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STOP!

ARE YOU SATISFIED WITH THE RESULTS OF YOUR PRESENT EFFORTS
IN HUMAN RESOURCES DEVELOPMENT? 1IF SO, YOU MAY WISH TO PASS
THIS HANDBOOK ON TO SOMEONE ELSE. IF HOWEVER A GREATER
RETURN IS DESIRED FROM THE INVESTMENT IN TIME AND MONEY
PLEASE READ ON.

BACKGROUND

In April 1982 the Steering Committee for Cooperative Action for the
International Drinking Water Supply and Sanitation Decade gave full
endorsement to a paper entitled Basic Strategy Document on Human Resources
Developmentl. The purpose of the Basic Strategy Document is to serve as an
outline guide to decade human resource strategies and approaches for national
and international agencies alike.

The Basic Strategy Document provides an overview of the three dimensional
human resources development process, which comprises:

1. PLANNING;
2. TRAINING; and
3. MANAGEMENT.

This handbook, which is designed as a practical guide to implementing
Human Resources Development, expands on the three dimensional process.

OBJECTIVES
The purpose of the handbook is threefold:

1. To clarify the Human Resources Development concepts in current use;

2, To show how these concepts can be applied to organizations operating
in water supply and sanitation; and

3. To guide water supply and sanitation agencies/ministries toward a more
systematic approach to Human Resources Development and away from ad
hoc actions. —

A brief description of each chapter follows:

Chapter 1: Overview Senior managers and training managers are provided
with four major approaches for strengthening Human

Resources Development within their agencies:

1. Human Resources Development (HRD) as a
process;

2. The HRD Appraisal and Planning Guide;

3. The Dual-Focus Approach; and

4., The Systematic Approach to Training.

Chapter 2: Planning The 1l-step Human Resources Planning Model for

Planners and Senior Managers preparing a Manpower
Development Plan.

lyHo document EHE/82.35
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OBJECTIVES (cont'd)

Chapter 3:  Training How to produce a training and development plan. Its
seven key elements. How to design a training and
development programme. How to formulate a training
programme for community-based workers.

Chapter 4: Management The need for Senior Operational, Personnel and
Training Managers to integrate the Planning, Training
and Management of HRD to help ensure that the total
agency plan is achieved. The need to get the right
balance, first between an agency's
operational/business needs and the needs of its
employees and secondly across all the elements of its
personnel policy.

SCOPE OF THE HANDBOOK

The Basic Strategy Document states that guidelines will be prepared in
order to '"provide a general framework and measure of uniformity" in approaches
to HRD. The materials contained in this handbook represent a collection of
those guidelines. A broad range of approaches, tools and techniques are
presented for analyzing, planning, and developing human resource programmes.

The handbook is not intended as a comprehensive treatise on HRD. On the

contrary, it presents only a limited number of notes and examples about some
of the elements —-- or ingredients — which together make up the HRD process.

WHY THE HANDBOOK HAS BEEN WRITTEN

The handbook is intended principally as a working document for use by
practitioners in the field of human resources development in developing
countries, e.g. operational, personnel and training managers, and officers as
well as general managers in the sector who are looking for ways and means to
get a greater return on investments in HRD.

The principles and approaches it recommends apply equally to all who work
in water supply and sanitation whether it be in rural or urban areas.

Agencies/ministries in water supply and sanitation are at various levels
of development and sophistication. It is expected, therefore, that this
handbook will be used in a variety of different ways. For example, a ministry
that is about to conduct a manpower inventory for the first time could obtain
some guidance from the sample forms which appear in Chapter 2. On the other
hand, an agency with a training policy and a personnel policy may find some
desirable features in the samples given in Chapter 4 and wish to amend their
existing ones. In the case of an organization that has just created a unit
for manpower development and appointed an HRD officer, the entire handbook
could serve as a ready reference concerning the necessary components and their
corresponding elements which provide for an effective HRD process. Other
examples of how the handbook can be used are listed in the chart of possible
uses which concludes this preface p.5.
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WHY THE HANDBOOK BEEN WR (cont'd)

Whether strengthening an existing process or building-up a HRD process from
scratch, change, in most instances, will be called for -- e.g. introduciqg-an
on-the-job evaluation system, or amending personnel policies, or training
supervisors to be better trainers, etc. It is not intended that all changes
and adaptations advocated in the handbook be made at once. Although the user
of this book may indeed be an agent for change within the organization, he or

she will recognize that some changes must occur slowly. Unless there is strong
political support for rapid change, an incremental approach is suggested,

HOW TO USE THE HANDBOOK

IT IS INTENDED THAT THE GUIDELINES CONTAINED IN THIS HANDBOOK
BE ADAPTED TO THE PREVAILING CONDITIONS IN THE NATIONAL OR
LOCAL SETTING. USERS MUST BE REALISTIC AND CRITICAL IN
MAKING USE OF THE HRD FRAMEWORK HEREIN DESCRIBED. THEIR OWN

SPECIAL REQUIREMENTS AND/OR VALUES -- CULTURAL AS WELL AS
POLITICAL -- WILL BE THE FACTORS WHICH FINALLY DETERMINE

HOW THE GUIDELINES ARE BEST USED. THE PRINCIPLE, HOWEVER, OF
FULLY INTEGRATING THE 3 COMPONENTS OF: PLANNING, TRAINING AND
MANAGEMENT, SHOULD NOT BE COMPROMISED.

Careful thought too should be given to how much back-up instruction and
presentation are required for the potential users of the handbook., In this
connection WHO has designed a 3-Step Proposal. Its purpose is to prepare WHO
regional staff (Step 1) to prepare senior agency managers, in their own
countries, via an Orientation Workshop (Step 2), to run Action Planning
Workshops (Step 3) for their management colleagues so enabling them to
strengthen HRD on a systematic and enduring basis.

This is a handbook -- not a textbook. One is advised not just to read it
from beginning to end, but rather to use it as is appropriate to meet ones
needs. One is, nevertheless, encouraged to begin with a thorough reading
of Chapter 1 "Overview'. It is in this chapter that one will find explanations
and definitions of terms and concepts as they are used throughout the handbook.

It is recommended that the work of updating and upgrading the human

resources development process be implemented in stages at a pace to meet agency
targets for coverage and service levels.

This handbook is part I of a two-part project. Part II is a compendium of
case studies which is intended to augment the handbook. The cases will include
examples of HRD in the rural sector, in community involvement and in a primary
health care context. Part II is in the course of being compiled and is
expected to be published within the next year. (A brief description of two
films, onme on Thailand, the other on Ghana, depicting how village communities
were involved in the introduction of water supply and sanitation in a primary
health care context is included in the bibliography).
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utilized in other fields for a number of years, some of them are relatively
new to water supply and sanitation agencies. Thus, adjustments for the
specific needs of agencies will be essential. Some field testing has already
taken place -- more is required. Against this backdrop we fully recognize
that the Handbook will never be complete. There will always be something
missing, something more to add or amend. Thus, the Handbook will and should
be in a state of evolution. Users of the book will be able to provide
additional notes and samples which- will further enhance its value for others.
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L

_ R Tj

Division of Environmental Health/ETS Neil F. Carefoot
World Health Organization Howard Gibson
1211 Geneva 27

Switzerland September 1984

* US-AID - US Agency for International Development; WB -~ World Bank; ITS -
Industrial Training Service (UK); ILO - International Labour Office; WITA -
Water Industry Training Association (UK); RTI - Research Triangle Institute
(US); UNDP - United Nations Development Programme; IDRC - International
Development Research Centre (Canada); WASH - Water and Sanitation for Health
(us); KOBA/MSH - Health Training Research and Development Project
(Indonesia); STC - Short-term Consultant; ETS -~ Environmental Health
Technology and Support.
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POSSIBLE USES FOR THE HUMAN RESOURCES DEVELOPMENT (HRD) HANDBOOK

POSSIBLE USERS

EXAMPLES OF HOW THE HANDBOOK CAN BE USED

SPECIFIC REFERENCES

GENERAL MANAGERS
and SENIOR LEVEL
MANAGERS ,

e.g. Operational
Managers,
Personnel
Managers, etc.

at state,
regional or
dastrict level.

To obtain a perspective of the totality of the HRD
process 1n terms of 1ts three components, viz.:
PLANNING, TRAINING and MANAGEMENT.

To obtain a check list of "key indicators" of the major
strengths and weaknesses in present efforts to develop
human resources.

As a frame of reference for a manager who has requested
the preparation of a Manpower Development Plan (MDP) —-—
in terms of what is to be done, what to monitor during
preparation and what data should appear in completed MDP.

To obtain an overview of the analytical approach and type
of basic information desired in developing a training
and development plan.

As a helpful guide to the '"systematic approacH'to training

To obtain information on various management tools and
techniques which can be used for more effective manage-
ment of human resources.

To obtain samples of "foundation'" documents for effective
HRD, e.g. a Training Policy, a Personnel Policy, a
Career Development Guide.

p. 7 and all 4 Chapters.

Chap. 1, p. 11, 12 and 13.

p. 26 and Chap 2.

Chap 3, p. 95-121.

Chap. 3, p. 122-136.
Chap. 4. p. 156.

Chap. 4, p.199, 164,
198.

TRAINING MANAGERS
and COORDINATORS,

at state,
regional or
district level,

As a model for manpower planning with sample sheets.

As a pulde with step-by-step details on how to prepare
the Training & Development Plan,

As a flow-chart guide and source of outline i1nformation
on the "Systematic Approach" to training.

As a gsource of information and examples of performance-
based job descriptions.

As a reference guide and source of sample forms for
performance appraisals.

As a source for reference materialg which contain
additional information about the various elements of the
HRD process.

As a constant frame of reference concerning the basic
components and some elements within each component which
are required to make the HRD process an effective one.

p- 26 and Chap. 2.
Chap. 3, p. 95-121.

Chap. 3, p.

Chap. 4, p.182-187.

Chap. 4, p.190-195.

Chaps. 2, 3 & 4,

All four Chapters.

TRAINERS,

at state,
regional or
district level.

As a routine gulde on how to determine ''training needs".
As an introduction to task analysis,

As a source of information on references which fully
describe task analysis, writing performance objectives,
methods of training, etc.

