tration. That would first and foremost be innovation, and a focus

on and striving for outcomes and results, meaning not solely

procedures. But then there is that healthy respect for financial

resources, as well as orientation towards the client (also recip-
ient of services, not just goods); and also an incessant process of

circulation and transfer of management practices, new ideas and

attempts made to improve the organisation.

So a linking of public value with the focus on innovation and
the transfer of good practice might really yield benefits of
importance to the public, to society. And that is indeed synergy.

Beyond that, the time during which effect was being given to
KSAP’s SYNERGIA Project was September 2019 to December
2023-and thus nothing remotely like a “normal” period. Rather
those times represented something particular or exceptional -
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and at the very least a genuine “time of crisis” that hit the public
sector in every state in the world, including those participating in
the Project. The Covid-19 pandemic, leading seamlessly into the
War in Ukraine, but now also Israel at war; and not forgetting eco-
nomic crisis, inflation, visibly worsening problems with climate, the
now-fast-advancing role of Al and thus the associated opportuni-
ties and threats inherent in the “new reality” that now faces public
managers. In the book Crisis Management: Leading in the New
Strategy Landscape (2020), William R. Crandall, John A. Parnell and
John E. Spillan as authors stress that those managing the public
sector and today’s states are confronted with the phenomenon
the former PM of the UK Gordon Brown terms (also in a brand new
book) “permacrisis”. These authors feel that terrorism remains
a crisis, while the natural crises we knew already need even more
combating than before. And the crises are of course supranational,
even as the media and the Internet seem to act to intensify the sense
of crisis. Globalisation anyway denotes risk-taking and facing up to
crises between states, economies and societies.

The authors analysing the above crises at the same time underline
how human error underpins nearly all of them. But on the bright
side, that means the social and management sciences might be
in a position to seek out solutions that will help with the mistakes,
and reduce the probability of more being made ... or at least the
consequences. In this case too, the circumstances speak of
a bright future for good management practices.

In our Project, the knowledge passed on by our consultants and
experts has combined with numerous autonomous inspirations to
point to the idea that practices noted here - as well as others not dis-
similar - can and do gain application in the public sectors of many
states. At the same time, the SYNERGIA Project and handbook draw
attention to the interdependence of the different practices, and
areas of management. Whether public or private, the organisation
needs to be one integral whole, and not a loose federation of
areas of operation, or worse arow or array of “silos”. For what
happens in one part has an influence on other parts. And happily,
that is true not only of negative managerial phenomena, but also
good practices. The role of these goes beyond the concrete task
in the given place in the organisation, for there is here a sowing of
aseed of conviction that “it can be done”, with real-life examples
attesting quite well to that. The mission of the manager and lead-
er is to understand and draw benefit through actions seeking to
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convince an organisation that it is worth changing, and that that is
actually doable;i.a. by drawing on the outcomes achieved by others,
the knowledge on that which is available out there, and certain other
pointers and indicators.

So synergy (from the Greek cuvepyia, denoting cooperation) is
aknown word, and one people are quite willing to reach for -eveniif
we canseeitis not yet overused or clichéd, not eveninmanagement.
The word arises where the talk is of the activity of many individuals,
groups, teams and firms.

But is that synergy indeed properly and truly understood - more
than just a nice bit of “decoration”, of the kind that are not lacking
in management (we need only to think of “effectively”, “efficiently”
and “innovatively”, or even “sustainably”). Such words do not always
deliver much concrete content, and not-rarely are more aboutimage
than things measurable.

No chance or need to address all that here at the end, but surely

worth devoting a couple of words to the bases behind the SYNERGIA
concept in the context of a name for a Project that brings together
good management practice recommended for use in public admin-
istration. These several sentences, while not eschewing the warning

function, are mainly aimed at encouragement to joint action: with

synergistic management practices, teams operating synergistically

in public administration and state institutions, and so on.

To social psychology, synergy is actually some joint action of
various different factors leading to an effect that is greater than
the sum of the different / separate component actions or ac-
tivities. That means working together to give effects that are new,
and / or greater than before. That is mutually-augmentative ac-
tion achieved through cooperation and synchronisation. And the
outcome - from the organised work of a team - is greater than
the sum of the parts, with that synergy giving rise to an average
organisational outcome that is benefit raised beyond what it
would otherwise be.

This operates at the level of the individual team member, working
alongside others in the same situation, and achieving more than
would be possible by individual, separate action, even when multi-
plied by the total number of individuals involved.

