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A.T. Kearney is a global management consulting fivith offices in more than 60 cities and 35 couwgsrilt
provides strategy, organization, operations andrtelogy services to help clients navigate the eingjés on the
CEO's agenda. It offers a combination of customiaethagement consulting and value-driven solutibas t
blend industry expertise, integrated capabilitied global alliance partners.

Overview

Over the last years A.T. Kearney has been retdigatimerous Federal, State and Local government
organizations. Our support has been primarilytatyia in nature, helping these organizations dgyedvaluate
and prioritize public policies.

Government projects have challenges that are viffgreht from those consulting firms traditionally
encounter when they support private and non-fofippoganizations. It is important to keep thessuies in
mind from the start to avoid future pitfalls thaincresult in project collapse or failure. The kégllenges when
working for government organizations are related to

The complex nature and dynamics of téogconomic and political environment in which preject
will be developed and implemented, which requites project leaders pay special attention to opiign
analysis in the decision making process;

The need to involve society througtkéyg stakeholders, opinion leaders and expertsmigitig the
effectiveness of decision making process and emg@ommitment and buy-in that are not only critifcal
successful implementation, but also a key for pansnt processes that can withstand the test oéssive
audits.

Complex Challenges

The challenge is complex because both the supplylamand sides are in a constant state of tranafamand
flux, as new technologies evolve that significamthpact areas such as health, telecommunicaticshs an
transportation, and because markets have becotyaytobbal. Globalization as a phenomenon was iftatdd
by the World Wide Web. It is brought home to usasality in the form of regional political anédiing blocks
and the proliferation of global and regional NGOs.

In any process of public policy development andagpent, policy makers must take into account a
cost/riskversus benefit analysis of the options available. Asdp&ons become more extensive and more
uncertain in time, due to the rapid pace of tecbgickl evolution, this task becomes much moredaiffi

Complexity can be addressed by involving expertssiakeholders early in the decision making pracess
This means calling in recognized experts in diff¢rfeelds, involving academia, industry associasiotitizen
groups and other specific NGOs that can make rates@ntributions to the policy-making process.
Structuring the Process - MCDA

An important issue is how to structure and managgel and complex decision making processes to @nsur
delivery of the desired end products, and thatelzaee endorsed by all key stakeholders.



A.T. Kearney has helped clients udelti-Criteria Decision Aid (MCDA) techniques together witbecision
Conferencing methodology to successfully manage atrdcture the decision making procesivolving
complex challenges and a multiplicity of stakehaddeThis approach includes evaluating, selectirdy a
prioritizing the options available.

This broad approach was developed together witlo€&ana e Costa, Ph.D., a Professor at the London
School of Economics & Political Science (LSE) amthe Instituto Superior Técnico (IST) in Lisbobr. Bana
e Costa strongly supported our consulting teanwingrojects that we touch on briefly in Cases | Hrizklow.

A structured decision making processnust be set in place early in the project. Thidane by asking

relevant questions, the answers to which will pdevihe framework and content for the project. Aaregle of
what constitutes relevant questions would include:

What are the fundamental questionssuess facing policy makers?
What are the key strategic objectivelsegursued by them? Are the strategic objectiligred?

What criteria should be used to evaltiaealifferent options? How should the cost-beraafailysis be
risk adjusted?

How can these criteria be describedhep are clear to all key stakeholders?

Who are the key stakeholders? At whigintof the Decision Conferencing process shoudy the
involved? What form should this involvement take?

How can one optimize the use of expemts opinion leaders to support the assessmentggdce

Recent Experience

For over three years we have used MCDA & Decisionf€rencing in projects on behalf of government
organizations throughout Latin America. We haveaed two cases to highlight the key challengesdaby
the consulting team.

Case |

The Brazilian Economic Development Bank (BNDES)e&leped a project to formulate a strategy to attract
investment to manufacture integrated circuits inlr A.T. Kearney was retained and used the MATBE
approach within a Decision Conferencing framewaorkdrsue two sets of important challenges.

The first set of key challenges was to clearlyniefiriteria for assessment and build a value traecould
be used by stakeholders to answer key questionwfated by the client: (i) what would be the impatthe
electronics manufacturing complex on the countimddgle balance? (ii) how would it impact the coystr
competitiveness? (iii) how would it contribute &zhnological innovation, and (iv) what would be ilmpact in
terms of employment of qualified personnel?

The second set of challenges was how to involveskaiyeholders under the umbrella of Expert Parsds u

to assess and validate the options developed hyrtject team. The success of these panels wato kbg
success of the final round of Decision Confereneiés government authorities

Case ll



The Government of Puerto Rico invited consultimgn to bid for a project to help develop a longrteision
and strategic plan known as Puerto Rico 2025. Kéharney won the bid by proposing a participativprapch
to long-range planning that included options foltiratakeholder participation in strategy desigil an
commitment to the implementation process.

The project was split into 4 phases as follows:

1. Evaluation/assessment Where is Puerto Rico today? “The need for attion

2. Vision — Where does Puerto Rico want to be in 2025? “Tihddmental objectives”

3.  Strategic priorities — What are the strategies that will mostly contiébto reach the vision? “The
strategies”

4.  Implementation launch— Transfer responsibilities to the independenttenti

MCDA was an important enabler of stakeholder pgrditton, especially during the phase of strategessment
and prioritization. This phase required a robust stnuctured decision making process. A.T. Kealmlged set
up and conduct 10 MACBETH Decision Conferencesai@UITY Decision Conferences, facilitated by Prof.
Bana e Costa, mobilizing more than 100 stakeholepsioritize over the 150 identified strategies.
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