As an outline guide to the "Systematic Approach” to
training.

To obtain outline information and sample forms related to
performance appraisal.

As a source of information concerning references which
would provide specific guidance in the development of
training materials and actually implementing training.

As a reference for outline information and case study
data on the "Dual-Focus" Approach to training.

Chap. 3, p. 97-99.

Chap. 3, p. 100-106.

Chap. 3, p. 101,
(two guides)

Chap. 3, p.

Chap. 4, p.

Chap. 3, p. 101,
(two guides)

Chap. 1, p. 16-19.

Donor and Lending
Agency,
Programme Officers

Appraisal and evaluation of ongoing HRD projects.
Design of HRD project proposals.

Analysis of HRD project proposals.

Chap. 2, p. 10-15.
Chap. 2, p. 26-91)
Chap. 3, p. 94~136)

For general use of WHO Regional Office staff, field engineers and HRD short-term consultants.

122-136.

122-136.

190-195.
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1. INTRODUCTION

This chapter provides the reader with an overall perspective of Human
Resources Development (HRD). In order to avoid a piece-meal and
uncoordinated approach to developing manpower in your organization, it is
helpful to undergtand various ingredients of successful HRD. Chapter One
digcusses HRD as a proecess which involves three interdependent components
Planning, Training and Management as our diagram above depicts.

This process and the approaches that we highlight here apply just as much

' to rural agencies as they do to those in urban areas, and perhaps more so to

those that have a primary health care inter-sectoral relationship with other
agencies and/or community involvement. The need for effective integration of

"the three components is equally crucial in all these differing circumstances

if the agencies involved are to get the best out of their resources.
The objectives of the chapter are:
To familiarize the reader with:.

1. HRD as a process;

2. The HRD Appraisal and Planning Guide;
3. The Dual-Focus Approach; and

4, The Systematic Approach to Training.

2. THE HRD PROCESS

The process by which human resources are developed has been described and
interpreted in a number of ways. Some confusion, therefore, about the terms,
the concepts and the most effective implementation exists. There are, of
course, several approaches to Human Resources Development (HRD) -~ some more
effective than others. The approach that is advocated in this handbook is
one that is the result of success stories in various parts of the world.
Some water supply and sanitation agencies, both urban and rural, and many
organizations outside the sector are actively pursuing an overall and
-gystematic, approach to HRD, Their experiences have contributed to the
formulation of the HRD Process described .in this handbook.

A table illustrating the difference between what we shall call the HRD
Process and the more conventional approach to HRD follows.

CONVENTIONAL THE HRD PROCESS
APPROACH TO HRD

HRD means TRAINING HRD means a combination of:

- PLANNING,
- TRAINING, and
- MANAGEMENT
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2, THE HRD PROCESS (cont'd)

The HRD Process is not complicated, mysterious or difficult. The Process
is a planned and systematic attempt to develop the peopie needed to do a job
properly. It involves more than just training people; 1t involves more than
just planning for employees and, where appropriate, volunteers; it involves

more than managing people. Human Resources Development, if it is to be
really effective -- if it is to be more than just a faddish imported idea --
involves a combination of the three components: i Iraining and
Management¥*. The HRD Process requires a close and careful 'look at each of
the three components. It requires asking some hard questions about them and

it may involve a re-orientation of each in order that the three will
complement one another. In other words, some effort will be necessary; some
analyzing may be necessary, and some changes may be necessary in order to
develop human resources in an effective manner.

The following table provides a simplified overview of some of the
considerations to be taken into account in the water supply and sanitation
human resource development process. The column headings indicate the subject
areas covered by chapters 2, 3 and 4.

* Management is not only the management of human resource planning and human
Tesource training, but it is also the management of human resources in the
fullest sense. It embraces all managers who manage people whether they are
designated as training, personnel, line, operational or general managers.
They all have a responsibility for and a commitment to the development of the
employees under their charge.

-

[}

w



Overview of the Water Supply and Sanitation Human Resources Development Process

Overall Aim:

To ensure that the human resources needed for water sﬁpply and sanitation programmes are available

Planning Training/Production Management

Goal To provide the framework within To provide the human resources To make the best use of water
which the water supply and needed, g supply and sanitation human
sanitation human resource deve- resources.
lopment process takes place.

Objective To specify the number of instal- To produce X people of Y To determine human resource
ations and/or teams and their types. distribution and productivity
composition needed to improve standards, patterns of use and
the level of water supply and non—-labour inputs.
sanitation up to a proposed
level.

Strategy Regional, district and local Educational/training planning Reorganization:
planning and programming. Water and programming, performance - regionalization,
supply and sanitation human objectives and training - integration of operation
resource project formulation. delivery systems definition. and maintenance of systems,

- rural water supply and
sanitation programming,

= human resource project
management .

Activities Planning and programming Recruitment, new entry Establishment and implementation
Coordination definition, development of of:

Monitoring and evaluation training delivery systems, - supervision system,
Research and development evaluation of process and - continuing training,
products. - recruitment and selection
procedures,
- career development schemes,
- assignment of personnel,
= development of staffing
patterns.
Targets X teams or services or facililties X trained personnel of Y type X units of service of specified

of Y composition in operation
by time T.

by time T.

quality delivered to a particular
population,

Excerpt from Safe Water and Waste Disposal for Health, USAID, Washington, 1982 and adapted from T.L. Hall and A. Mejia, Health
Manpower Planning, World Health Organization, Geneva, 1978.

6 dovd
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3. EFFECTIVE APPROACHES FOR FACILITATING HRD

There are many approaches that are useful in implementing the HRD
process. The three that are specifically highlighted in this chapter are:

TECHNIQUE PURPOSE

1. HRD Appraisal and Planning Guide 1. To detect strengths and
weaknesses in the organization's

HRD process.

2, Dual Focus Approach 2. To analyze the performance of
both the employee and the system
in which the individual must
work.

3. Systematic Approach to Training 3. To first ensure that there is a
need for training and second, that
all necessary training is based
on the requirements of the job.

3.1 THE HRD APPRAISAL AND PLANNING GUIDE

The three part HRD Appraisal and Planning Guide on pages 10-15 is a useful
means for making a rapid assessment of the current state of HRD in your
organization.

Completing Part 1 of the HRD Appraisal and Planning Guide, THE
CHECK-LIST, will provide "indicators" of your present HRD strengths and
weaknesses. Page 13 provides a summary of the findings in a country of about
50 million population where sector responsibilities are divided among eight
separate agencies. The summarized findings, based on the completed Check
Lists for each of the eight agencies, identify entry points for improving the
HRD process in the sector. Such information facilitates the formulation of a
programme to strengthen the process. You will want to make a similar summary.
A sample form, Part 2 SUMMARY FINDINGS, is provided on page l4.

Because the key elements included as indicators of Planning, Training
and Management are all significant to the development and support of a
well-functioning HRD process, you can be sure that any weaknesses the
appraisal detects will be worth your efforts to correct. Guidance for making
such adjustments are to be found in the corresponding chapter of the
Handbook. A simple form on which to outline required corrections is given on
page 15 and is entitled Part 3 CORRECTIVE ACTIONS.

The three part HRD Appraisal and Planning Guide thus enables a brief
assessment or overview of the current state of HRD in an organization. To
facilitate a more detailed assessment, on the basis of this brief overview, a
number of tools are described in the planning chapter, in Steps 1-11 of
preparing a manpower development plan, including forms and worksheets designed
to uncover information.

T

U,



HRD APPRAISAL AND PLANNING GUIDE............PART (1)

COUNTRY: toue tiner wnevenonnerennnnancnenncnnn

CHECK LIST

MINISTRY/AGENCY. ......

PAGE 11

In order to obtain a quick overview of your ministry's/agency's HRD process, please check the square (1, 2, 3, 4 or 5)
which most appropriately indicates the current status with respect to the essential elements shown under PLANNING,

TRAINING & MANAGEMENT.

CODE.-

PLANNING

MANAGEMENT

Also please circle the element considered to be top priority.

1 = NO 2 = PROPOSED 3 = TECHNICAL COOPERATION REQUIRED 4 = BEING DEVELOPED 5 = YES

and SECTOR plans, based on:

an INVENTORY of EXISTING MANPOWER?

an ESTIMATE of MANPOWER NEEDS?

an ASSESSMENT of MANPOWER PRIORITIES?
an EVALUATION of TRAINING REQUIREMENTS?
an INVENTORY of TRAINERS?

an INVENTORY of TRAINING RESOURCES?

the PROPOSED LEVEL of SERVICE?

an APPRAISAL of the public sector's ABILITY TO

PAY trained qualified manpower?

activities based on:

a MANPOWER DEVELOPMENT PLAN?

a NEEDS ANALYSIS?

a DEFINED TRAINING METHODOLOGY?

a MULTI-DISCIPLINARY TEAM of INSTRUCTORS?

PERFORMANCE-ORIENTED INSTRUCTIONAL MATERIALS?

a VARIETY of DELIVERY OPTIONS?
ADEQUATE FACILITLIES and SUPPORT?
ADEQUATE TRAINING AIDS?
EVALUATION of LEARNING?

in general, benefit from:

an  APPROPRIATE ORGANIZATIONAL CHARI?
an INTEGRATED PERSONNEL POLICY?
PERFORMANCE~BASED JOB DESCRIPTIONS?

a TRAINING POLICY?

a TRAINING BUDGET?
an EVALUATION of ON~THE-JOB PERFORMANCE?
an EVALUATION of RESULTING LEVEL of SERVICE?

Is the implementation of sector training

Is HRD planning, within the context of NATIONAL

12345
[ v s |

ot o
[0 o o 2 S

12345

To what extent has training been institutionalized,
e.8. 80 that people in charge of HRD, and management

12345
| e 0 e v
s 2
o an == o
- =
it 2 o
S = =
{1 0 S

In addition check on GENERAL MORALE INDICATORS, e.g. percentage labour turnover,
appeals against management, effectiveness of management - employee consultation.