Inturn, in management, we can be seen to be dealing with synergy,
where (..) effects [ outcomes / results are disproportionately
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greater or better, when compared with the situation of each
entity operating separately. In business, we are therefore dealing
with synergy when several firms or a group work together and
achieve greater success than they would when working alone.
Also possible here is a situation in which (..) the pursuit of several
projects simultaneously yields greater benefits (profits) for the
organisation (i.a. lower unit costs of operations) than would accrue
if each project was done separately, or say, consecutively. This
might for example reflect the joint commissioning of resources for
projects, but also, say, the hiring of machines, or availing of expert
knowledge, in the name of several coincident and concurrent
undertakings.
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The pure sciences (say chemistry) see synergy as the “mutual re-
inforcement of action / activity of several substances present
side-by-side in a given environment”. For good or ill, pharmacology
recognises that two (or several) medicaments of weak action in
a patient may give a stronger effect when deployed in tandem
[ combination.

In a technology context, synergy is present when several de-
tached / separate(d) items of information on a certain event
carry little substantive content when alone. But put together,
the information allows for an understanding of the entire event,
thanks to logical linking of facts that even allows for the filling of
information gaps.

And the Polish-language Internetowa Encyklopedia Zarzqdzania,
addressing the term synergy from a management point of view,
holds that the notion is mainly applied managerially to enterprises
or units within them, where a possibility exists to raise success
levels and beneficial outcome of work, even as the overall level
of knowledge is also raised. The Enyclopedia feels that cooperation
and joint action are denoted, with this generating enhanced effect,
even as the costs of activity may be reduced. SYNERGIA is
also what happens when organisational resources and behaviour
are combined together, even as there might be both pluses and
minuses in there.

@ Public administration, please remember!

Alongside whathas been cited above, is it possible to add something more that makes
sense when it comes to management in public administration? Mainly it would be to
say that: synergy of action among units of public administration is of benefit to the
public interest and the wellbeing of society, hence that synergy of action among
several public units is not for them alone, but something that translates into external
benefits - synergy in society too.
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@ And also a core warning

All the above said, the aforesaid Encyklopedia Zarzqdzania does
also warns us against a “negative synergy”, which would logically
have to mean that ateam generates an effect smaller or lesser than
would be the case if allits members were working alone! In this case,
2+2=3.This notionis indeed generated as akind of warning, but we
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still need to realise that the core assumption behind our Synergy
(SYNERGIA Project) - i.e. cooperation and the bringing-together of
many factors -is something that can stand in opposition to both of
these achievements if it is not well-managed.

So here is akey managerial task for the manager of good prac-
tices. For good management alone might not always be enough - es-
pecially where organisations are larger and more complex. Rather,
we need to add to the above effective leadership from the leader
whodirects or is supportive of the introduction and pursuit of a prac-
tice. While the skills and conduct in leadership and management
may well overlap, we here offer a clear schematic representation of
what might be expectedin the two areas of running an organisation,
with a view to support being extended to the objective that is the
introduction and pursuit of a given practice.

@ The introduction and pursuit of change / projects / strategies /
practices is a key role.

Below several further conceptualisations of what directors, managers and leaders
might be doing when it comes to change and innovation being ushered in. Hopefully,
there will be something for everyone here!

The key roles'

MANAGEMENT LEADERSHIP
Possession of a strategy by which = Generation of a high level of energy as regards
to achieve objectives. operations within the organisation.

= Supervision over the direction of activity. »  Pressure for change.
Influence exerted over an organisation’s key = Constantrecall of further prospects
processes that lead to the achievement in the midst of everyday activity.
of objectives. +  Involvement - example-setting, personal
* Rapid decision-making. contribution, the winning of proponents,
Action, activity and change. relations.

1 Developed by reference to: M. Thomas, G. Miles and P. Fisk, Kompetentny CEO. Metody efektywnego dziatania dla menedzeréw
najwyzszego szczebla, Warsaw 2009.

500 On SYNERGIA, management and leadership one more time, at the end



MANAGEMENT LEADERSHIP

= Afocusonkey factors. = Generation of a sense of community.
= Standard-setting inregard to activity. = Afocusonvalues mostimportant to key
»  Care taken of resources and skills. stakeholders.
« Afocus onresources for goals. *  Accountability for projects.
»  Adumping of unnecessary projects, + Consequences in action.
procedures and burdens. = The taking of tough decisions.
= Team-building and the development = Motivation and motivational goals, shaping
of cooperation and joint action. of avision and symbolising change.
» Quick wins among outcomes. »  Communicating with - and listening to - others.