Person INterviewed ........ cieetciiiiiinannceraineaiarnan

Interviewar ... .......ccccieiciannna.. feeiantecesanas

QUALIFYING REMARKS

numbers of

1881-1990
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NOTES ON THE COMPLETION OF THE CHECKLIST

The CHECKLIST has been prepared to assist national persomnel, as well as
WHO staff, in obtaining a quick overview of current HRD work in the sector.
The CHECKLIST illustrates that manpower development is influenced by many
interdependent factors and thus requires a systematic approach similar in
principle and application to the precision that characterizes good
engineering. The elements shown on the CHECKLIST are considered essential for
more effective development of human resources. It is not intended to be an
all inclusive list but rather an indicator of the areas to be considered. You
may well wish to add further questions of your own. Please lét us know if and
how your experience leads you to expand the list.

It is anticipated that users of the CHECKLIST will gain additional
insights about the HRD in the water and sanitation sector in a number of ways,
e.g. it should:

provide a sample of key "indicators" of the major strengths and weaknesses
in present efforts to develop HR for the sector;

identify priority entry points and topics for future efforts in human
resources development;

facilitate the planning of performance-oriented activities which will
eliminate present deficiencies.

The objective is to obtain an overview of HRD work at the national level
within water and sanitation agencies as well as through the formal education
system, Where water supply and sanitation are the shared responsibility of
several ministries and/or agencies, one CHECK LIST for each ministry/agency
should be completed.

It is intended that the HRD CHECK LIST be completed during an interview
with a national counterpart or counterparts. Thus, in order to obtain a
countrywide perspective, a number of interviews will almost certainly be
necessary.

When a "Yes" response is received to CHECK LIST questions, it is suggested
that the interviewer ask follow-up questions which will further qualify the
affirmmative reply.

e.g. For the PLANNING function: if a Yes response 1s received relative
to "the proposed level of service", subsequent questions could be ~- What
is the level of service proposed? -- What was it last year?

e.g. For the TRAINING function: if a Yes response is received regarding
"a manpower development plan'", it is suggested that a copy be obtained.

e.g. For the MANAGEMENT function: if a Yes response 1is received in
connection with "a training budget", follow-up questions could be —-- What
was actually spent last year? —— In what areas?

Explanatory notes for completion of each item of the CHECKLIST have been
compiled and are included as item 4 in the Reference Notes chapter, page 222,

I¢]
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HRD APPRAISAL AND PLANNING GUIDE .......... PART (2)

PLANNING

SUMMARY FINDINGS -- EXAMPLE

' STRENGTHS WEAKNESSES

Manpower 1inventories are available for all |®
water and sanitation agencies.
® Some manpower forecasting is being done for
budgetary purposes.
® There 1s a "freeze" on the number of ®
employees in each governmental agency. This
should stimulate some i1nnovative 1deas on [ ]
how to make better use of existing HR.
® Many of the agencies indicated that service
level targets (coverage and quality) have
A been established. This is necessary base-
line data for estimating manpower needs and |®
priorities.
L 4
TRAINING

©

[ ]
’
- L 4

MANAGEMENT

Among those interviewed, the attitude toward|®
training 1s extremely positive. It is not
only seen as necessary, but as a continuing |®
activity.

Several sector agencies as well as the Nat.
Inst. for Skill Dev. and the Voc. Ed. Dept.
have enough performance-oriented training
materials to pool together and begin a [}
sector training library.

From the opinions expressed, 1t appears that
many of the existing training aids and
training facilities are under-utilized. °
Strong emphasis is placed -- by several
agencies ~— on the training of community
volunteers.

MWWA has a Training Centre, staffed with a
full-time Director, Deputy Director and

0 Trainers.

The PWA has just appointed a full-time
Manpower Dev. and Training Officer.

The Rural Water Supply Division of the °
Dept. of Health has a Training Section.

Four of the seven agencies
indicated that they have a
Four of the seven agencies
they have a training unit.
Government has received a "Structural
Adjustment Loan (SAL)" 1n the amount of

US $150 million. Part of the loan funds
will finance an Institutional Reform study
which will examine the Civil Service
Regulations, Classification and Career °
Development. Thus, the timing could be
extremely advantageous in order to bring
about some of the changes which will
facilitate better management of HR. ®
The report of the PWA-USAID "Team Building
Seminar” (1-5 November 1982) for thirty of
the Authority's top managers, contains many | @
recommendations which will impact -- in a
positive way -- on HRD for that organization.

interviewed ®
training budget. | ®
indicated that

PLANNING

TRAINING

MANAGEMENT

Manpower needs and priorities do not anpear
to have been well thought through or >ased on
any in-house analysis 1nvolving managerial/
supervisory personnel.

Only a few mental inventories exist regarcing
qualified trainers and training resources.
No actual appraisal data is available to
compare public and private sector salaries.
Opinions varied all the way from "insignifi-
cant differences'" to "appalling differences",
but with no actual figures.

The manpower comparison index (ratio of
employees to population served) indicates
overstaffing e.g. PWA 1 : 540, MWWA 1 : 470.

With one exception, training is being
implemented on an ad hoc basis.

With one exception, on-the-job, 1n-service
and training of community volunteers is being
done by personnel who lack the necessery
preparation in techniques of instruction,
etc., for their role as trainers.

With one exception, 1n-nouse training of
staff for updating or upgrading purposes is
extremely limited (mon-existent in some
cases).

There is almost total reliance on the formal
education system to produce the technical

and skilled manpower required for the sector.
Comments from a number of officials indicate,
however, that the knowledge and skill of
these individuals is inadequate for the
demands of their jobs. One must conclude
that dialogue between sector agencies and
the training institutions is insufficient.
The majority of officials interviewed assume
that a substantial amount of on-the-job
training is being conducted by supervisory
staff in the sector. The actual extent and
quality of such training is totally
undocumented.

None of the agencies have a training policy,
Most of the agencies indicated that they
evaluate on-the-job performance of their
employees, They advised, however, that
although performance of some individuals may
be poor there is little that can be done --
due to the Civil Service Regulations - to
either stimulate better performance or
dismiss the worker,

No attempt is made to correlate how training
in any of the agencies affects the attain-
ment of service level targets, 7raining is
simply assumed to be beneficial,

The two largest employers indicated they do
not have job descriptions for their staff
(about 12,000 employees).

Degree and diploma requirements for some of
the positions appesr to be greater than the
actual demands of the jobs.

HRD has not been institutioralized,

November 1982
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HRD APPRAISAL AND PLANNING GUIDE..........PART (2)

SUMMARY FINDINGS

The summary of "Strengths" and "Weaknesses" in the HRD process is based on the
indicators reflected in PART (1),

STRENGTHS WEAKNESSES
|PLANNING PLANNING
TRAINING TRAINING

MANAGEMENT MANAGEMENT
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CORRECTIVE ACTIONS

This is a simplified form on which to record decisions of sector officials
regarding the deficiencies noted in PART (2).

HRD PROCESS CORRECTIVE PERSON
WEAKNESSES ACTION PROPOSED - RESPONSIBLE
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3. EFFECTIVE APPROACHES FOR FACILITATING HRD (cont'd)

3.2 THE DUAL FOCUS APPROACH

Another effective approach that is applicable to the HRD Process is the
Dual Focus Approach. It recognizes that results achieved through conventional
training have fallen well below expectations. It argues that the reason for
this is that most training is done in isolation from the trainee's environment
and therefore cannot be effectively used due to lack of environmental
support. It is our contention that the effectiveness of training can be
greatly improved when programmes are developed using a 'Dual Focus' approach,
In brief, this means that solutions to performance problems are sought by
focusing on both the individual and the system within which that individual
works. In other words, the Dual Focus Approach combines employee training and
organizational development to meet the demands for improved performance.

When faced with a performance problem, the manager using this approach,
will examine not only the performance of the employees concerned, but he will
also examine the performance of the system. He will take a careful look at
the realities of the working situation. He may prescribe a training solution
to the problem; or he may discover that the employees already know how to do
their job and that the system is causing the problem. In that case, he must
find an innovative way to remove system barriers. Often this creative manager
will find that both the employee and the system need development.

A valid question at this point is; What does the organization get in
exchange for these efforts? Are the results worth the time and energy
expended?

To help you answer such questions, the following two case studies may be
useful. Case Study No. 1 illustrates a common way of responding to a request
for manpower development. The results will be familiar to many. Case Study
No. 2, on the other hand, provides an illustration of the Dual Focus
Approach. A cost comparison on a '"per trainee" basis indicates that Case
Study No. 1 is roughly the same as Case Study No. 2. However, the difference
in the outome is much more dramatic.

Read the case studies and judge for yourself which approach to HRD is more
suitable for your organization. How do you prefer to spend your HRD funds?
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CASE STUDY NO. 1

1. Eight utilities identified the training of water laboratory technicians as
one of their top priorities in connexion with water quality.

2. In response to their collective request a crash course was mounted to
train prospective laboratory technicians in bacteriological testing using
the millipore filter kit.

3. The course was conducted in two parts. The first was a combination of
theory and practice for the trainees at the central laboratory. The
second was on—the-job training with the trainee in his own laboratory with
his own equipment,

4, A thorough performance evaluation of each trainee was conducted by the
instructor to ensure that the technician could satisfactorily collect
samples, carry out the test and report the results.

5. Each technician came through the on-the-job evaluation with flying
colours. Additionally, they all appeared highly motivated.

6. Eighteen months later not a single technician remained in his/her post -
there had been eight resignations over that period.

7. An investigation revealed that in each of the eight utilities the water
quality testing system was, in effect, non-functional. After a period of
time each technician became aware that his/her work was pointless,
frustration set in and they opted out.

The training activity described in Case Study No. 1 could be termed a
"successful failure". A diagnosis of the systems in which the laboratory
technicians were to work would have revealed that organizational problems
would negate the value of staff training.
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Our second example -- illustrating a dual focus diagnosis —-- has a happier

ending.

CASE STUDY NO. 2

1. Eight national water utilities identified their top training priority as
"accounting procedures'.

2. A short-term consultant experienced in water utility. accounting was
recruited to work with national counterparts to:

(a) asgsess specific needs in each Accounting Department,
and

(b) recommend a course of action to satisfy the perceived
needs.

3. One of the most significant findings of the assessment revealed that the
existing accounting systems were antiquated and thus personnel training
would be of little value until these systems were updated and streamlined.

4, A four-phase programme was recommended for each utility which would be
implemented with the total involvement of national counterparts and would
provide an Accounting Department Handbook as one of the outcomes:

(a) Phase 1 - develop Chapter 1 on "General Accounting Procedures"

for the Handbook

= train appropriate staff with Chief Accountant

(b) Phase 2 - monitor day-to—day work of staff utilizing Chapter 1
- develop Chapter 2 on "Inventory & Control"
- train appropriate staff with Chief Accountant
- fine-tune Chapter 1

(c) Phase 3 - monitor day-to-day work of staff utilizing Chapter 2
- develop Chapter 3 on "Billing and Collection"
~ train appropriate staff with Chief Accountant
- fine—tune Chapter 2

(d) Phase 4 - monitor day-to-day work on staff utilizing Chapter 3
= develop Chapter 4 on "Financial Reporting"
— train appropriate staff with Chief Accountant
- fine~tune Chapter 3
- monitor day-to-day work of staff utilizing Chapter 4
- fine—tune Chapter 4

5.

The eight Accounting Systems were updated and streamlined. All Accounting

Department staff were involved and trained in the process.

6.

At this writing, one year after the fact, both the systems and the

employees are performing well. The only change in personnel is that one
employee moved from one utility to another within the eight.
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3. EFFECTIVE APPROACHES FOR FACILITATING HRD (cont'd)

3.2 THE DUAL FOCUS APPROACH (cont'd)

The Dual Focus approach which has been outlined here does not ignore the
HRD process described in the Basic Strategy Document nor is it intended in any
way as a substitute. On the contrary, the Dual Focus approach should be an
integral part of a well organized system for HRD. It is mentioned here
because it is a viable means of ensuring that '"crash training" responds to
actual needs. It rejects the premise that employee training is the answer in
every case and forces us to broaden our perspective to include a systems
management point of view.

3.3 THE SYSTEMATIC APPROACH TO TRAINING

The third effective approach relating to the training component of the HRD
Process is Systematic Training. A systematic approach prevents common abuses
of training in which e.g. employees are simply sent off to some vocationmal
institute or offered a ready-made training seminar. Such training all too
often subjects trainees to a great deal of inappropriate teaching. If
training is to give results, it must be planned systematically so that:

1. The training course addresses the information and skills that the
employee really needs in order to do his job better and ideally it
should be based on a task analysis and sound job descriptions;

2. The right trainees participate in the right course;

3. The trainees have the pre-requisites to be able to grasp what is
being taught.

4, The training is designed so that the employee not only learns about
something but he actually learns how to do something. He not only
learns how to do it —- but he is given ample opportunity to practice

it.

5, The trainee is then assigned to work where he will employ the new
skill.

6. The trained employee is given reinforcement on the job.

To ensure 411 of the above requirements for successful training, a
systematic approach to training should be taken. The following diagram
illustrates how systematic training decisions might flow from and be related
to one another. Illustrative diagrams of this sort may give a static
impression, or, alternatively, suggest that all that is required to be
successful at the end of the process is to proceed systematically from Step 1
to Step 7. Those of us who have been involved in real life situations know it
can be plagued with constraints which make the path less smooth. This further
emphasizes the need to proceed systematically even though compromises may have
to be made.
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STEP 1

DETERMINE TRAINING
NEEDS

—t

STEP 2

ANALYZE TASKS

.

STEP 3

DEVELOP CURRICULUM

N g

STEP 4

PREPARE ENVIRON-
MENTAL SUPPORT

Dt

STEP 5

CONDUCT TRAINING

Dt

STEP 6

FOLLOW-UP TRAINING

W

STEP 7

EVALUATE AND ADJUST
TRAINING

Study performance deficiencies within the
organization. Determine which are due to a
lack of skills and/or knowledge and will
respond to a training solution

Study the task. Determine precisely what
skills are necessary for its accomplishment

. Determine precisely what the successful tmainee

must be able to do at the end of the proposed
training in order to accomplish the task. Write
objectives in terms of observable behaviour.
Determine the necessary pre-requisites, the
proper sequences of instruction and the instruct-
ional system components

Ensure that adequate facilities and training
aids will be available. Support staff (e.g.,
secretarial help) should also be considered

Conduct training using activities that will
enable the trainees to do the task
described in the performance objectives

Observe trainees to determine if they have
achieved the course objectives and are
applying the new skills back on the job.
Give reinforcement and feedback

Assess the training course to determine if
it is adequately designed to eliminate the
intended performance problem
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1. INTRODUCTION

This chapter concentrates primarily on HRD planning and not overall
agency or indeed overall sector planning. Nevertheless, it should be
understood that HRD planning cannot be optimal without it being fully
integrated with the larger business and operating planning of the agency,.of

‘which it is a part. Putting it another way, a full business and operat}ng
plan of an agency is not complete without each of the functions (including
HRD), that make up that agency, being involved in the build up of the plan.
Only in this way can top management achieve balance across each of the
functions, in terms of numbers and classifications of employees. Only in this
way can it be determined not only how many of each type of employee can be
afforded but whether trade-offs are necessary within the agency or indeed
relative to the labour market generally., In this latter case e.g. one might
opt for fewer employees or a smaller incease of employees and instead, improve
working conditions or pay , or the benefits package. From this it can be seen
how interdependent planning and management are. HRD planning, clearly, cannot
exist in a vacuum. It requires to be managed in the integrated way just
mentioned and alongside the other activities of the Personnel Function. This
is described in the Management Chapter (page 152).

Manpower planning involves forecasting and planning for the right numbers
and the right kinds of people at the right places at the right times and at
the right costs to perform activities that will benefit both the organization
and the individuals in it. Manpower planning is successful to the extent that
it properly matches each of these elements, -

There is a wide variety of manpower planning models and techniques,
ranging all the way from simply using opinions (judgmental) to computer

simulations!, This chapter is._not intended as a review of current
literature on the subject. However, users of the HANDBOOK are encouraged to
study some of the documents available about such techniques =-- their choice

depends on the degree of sophistication of available data as well as the
desired breadth of the final product. Specific reference is made to two WHO
complementary publications: HMP: inci 5 and
Guidelines for Health Manpower PlEE;ing3.

4

1BRYANT, D.R., HAGGARD, M.J. and TAYLOR, R.P. Manpower planning models
and techniques, Business Horizons, April 1973, pp. 69-78.

ZHALL, T.L., MEJIA, A. HMP: Principles, Methods, Issues, World
Health Organization, Geneva, 1980,

3HORNBY, P., RAY, D.K., SHIPP, P.J., HALL, T.L. Suidetines—for—Heatth

Manpower Planning, World Health Organization, Geneva, 1980.

Further references are featured in the WASH/USAID publication Humanm
Resource Development, Annotated Bibliography for Water and Sanitation,
WASH/USAID, 1984.
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1. INTRODUCTION (cont'd)

The purpose of this chapter is to provide the reader with a framework for
manpower planning accompanied by a set of sample worksheets* to facilitate the
actual preparation of a manpower development plan (MDP). The diagram on
page 24 illustrates a demand-supply model of a MDP which is considered
appropriate for use by water and sanitation agencies. The diagram also
provides a framework for a systematic and analytical approach to balance the
demand for manpower with the supply. The concepts of supply and demand are
complex ones used to describe market economies. For our purposes in this
chapter, since the Water Supply and Sanitation sector is often rum by the
state, we simply use demand as meaning the manpower requirements of the
sector. That is, the amount of the different occupational groups and skills
required to satisfy a given set of agreed criteria about how the sector does,
could or should function. Which of these three types of criteria are being
used at any one time should always be stated. We use the term 'manpower
requirements”", in the conventional sense, as a short way to describe the
requirements for people, whether they be teenagers or adults, men or women.

Supply, on the other hand, we use to mean the opposite of demand. This
is, the availability and the characteristics of services and manpower and the
price of that manpower at a given or future time.

Once this information on Demand and Supply has been obtained, management
decisions can be made. For example, how many of each type of employee can be
afforded and whether trade offs are necessary within the agency or relative to
the labour market generally, as was mentioned in the opening paragraph of the
chapter.

Based on the findings of a number of appraisal missions to developing
countries in recent years, it is recognized that an inadequate data base is
often a major constraint to carrying out some of the steps noted in the
model. It takes time to build up an information system which will not only
facilitate the implementation of those activities shown in the model, but will
algso facilitate decision-making at critical points in the planning process.
Thus, where shortcomings are identified in present manpower planning practices
(as indicated by use of HRD check list, Chapter 1), it is suggested that
sector agencies work in stages toward the establishment of a manpower planning

process.

Frequently, manpower planning is confined to personnel employed by sector
agencies. The position of the HRD Task Force is that such planning should
include all the human resources available to the sector, as stated in the
BASIC STRATEGY DOCUMENT:

"The term, human resources, is intended to include youth as well as
adults, women as well as men, providers of services as well as consumers, paid
employees as well as volunteers. It includes decision-makers and managers,
planners, technicians, scientists, researchers, clerical and accounting staff,
skilled and unskilled labourers. It includes those, who create facilities,
who operate and maintain them, who support, monitor, and control the quality,
and who educate and train. It includes people working in other programmes
which support the water supply and sanitation sector.
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| STEP 1 l
INVENTORY EXISTING MANPOWER | —— PWS = PLANNING
l &7 WORK SHEET
PWS 1 & 2 l
| STEP 2 I
| DEFINE BASELINE SERVICE DATA
PUS 3 & 4 I
l |

L’. DEFINE SERVICE TARGETS AND INVENTORY

ESTIMATE MANPOWER NEEDS

PWS 5,6 & 7

-~

AND TRAINERS

STEP 4

REQUIREMENTS

IDENTIFY OCCUPATIONAL
PRIORITIES & DETERMINE TRAINING

PWS 10 & 11 |

-~

STEP 7

PWS 8 & 9

~

ESTIMATE POTENTIAL MANPOWER
SUPPLY & ATTRITION RATES

PWS 12

STEP 5

SUMMARIZE MANPOWER DEMAND

_~

STEP 8

PWS 7 & 8

SUMMARIZE MANPOWER SUPPLY

PWS 12 & 10 |

~

STEP 9
COMPARE DEMAND WITH SUPPLY
PWS 7,8 & 13

~>

STEP 10
DETERMINE FINANCIAL VIABILITY
PWS 14

INTERVENTION LOOP

~

STEP 11

PREPARE MANPOWER DEVELOPMENT

PLAN
PWS 15

ADAPTED FROM: Trends in planning for health manpower by P. Hornby, A. Mejia, D. Ray
and L.A. Simeonov, WHO Chronicle, 30: 447-454 (1976), and

WASH Technical Report, No. 20, Guidelines for HRD Planning in the Water Supply and
Sanitation Sector by J.E.S. Lawrence and J.B. Tomaro, Washington, 1983.
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Having studied the Planning Model on the .preceding
page, you may be overwhelmed by the amount of data
required. Some of the information may be available and
some may not. Please remember, however, that the process
of developing a MDP begins wherever you are -- with
whatever information you have,

You can develop your MDP using the Planning Model
as a gquide -- perhaps using only those steps that are
specifically appropriate to vour situation. Initially,
you may have to rely on a lot of subjective Judgements.
but over time, as your data base improves, each plan will
not only become easier to produce but also more meaningful.