= The securing of resources, skills and support,
and the anticipation of outcomes.

» Construction of amanagement information
system.

The key roles and skills of the manager?

PERSONAL MANAGEMENT MANAGERIAL SKILLS
= Justand fair treatment. = The exercise of supervision and coordination.
= Motivating people and encouraging = Planning, priority-setting and delegating.
their involvement. = The exerting of an effective influence, and
» Managing the effectiveness and efficiency mastery of the arts of persuasion and negotia-
of staff. tion.
= Coping with difficult people. = Building relations with a superior and making
«  Supplying feedback. progress with policies in the organisation.
«  Perfecting by managing. » Change management, risk management,
. Care for the development of employees. conflict management and crisis management.
= Project management, time management
and stress management.
= Organisation-building.
» The chairing of meetings as well
as participation.

2 Developed by reference to: M. Amstrong, Vademecum jeszcze lepszego menedzera. Kluczowe technikii umiejetnosci menedzerskie od
Ado Z Poznan 2017, pp. 13-358.
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PERSONAL COMPETENCES MANAGERIAL SKILLS

The achievement of progress, assessment = The skill to proceed in an economically sound

of own effectiveness and introduction of and rational manner, and prepare cost-cutting
innovation. financial plans.

The development of emotional intelligence, = The skill to make project justification ready.
assertiveness and networked activity. «  The skill to draw up plans, programmes, projects
The development of strategic skills, as well andreports.

as those in rational thinking, problem-solving « The skill to analyse balances and indicators

and decision-making. (financial, but not only).

= The skill to listen and communicate.
The skill to overcome failure and the effects
of incompetence.
The skill to participate in recruitment procedures
as bothinterviewee and interviewer.

Andrew Turnbull Andrew Turnbull (b.1945)is today a British (House of Lords) politician,

on leadership

Q

but was for most of his life a Civil Servant of the Crown, who rose
to the top post of Head of the Civil Service and Cabinet Secretary
in the years 2002-2005.

What do we expect from public leaders?

Lord Turnbull writes of leadership as the facilitation of contribution-making from

everybody in an institution or network of institutions. That means (at all levels) direc-
tion-setting and then involvement with, and the inspiring and motivating of, others. In

factthe leader has no choice but to operate by engaging others at different levels, and

inmore and more diversified networks. However the author notes the great complexity
of public-sector leadership in general, and civil-service leadership in particular - some-
thing any development of leadership must take account of. That means attaching key
significance (in any public leadership role) to the determining, achieving and measuring

of outcomes. What officials bring to the table is their professionalism, knowledge and

longer perspective; even as Ministers inject urgency, as well as that most priceless

public political legitimacy and popular mandate, plus the associated contact with

citizens. None of that should ever be turned on its head or usurped. Turnbull further
notes that a precondition for public leadership is recognition that different forms of
leadership are in fact required/{...).

Key activity at the highest level of public leadership takes in:

= encouragement to innovate through leadership in entrepre-
neurialism;

= the devising of control frameworks acting in support of risk
assessment and management;
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Further reading:

The New Public Leadership Challenge,
ed. S.Brookes and K. Grint, Palgrave
MacMillan 2010, Chapter 8,

Lord Turnbull: What Do We Expect of
Public Leaders?,p.121.

503

the setting of strategic objectives that are clear to all, of sig-
nificance throughout the public sector, and attainable;

= support for the achievement of goals through the securing of
appropriate resources (both financial and human);

= review of the results as a core modality in the learning or-
ganisation;
the establishment of values and standards for the organisa-
tion through the committed involvement of people at all levels;

= effortstoensure that the organisation’'s commitments vis-a-vis
internal and external stakeholders are both understood
and met.

Through implementation of the practices presented in this publica-
tion, the manager in public administration will be faced with a choice
of action from among the many taken each day, with the aim
being to increase the likelihood of success of the project that
the ushering-in of good practice represents. The key here is the
skillful combining of leadership with management.

Anditis precisely that (as well as courage and considerationin
changing the civil service and its officials with the aid of good
practice in public administration) that the Reader is hereby
wished by both the whole SYNERGIA Project Team, and the
author of this Handbook.

@ Final, final inspiration

= WHATIS SYNERGY, and How Can It Help My Management? by Jennifer Bridges

Scott Belsky: Making Ideas Happen: Overcoming the Obstacles between Vision

and Reality:

= Distinguish between action and e-mails.
= “Ownerless” actions will never be put into effect.
= Thereis no value in exhaustive note-taking.
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