Be assured that even your early efforts will pay
dividends in terms of:

1. providing better direction for the development
of manpower in your organization, and

2, providing improved manpower data upon which
to base sound decisions,
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2. HUMAN RESOURCES PLANNING MODEL

GENERAL

The diagram on page 26 shows the steps required to prepare an effective
manpower development plan. The duration of the plan varies from one
organization to another but as an annual operating plan it oftenm is for two
years, with the first year more detailed than the second. This is then updated
on an annual basis, or more often as required. Should it be a strategic plan
it more often is on a 2-5 year basis (or even longer in the ecase of an IDWSS
Decade Plan). This latter refinement and indeed the subsequent integration of
a strategic and an operating plan are also developments that only need follow
in time after the basics have been satisfactorily achieved.

The plan first requires an inventory of existing manpower to be made
(Step 1), and then the baseline service data to be defined (Step 2), after
which the demand for staff is examined by steps outlined on the left hand side
of the diagram, (Steps 3, 4 and 5) while the gupply of staff is estimated by
steps outlined on the right hand side (Steps 6, 7 and 8). The dotted line
around the diagram shows points of intervention which planners and
decision-makers may use to reconcile the demand for staff with the supply.
For example, training departments could be expanded and/or their programmes
modified in order to provide suitable changes in their trainee output.

HUMAN RESOURCES DEMAND CONSIDERATIONS

In order to calculate demand, the planner first defines the service
targets and then estimates manpower needs by year for a specific planning
period (Step 3)., This is followed by the identification of occupational
priorities and the determination of training requirements (Step 4). Step 5
simply summarizes the manpower demand including training requirements for
existing and additional staff.

HUMAN RESOURCES SUPPLY CONSIDERATIONS

On the supply side, given the inventory of existing manpower, one starts
with an inventory of training resources and an inventory of trained trainers
Step 6. The training resources include those available externally as well as
internally. They may range from formal training institutions to ad hoc
training courses, and include possibilities for re-training and continuing
education. Next, potential manpower supply is estimated, as are the attrition
rates of existing employee groups. (Step 7). The manpower supply situation,
that is, the projected potential availability of personnel, and the courses
and programmes available, internally and externally, are summarized in Step 8.

POINTS OF INTERVENTION

It is rare that the demand and supply are compatible, and that
appropriate resources are available as calculated at the end of the first
cycle of the manpower planning process (Step 9). If they are not compatible,
the dotted line in the diagram shows various points of intervention at which
action programmes can be considered in order to achieve balance. On the
demand side, it could effectively be reduced simply by lowering future goals
(Step 3). Other opportunities also exist. The demand for staff can be
decreased by increasing the utilization or productivity of current staff
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2. HUMAN RESOURCES PLANNING MODEL (cont'd)

POINTS OF INTERVENTION (cont'd)

through better motivation, incentives, etc., or by a reduction in the levels
of service (standposts versus house connections) requiring less manpower. On
the supply side, if there 1is high staff attrition through resignation,
management must consider how best to stop or reduce the number of "leavers".
The appropriate actions can only be determined on the basis of an analysis of
reasons for leaving but could include any or all of the following examples:
enhanced career development, retirements could be decreased, although
temporarily, by granting extensions of contract, the recruitment of staff can
be influenced by expanding training facilities, re-training less skilled
staff, attracting staff from other services or the private sector, or by
providing scholarships to trainees (with the proviso that they will join the
service for a defined number of years).

FINANCIAL IMPLICATIONS

When the demand for and the supply of staff is roughly in balance
(Step 9), it is necessary to consider if there are enough financial resources
to meet the total costs of all the requirements (Step 10). For example, to
pay salaries, provide employee benefit programmes, buy necessary training
equipment and materials, and meet the cost of training. Costs for training
after the expiry of the MDP should also be considered, for example, provision
would have to be made for any new training institution which was established
as a result of the MDP. If there is enough money the plan can be put into
effect. If not, further interventions and trade-offs will be necessary.

MANPOWER DEVELOPMENT PLAN (MDP)

The steps of the manpower planning process have been identified. These
steps are concerned with establishing the relationship between demand and
possible future supply of human resources. To achieve a balance between
demand and supply, various points of intervention are identified in the model
where adjustments to the demand and supply requirements can be made. Thus,
the demand-supply balance is achieved through an iterative process which
continues until a feasible MDP is produced. In order to prepare a broad
manpower development plan (Step 11) for the planning period constant
re-assessment and subsequent re-planning are essential features of human
resources planning. The broad MDP should answer the following questions:

Who needs development/training and how many? Step 3.
When should the development/training be done? Step 3.
What development/training do they need? Step 4.

What type of development/training should be done?  Step 6.

What are the estimated costs? Step 10.
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3. STEP 1 —— INVENTORY EXISTING MANPOWER

WHAT IS IT?

A manpower inventory is a
tabulation of human resources placed
by grade (if wused) and by job

classification into job categories,-
and assigned to HQ and Regional
Offices, The approved current staff
establishment, whenever - available,

should also be provided for each job
classification. The age distribution
of current staff can be indicated to
assist in forward planning for
replacements due to retirements. The
relevant blank worksheet, entitled
"Human Resources Inventory", and a
completed example denoting typical
job classifications, on its reverse

side, follows as Planning Work Sheet
PWS-1. (The majority of the sample
forms which appear in this chapter

have been reduced in .size for ease of
presentation).

The inventory can also include
municipal personnel, as well as
personnel working only part-time, :in

the water and sanitation sector.
This applies, for example, to
volunteers, to Health Asgistants and
to Health or Sanitary Inspectors
devoting part of their time to
supervision of rural water supplies
and sanitation facilities. The types .

of human resources which should also
be included are described in
Information Sheet IS-1.

In addition,

|
[
|
|
|
|
|
|
L

Human Resources Plannina Model

—_
)
STEP 1 l
INVENTORY EXISTING MANPOWER |~ PNS = PLANNING
o WORK SHEET
PWS 1 & 2 |
STEP 2 |
DEFINE BASELINE SERVICE DATA
PWS 3 8 4 |
-—demano-* isupp]y—.——‘
STEP 3 STEP 6 l
DEFINE SERVICE TARGETS AND THVENTORY TRAINING RESOURCES | Lq
ESTIMATE MANPOWER NEEDS AND TRAINERS
PWS 5,6 & 7 P¥S 10 & 11 |
STEP & p—

TDENTIFY OCCUPATIONAL
PRIORTTIES & DETERMINE TRAINING

REQUIREMENTS
s 8289

ESTIMATE POTENTIAL MANPOWER
SUPPLY & ATTRITION RATES
Pus 12

~

-~
STEP 5

SUMMARIZE MANPOWER DEMAND

PUWS 7 & 8

STEP 8
SUMMARIZE MANPOWER SUPPLY

PWS 12 & 10

it is highly desirable to provide an

-

STEP 9

COMPARE DEMAND WITH SUPPLY

PWS 7,8 & 13 i |

~ [

STEP 10

DETEBMINE FINANCIAL VIABILITY | == o e o —J

PUS 14 \

b

STEP 11

PLAN

FREPARE MANPOWER DEVELOPMENT

FW5 15

indication of the

distribution of manpower between HQ of sector agencies and its regional or

provincial offices.

This illustrates the emphasis or importance allocated by

sector agencies to the development and operations/maintenance support to rural

populations., A relevant worksheet

entitled

"Human Resources

Inventory -

Regional Distribution", is included as Planning Work Sheet PWS-2.
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3. STEP 1 —-- INVENTORY EXISTING MANPOWER (cont'd)

WHY IS IT NEEDED?

A current staff inventory is an essential tool of sector managers and
planners. It identifies the current staffing situation and focuses attention
on the current staff requirements (vacancies). In additiom, it provides an
indication of the distribution of manpower between HQ and regional or
provincial offices of the agencies. The data provided in the inventory should
be used to develop manning ratios and staffing patterns, which can be used as
a basis for determining future human resources requirements and possible
re-distribution of staff.

Manning ratio is simply the ratio of current exployees to population
served. It is denoted in the form, e.g. 1 : 600, indicating that 600 people
are served by each employee in the agency. It is a useful indicator of
productivity as is explained in Step 2.

Staffing patterns, for a given agency, plant, region, etc., denotes the
make-up of the team needed to meet requirements, i.e., the types and numbers
of staff in terms of skills, e.g. 1 superintendant, 4 plant operators, 1
labourer.

It is recognized that in many developing countries the baseline data for
human resources planning is frequently incomplete. What is available may have
been broadly estimated. Broad estimates will perhaps be adequate for an
initial effort at manpower planning. However, as experience is gained in the
planning process and as managers come to rely more and more on the MDP tool,
more detailed manpower information will be desired. Lack of precise data
should not deter the planner from developing a MDP, but as time goes on, every
effort should be made to gather complete baseline data.

When gathering the basic manpower data, an effort should be made to
identify the various manpower problems and issues which need to be addressed
in the human resources planning process. This sets the stage for the
identification of the appropriate interventions which will later have to be
considered.

Types of problems that should be considered when planning for human
resources are discussed in Information Sheet IS-2.
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! - < .
COUNTRY : DATE:
AGENCY /MINISTRY:
POPULATION SERVED BY: HOUSE CONNECTIONS /SEWERS*
*
STANDPOSTS /ON-SITE DISPOSAL ,
COMPLETED BY*
= > o ] Numsber In Post "
= Job Classification - c ©
3 f (o EE ordiog 10 Age |} -
g S |54 g
< 20 (] ] °
(3} = S -
oT e - >
Fow |y ! = 2
o S : ° g o o
v IS & |F
a
<
1 2 3 4 S 6 7 8 Y
A
B
C
D
E .
F
G
H
Total
(1) In the "Number in Post" columns -- (5)(6)(7)(8) -- indicate in brackets the number of expatriates including volunteers,
concract employees, etc. working for the agency.
Legend { Job A - Senior Managesesnt D - Junior - Technlcnl/Ad-in./Clencul
Category: B - Profession - Senior Tschnlcu/ E - Craftamen
Mnin./Clericll F - Operator
C = Intermsdiate - Technie-l/ G - Unskilled and semi-skilled
Admin /Cloricul H - Community-based personnel

® It is intended that separate forms be utilized by the water supply and sanitation sub-sector agencies and

ministries.
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| -

COUNTRY :
AGENCY /MINISTRY:

PS-L..vvvvnnn.. HUMAN RESQURCES INVENTORY

POPULATION SERVED BY: HOUSE commxms/szums':

STANDPOSTS/ON-SITE DISI“OSAL.I :

COMPLETED BY:

JOB

CATEGORY

Job Classification

Number in Post
cordi 10 Age

Grade
30

Vacancies

Proposed or
Approved Current
Establisheent
Under 25
26 -
Over 50
Total

DIRECTOR-~GENERAL
DIRECTOR

GENERAL MANAGER
CHIEF ENGINEER
CHIEF LEGAL OFFICER
CHIEF CHEMIST
CH1EF

ENGINEERS (Cavil & Sanitary)
ENGINEERS (Mechanical)
ENGINEERS (Electrical)
HYDROLOGISTS
HYDROGEOLOGISTS

TRAINING OFFICERS

SENIOR SANITARY INSPECTORS
ADMIN. /FINANCE OFFICER

TECHNICIANS - Water Resources

- Water Supply Design

- Laboratory

- Operation/Maintenance
DRAFTING/SURVEYING
SANITARY INSPECTOR/SANITARIAN
TRAINING STAFF Q,
ACCOUNTING/BOCKKEEPING .
PURCHASING R
STENOGRAPHERS N Q\
CHIEF OPERATORS/SUPERINTENDENT *
SECRETARY <,

TECHNICAL OFFICERS

JUNIOR SANITARIANS
LIBRARY ASSISTANT

STORE KEEPER 4
CASHIER

TYPISTS

ELECTRICIAN
MECHANIC
PLUMMER/FITTER
CARPENTER/MASON
WELDER

PAINTER

WATERWORKS OPERATOR
SEWERAGL-WORKS OPERATOR

SANITARY AIDS
DRIVERS

LABOURERS
GUARDS/WATCHMEN

OTHER

Total

(1) In the "Number in Post" columns -- (5)(6)(7)(8) ~- indicate in brackets the

contract employees, etc. working for the agency.

number of expatriates including volunteers,

Legend ] Job A - Senior Management
Category: B - Profession - Senior Technical/

M-ln./Chricnl
C - Intermediate - Technical/
Admin /Clorlcnl

TowWwWo

Junior - Technical/Admin./Clerical
Craftsmen

Operator
Unskilled and semi-skilled

Community-based personnel

® 1t {e intended that separate forms be utilized by the water supply and

sanitation sub-sector sgencies and minisrries.
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INFORMATION SHEET: 1IS~1 (REF. STEP 1)

TYPES OF HUMAN RESOURCES

The focus on under-served populations implies the need for planners to
consider the development of a workforce including many new types of skilled
and semi-skilled people., It is important to explore the human potential in
under~served rural and urban populations, such as educated school leavers, who
in many countries constitute a sizeable under-used resource. During slack
seasons, many people in rural communities may be available to participate in
the development of sanitation facilities and improved water supplies for their
own communities.

The women's role in water and sanitation is key, and thus local women's
organizations are especially important community-based resources. These
organizations often exist as part of the traditional settings, and are
concerned with many of the basic community and family welfare activities.
Women can often serve as catalysts, linking water and sanitation and primary
health care, because those concerns are central to their daily life. They do
not consider water or sanitation or primary health care as separate sectoral
programmes.,
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COUNTRY - DATE :

AGENCY /MINISTRY:

*
POPULATION SERVED BY: HOUSE CONNECTIONS/SEWERS*

L
STANDPOSTS/ON-SITE DISPOSAL:

COMPLETED DY

- Number in Post
c
ol Job Classification - Region/Province
o [} L g -
) 9 [v 3 :
: HERE 3 s
3 © 2T 2] uq 1 2 3 4 |5 6 7 8 9 lo |3 H
o> 0 [ o
£ :
a n >
A
«C
A
B
c
D
E
F
G
H
otal
It 15 intended that separate forms be utilized by the water supply and sanitation sub-sector agencies and ministries.
Legend: | Job Category: A - Senior Management b - Junior - Technical/Admin./Clerical
B - Profession - Senior Tachnlcll/ E - Craftsmen
Adain./Clerical F - Operator
C - Intermediate - Technicnl/ G - Unskilled and semi-skilled
Admin./Clerical H - Community-based personnel
Regton/Provlnce: 1. 6.
2. 1.
3 8
4, 9.
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INFORMATION SHEET: 1S-~2 (REF. STEP 1

HUMAN RESOURCES PLANNING CONSIDERATIONS

Listed below are problems commonly encountered, each of which requires a
management action. The action that is most appropriate for each of these
problems can only be decided on the spot but the problems have been written in
such a way as to imply the required action. .

1. Management/Training problems: Lack of staff to deliver the planned

services is arising, or will arise, for the following reasons:

1.1

1.3

1.4

Shortage of trained staff in the country because of a lack of

established posts or because there are not now, or will not be in
the future, sufficient staff to fill the sanctioned posts.

Brolonged absence of staff for training, leaves a gap which is not

built into the service plans and which even when filled by
deputation, simply transfers the gap elsewhere.

Blocked posts because staff filling vacant posts on deputation
retain their original appointments as well, effectively stopping
the recruitment or promotion of other staff.

Deterioration in skills and knowledge of the more highly trained
staff occurs because the work situation does not demand of these
skills in rural areas. Staff tend to leave such areas as soon as
possible. This trend will continue unless rural service is made a
necessary step in the planned career programme and continuing
education is provided.

2. Management/Inappropriate posting: Some staff are not posted according to

their training, experience and capabilities. This can occur because:

2.1

2.2

2.3

of staff occurs through a series of posts to
develop abilities and experience and to make them fit for promotion
or a particular appointment.

Unrealistic posting in which staff, particularly female staff, are

posted into situations which are untenable both from a personal as
well as a professional point of view.

Unattractive living conditions in rural areas cause the staff to
leave such areas for urban areas. Lack of accommodation is one of
the important reasons for lack of staff in rural areas. Lack of
security is also an issue, particularly in the case of female staff.
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INFORMATION SHEET: 1IS-2 (REF. STEP 1) (cont'd)

3. Management/Administrative problems: There are many administrative

processes which are reducing the effectiveness of the individuals and hence of
the water supply and sanitation services as a whole. They include:

3.1

3.2

3.3

3.4

3.5

3.7

Absence of human resources planning. The water supply and
sanitation plans are prepared without adequate human resources
planning, with the result that planned services are either not
delivered or are distorted due to the lack of certain staff.

Lack of manpower and personnel data leads to great difficulty in
planning.

Lack of coordination between suppliers and wusers 1leads to
mismatches between the supply and demand of staff and to the
possibility that the training of some staff has not been entirely
appropriate to the jobs they are expected to perform.

Lack of job specifications inhibits the possibility of matching
skills with needs, and leads to non-delivery of planned services.

Unrealistic and impractical job sEecifications leads to confusion
at work and reluctance to take responsibility. This in turn causes
conflict and encourages staff to leave their place of work or
diminishes their attendance.

Poor or undefined career prospects. Some groups of staff have no
career prospects, while others have poor prospects. For many types
of staff, the lack of career opportunity is no incentive to good
performance, and for others lack of clarity as to the extent of
career possibilities is a source of discontent.

Promotion is not related to ability. Length of service has greater
weight in the promotion system, and those with longer service tend
to be promoted. While this practice is very natural, unless it is
modified to allow for ability and performance, initiative in the
service will be stifled and the more capable staff will leave for
opportunities elsewhere.

o
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INFORMATION SHEET: 1S-2 (REF. STEP - 1) (cont'd)

3.8

3.9

3.10

Shortage of staff in personnel administration. Although the number

of water supply and sanitation personnel has manifoldly increased,
the staff handling them has not increased significantly, and this
is leading to chaotic and uncoordinated personnel servicing.

Delay in the sanction of posts. Although the delivery of water
supply and sanitation service is planned and approved, there are
often long, unplanned periods of delays, sometimes a year or more,
in sanctioning and processing the filling of posts, which result in
the planned programmes becoming inoperable and in some cases
meaningless.

Absence of up-to—-date personnel manuals., The existing manuals are

very old, have not been revised, and are not in many cases
relevant. As a result, how water supply and sanitation agencies
should function, what services they should provide, and what jobs
various categories of present—-day staff should perform, are no
longer clear.
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4. STEP 2 -- DEFINE BASELINE SERVICE DATA
Human Resources Plannina Model
WHAT IS IT? r--—-——=-—-=--"-—-""—"=-"=-"=-=-—-=—==- -
| STEP 1 I
PWS = PLANNING
Baseline service data includes a | e A womx smeer |
summary of existing water supply and | = i
sanitation schemes and focuses on | * STEP 2 |
current coverage and levels of service DEFINE BASELINE SERVICE DATA |
provided. It also enables one to = s |
compare the .current manning raFlo | semang Sk & <uoply
(current manning from Step 1) with |[— — |
generally accepted ratios. The current L DEFINE SERVICE TARGETS AND INVENTORY TRAINING RESOURCES | lqy
4 5 ESTIMATE MANPOWER NEEDS AND TRAINERS
water and sanitation schemes should be VS 5.6 8 7 msw0an |||
summarized by each sector agency on — ~>- — ~ |
Work Sheets PWS-3 and PWS-4 entitled, IDENTIFY OCCUPATIONAL ESTIMATE POTENTIAL MARPOVER
. . INE TRAINIRG
"Present Water Supply Position 19 "' RevtRmeNs o SUPPLY & ATIRITION BATES |
and '"Present Sewerage and Sanitation o - |
Position 19 ", respectively*. STEP 5 ster 6 |
- SUMMARIZE MANPOWER DEMAND SUMMARIZE MANPOWER SUPPLY
WHY IS IT NEEDED? el e — :
]
. - |
It 1is necessary for the human ster 9 J
resources planner or sector manager to CGMPARE DEMAKD WITR SDPPLY  |— — — = — ™
have an overview of the types of water = PeneeD l
supply and sanitation schemes in place p——

and the populations served, in order to:

= calculate the current
manning ratio, i.e. ratio of
employees, to population
served.

DETERMINE FIRANCIAL VIABILYTY
PWS 14

—
STEP 11

PREPARE MANPOWER DEVELOPMERT
PLAN
PWS 15

- review the current staffing patterns in relation to the various

technologies employed, and

- use the data to develop new staffing patterns, if necessary.

Staffing patterns for various
developed recently in Malaysia.
Information Sheet, IS8-3 entitled
Treatment Plants in Malaysia".

STAFFING PATTERNS AND MANNING RATIOS

sizes

"Proposed

of water
For your information they are described in
Staffing Patterns

treatment

for

plants

were

Water

The development of staffing patterns and the determination of staffing
requirements for the management, operation and maintenance of water supply and
sanitation schemes should ideally be based on detailed job analyses and the

resulting job descriptions.
technologies employed, e.g.
filtration, chemical treatment;

etc., types of energy sources used -
diesel generator sets, etc.

They

should

take

into

account the

various
types of water treatment - rapid sand/slow sand
tube wells,

shallow wells with hand pumps,

low/high voltage electrical current,

*It should be noted that in some countries it will be difficult to obtain

all of the data called for.

In such cases,

initially and the data base improved with time.

approximations would be used
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STEP 2 —— DEFINE BASELINE SERVICE DATA (cont'd)

STAFFING PATTERNS AND MANNING RATIOS

Although desirable, it may be difficult, in the initial instance, to
systematically develop detailed staffing patterns. It is therefore suggested
that the initial assessment of human resources be made, using the manning
ratios. Manning ratios developed by a number of countries, are provided in
Information Sheet IS-4 entitled "Manning Ratios".

Manpower requirements for water supply agencies (developing and developed
countries) fall generally into a broad range of one employee for 600 to 1,600
population served. Requirements are influenced by such factors as:
government policy, management effectiveness, terrain, level of sophistication
of systems, etc.. A commonly accepted ''range" used by planners in developing
countries is one employee per 600 to 1,000 population served. It has been
noted however, that in a number of countries the ratio is well below 600,
normally indicating over-staffing at the unskilled and semi-skilled levels.

The water supply/sanitation agencies may wish to review their approved
current establishment of staff. A simple method of translating current
service coverage and current levels of service into proposed Establishment is
to determine a manning ratio. Each agency will need to establish its own
staffing criteria based on its organizational structure, technology employed,
and levels of service provided. If the present manning ratio is, for example,
one employee per 300 population, and over—-staffing at the low staffing levels
is evident, the agency may decide to adjust the ratio to 600 by gradually
phasing out unproductive and non-essential staff, or alternatively, to train

and re-train such staff instead of hiring new staff in support of new or
expanded systems.
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PWS- 3 PRESENT _WATER _SUPPLY POSITION 19..
COUNTRY AGENCY:MINISTRY - COMPLETED BY
¢ DATE
1 2 3
POP. SOURCE TYPE OF SOURCE
, EST. 19.. SUPPLIED B SOURCE EST. TREATMENT OF LENGTH(RE)MAlNS NO. OF CONNEX1ONS NO OF
AREA "LOCATION POP OF IN R CAPACITY GROSS ENERGY HOURS REMARKS
City, Town, etc SUPPLY AREA SUPPLY AREA RN g/dn PRODUCT ION ; D SUPPLY
(000) (000) S‘ ° y na/dny P E Transmission |Distribution Private Public /HBY
d
® S G Metered Unmetered Standposts
1) (2) ) (4) (s) (6) (7) (8) 9) (10} (11) (12) 13) (14) (15)
H
b
TOTAL
KEY ! 2 3
MANNING RATIO = 1 : Source Tzeg of Treatment Source of Energy

B = Borehole A = Aeration D = Diesel
Total number_in Post PWS} R = River /Lake D = Disinfection E = Electricity
Population served PWSY RN = Rainwater F = Filtration G = Gravity

§ = Spring S = Settlement

W = Well with handpump 4Remark5

1 = Impoundment e

If available include information on

(a) Number of Industrial Commercial connections
(b) Government Institutional

(c) Storage provided in .ublc metres

(d) Percent of una counted for waler

Iy HOVd
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PWS-4 PRESENT SANITATION POSITION 19..
COUNTRY : AGENCY/MINISTRY" COMPLETED BY:
DATE :

EST. SEWE::E:RgigiiMS SEWAGE TREATMENT PRIVATE FACILITIES BUCKET COLLECTION SYSTEMS
AREA/LOCATION POP. REMARKS
City, Town, etc. (000) Est. Capacity 1 Septic Pit Aqua th Pop.

19.. No. of SPOD'd Length of 2::t::nt Tanks Latrines Privies Other o B\r:zl'(e:: Served Drzms:i

Connexions irve) SeS5rs Works ABCDX |No Pop. * No Pop.2 o Pop. < No Pop. "~ (000) po
km ma/day ° Served ’ Served ) Served ° Served
a) (2) 3) 4) (5) (6) ) (8) (9) (10) 1) a2) 13) (14) (15) 16) (17) (18) (1Y)
TOTAL

MANNING RATIO = 1 : -

Total number in post PWS|
Population served PWS3

1
T!E of Treatment

¥ oao>»
n

= Lagoon

Primary Settling
Trickling Filters
Activitated Studge
Other - Specify

2PoEu1ation Served

In thousands
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INFORMATION SHEET: IS-3 (REF. STEP 2)

PROPOSED STAFFING PATTERNS FOR WATER TREATMENT PLANTS

- IN MALAYSIA
* Legend
WE - Water Engineer
i TA - Technical Assistant
wps - Water Plant Superintendent
WTPO - Water Treatment Plant Operator
. PO - Pump Operator
ED - Engine Driver
MF - Mechanical Fitter
CM - Chargeman
PL - Plant Labourer
SK - Store Keeper
LA - Laboratory Assistant
FF - Fault Finder (electrical)
I. Water Treatment Plants - up to 0.5 mgd (24 hrs. operation)
Management - WE or TA
Person in responsible charge - WPS/Class C

Inspects plant once a week
On call 24 hours a day.

Total Residential Staff

. (a) Plant equipped with electric driven pumps located at plant:
1 WPS/Class C (part-time)
4 WTPO
2 PL.

(b) Plant equipped with diesel engine or generator set or either raw

or treated water pump station located less than 1/4 mile from
water treatment plant:

1 WPS/Class C (part—time)
‘ 4 ED/WIPO (appropriate certificate from Machinery Dept. as
required)
2 PL.
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INFORMATION SHEET:

IS-3 (REF, STEP 2) (cont'd)

I.

II.

Water Treatment Plants —~ up to 0.5 mgd (24 hrs. operation) (cont'd)

Shift Distribution

Case I (a)

Day

Afternoon

Night

Case I (b)
1 WPS/Class C (part-time) 1 WPS/Class C (part-time)
1 WTPO, 2 PL 1 ED/WTPO, 2PL
1 WTPO 1 ED/WTPO
1 WTPO 1 ED/WTPO

Water Treatment Plants - 0.5-1,0 mgd (24 hrs. operation)

Management

1 WE or TA

Person in responsible charge - WPS/Class C
Part-time or full time
On call 24 hours a day

Total Residential Staff

(a)

(b)

Plant equipped with electric driven pumps located at plant:

N P

Plant equipped with diesel engine or generator set or either
raw or treated water pump station located less than 1/4 mile

WPS/Class C (part-time)
Asst. WPS/Class C

WTPO

PL

from water treatment plant:

1
1
4

WPS/Class C (part-time)

Asst. WPS/Class C

ED/WTPO (appropriate certificate from Machinery
Dept. as required)

PL

W

)
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INFORMATION SHEET: IS-3 (REF. STEP 2) (cont'd)

II. Water Treatment Plants = 0.5-1.0 mgd (24 hrs. operation) (cont'd)

Shift Distribution

Case II (a) Case II (b)
Day - 1WPS/Class C (part-time) WPS/Class C (part-time)
- 1 Asst. WPS/Class C 1 Asst. WPS/Class C
- 1 WITPO, 2 PL 1 ED/WTPO, 2 PL
Afternoon - 1 WTPO 1 ED/WTPO, 1 PL
Night - 1 WTPO 1 ED/WTPO, 1 PL

III. Water Treatment Plants - 1-5 mgd (24 hrs. operation)

Management - WE or TA
Person in responsible charge - WPS/Class B
On call 24 hours a day

Total Residential Staff

(a) Plant equipped with electric driven pumps located at plant:

WPS/Class B

Asst. WPS/Class B
WTPO
MF

PL (depending on size of intake/plant area)

[ Nl Sl S

(b) Plant equipped with diesel engine and/or generator set or
either raw or treated water pump station located less than 1/4
mile from water treatment plant:

WPS/Class B

Asst. WPS/Class B

WTPO

PO/ED (as required by Machinery Dept.)

PL (depending on size of intake/plant area)

~NOS P W
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INFORMATION SHEET: 1I1S-3 (REF. STEP 2) (cont'd)

III. Water Treatment Plants - 1-5 mgd (24 hrs. operation) (cont'd)

Shift Distribution

Case III (a) Case III (b)
Day - 1 WPS/Class B 1 WwPS/Class B
- 1 WTPO, 1 MF 1 WTPO, 1 PO/ED
- 2 PL 1 MF, 3 PL
Afternoon - 1 Asst. WPS/Class B 1 Asst. WPC/Class B
- 1 WTPO, 1 PL 1 WTPO, 1 PO/ED
1 PL
Night - 1 Asst. WPS/Class B 1 Asst. WPS/Class B
- 1 WTPO, 1 PL 1 WTPO, 1 PO/ED
1 PL

IV. Water Treatment Plants - 5-10 mgd (24 hrs. operation)

Management - WE or TA
Person in responsible charge - WPS/Class B
on call 24 hours a day

Same staffing as for plants 1-5 mgd, except where the electrical code
requires that a chargeman be resident at the plant, where generating

sets/diesel engines are 1installed which requires a chargeman

compliance with LLN (NEB) regulations. The chargeman will be on day

shift and on call for the rest of the day.

V. Water Treatment Plants — 10-50 mgd (24 hrs operation)

Management - WE or TA
Person in responsible charge - WPS/Class A
On call 24 hours a day

Total Residential Staffing

(a) Plant equipped with electric driven pumps located at plant:

WPS/Class

Asst. WPS/Class A

WTPO

MF

LA

SK

PL (depending on size of intake/plant area)

V=N W

w)
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INFORMATION SHEET: IS-3 (REF., STEP 2) (cont'd)

V. Water Treatment Plants - 10-50 mgd (24 hrs operation) (cont'd)

Total Residential Staffing (cont'd)

(b) Plant equipped with diesel engine or generator set or either
rawv or treated water pump station located less than 1/4 mile
from water treated plant:

1 WPS/Class A

3 Asst. WPS/Class A
8 WTPO

2 MT

1 CM

1 LA

4 PO/ED

1 SK

7

17 PL (depending on size of intake/plant area)

Shift Distribution

Case V (a) ‘Case V (b)
Day - 1 WPS/Class A, 1 LA, 1 SK 1 wpPs/Class A, 1 LA, 1 SK
- 2 WTPO 2 WTPO
- 2 MF, 7 PL 1 PO/ED, 1 CM, 8 PL
Afternoon - 1 Asst. WPS/Class A . 1 Asst. WPS/Class A
- 2 WTPO, 2 PL 2 WTPO, 1 PO/ED
3 PL
Night - 1 Asst. WPS/Class A 1 Asst. WPS/Class A
- 2 WTPO 2 WTPO

- 2 PL 1 PO/ED, 3 PL

VI. Water Treatment Plants - 50 mgd and above (24 hrs. operation)

Management - WE or TA
Person in responsible charge - WPS/Class A
On call 24 hours a day
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INFORMATION SHEET: 1S-3 (REF. STEP 2) (cont'd)

VI.

Note:

Water Treatment Plants — 50 mgd and above (24 hrs. operation) (cont'd)

Total Residential Staff

WPS/Class A

Asst., WPS/Class A

WIPO

LA

PO/ED

CM

FF

MF

SK

PL (depending on size of intake/plant area)

Vi H NP0~

N

Shift Distribution

Day - WPS/Class A

Asst. WPS/Class A
WTPO, 1 LA, 2 PO/ED
FF

MF, 1 SK, 15 PL

I
N =N
2
-
P

WPS/Class A
2 PO/ED
- 1cM, 4 PL

—
>
®
»
[ng
.

Afternoon -

|
N
5
9
N

Night - 1 Asst. WPS/Class A
- 2 WITPO, 2 PO/ED
- 1CM, 3PL

Pumping Stations

Where a raw water pumping station is located some distance from the
water treatment plant, ED's and/or PO's and PL's will be stationed
there. Staffing will depend on type and size of station, and the
dam area.

«©
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INFORMATION SHEET: 1IS8-4 (REF. STEP 2)

MANNING RATIOS

WATER SUPPLY

Ratios of employees to service rendered have tended to evolve over
time rather than having resulted from systematic calculations. Overall
staffing in waterworks organizations fall generally in the range of one
employee per 600 to 1,600 population served, depending on the level of
development and degree of automation of its facilities. Staffing levels for
stable, well-developed water works systems approach the mark of 1,600
population served.

+ + + + + + +

A recent sector study review in Pakistan indicated that the ratio had
altered from 1 employee per 700 population in 1971, to 1 employee per 950
population by 1978.

+ + + + * + +

In Kenya the National Action Committee for the IDWSS Decade adopted
the following (1980):

Professional - 2.7 employees/100,000 persons
Sub-professional - 9.1 employees/100,000 persons
Skilled level/Semi-skilled - 41.6 employees/100,000 persons

53.4 employees/100,000 persons
giving a manning ratio of 1 employee per 1,800 population served.

+ + + + + + +

For the preparation of the Environmental Sanitation Master Plan for
Training and Education in Tanzania, the USAID/WASH team used a manning ratio of
1 employee to 1,600 population served, and suggested the following make-up
(staffing pattern) of the water sector labour force;

Engineers 47
Technicians 14%
Skilled labour 28%
Admin. and Accounting 22%
Unskilled labour 32%

Total 100%
+ O+ o+ o+ + o+ +

N.B. Care should be taken in comparing one country with another and one
agency with another particularly so far as staffing patterns are concerned as
job definitions/classifications are not standard. However, manning ratios and
staffing patterns are good general indicators of productivity.
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INFORMATION SHEET: 1IS-4 (REF. STEP 2) (cont'd)

Staffing requirements for urban/urban—-fringe water supplies for
different service levels in the Republic of Guinea were indicated in 1979 as

follows:

Given - 1 house connection serves: 15 persons
1 common yard connection serves: 75 "
1 standpost serves: 200 "
Estimated Staffing Requirements - 17 staff per 1,000 house
connections

- 6 staff per 10,000 inhabitants
(common yard or standposts)

Levels of Service

High - 95%Z house connections
- 5% standposts

Medium - 50% house connections
- 30% common yard connections
- 20% standposts

Low - 10% house connections
- 30% common yard connections
- 607 standposts

+ + + + + + +

In the Uganda draft Decade Action Plan, concrete tube wells with
handpumps, and boreholes with handpumps, are proposed. Maximum depth for
concrete handpumps was assumed to be 10 metres, and the concrete rings used
are supposed to have a diameter of 1.2 metres. Construction units are to be
composed of 5 persons; a team leader, an assistant team leader, and three
skilled labourers (a mason, a mechanic for the pumps tripods, etc., and one
handyman). Initially, expatriates may need to be utilized as team leaders and
train the assistants on the job. It is assumed that each team will construct
one well per month (12 per year), and that each well will supply 200 persons.
Boreholes with handpumps are proposed where the water level 1is deep. A
percussion rig may produce 1 borehole per month, while a rotary may produce
5 boreholes per month. The same organizational structure as for the concrete
tube wells has been assumed in principle.

+ + o+ o+ o+ o+ o+
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INFORMATION SHEET: 1S-4 (REF. STEP 2) (cont'd)

A manpower study in Mozambique proposed the following manpower
requirements:

It is foreseen that 2 masons/well builders can build an average of 10 dug
wells per year to serve a population of 5,000 (at the rate of 500 persons per
dug well) in 5 communal villages. Two construction teams or 4 well builders
will require the direct supervision of 1 foreman; this foreman may be chosen
among the rank of '"tecnicos" level II with at 1least 2 years' field
experience. Thus, for 20 dug wells serving 10,000 persons, the required work
force is: 1 foreman and 4 builders or 5 man-years. Higher supervision is
desired and may be given by middle-level technicians operating at district
level, with 1 field supervisor to each 5 teams of 1 foreman and 4 builders.
Therefore:

1 supervisor
5 foremen

20 builders

26 man-years

to serve 50,000 persons:
For borehole construction, the actual manpower ratio is 24 to serve 22,000 or
1: 917, with the following staff composition:

2 engineers (hydrogeologists)
2 foremen
10 well drillers
10 aids
or 24 man-years will produce 60 boreholes.

For borehole rehabilitation: 1 mechanic/operator and 3 aids, to rehabilitate
20 borehole/year; and 1 foreman to 5 mechanics/operators.
For pump 1installation: 1 mechanic to 50 pumps/year and 1 foreman to
10 mechanics.
Piped water systems construction: a team of 2 masons and 1 pipe layer for 4
systems to serve 4,000 persons/year; and 1 foreman/4 teams, say: 1 foreman,
4 pipe layers, 8 masons, to serve 16,000 people, or a manpower ratio of
1: 1 231.
Pump maintenance and repair: 1 mechanic to serve 120 hand pumps or 20 motor
pumps/year; and 1 foreman to 5 mechanics.
General inspection and maintenance. A general inspection of each piped system
will be carried out by a general foreman/supervisor who will oversee them at
the rate of 2/week, and extend the same to dug wells in villages. It may be
expected that 50% of all systems will need some repairs the first year, and
this will gradually decrease to 20% after the third year. One mason and
1 pipe layer/100 piped systems, and 1 mason/100 dug wells will be required per
year.

+ + o+ o+ 4+ o+ #

In Brazil, the Brazilian Association of Sanitary Engineers (ABES)
estimated the manpower requirements for the water sector to be one employee
per 1,000 consumers. Manpower was divided (1974) into five major categories
with the following breakdown:
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INFORMATION SHEET: I8~4 (REF. STEP 2) (cont'd)

% of Total
High level administrative and technical
personnel 5
Medium level 10
Middle to junior level administrative
and financial personnel 10
Skilled and semi-skilled operators 45
Unskilled labour 30
100

+ + + + + 4+ +

A recent study by the International Water Supply Association revealed
the following manning ratios for a selected number of European cities:

Employee/Population
served ratio

Copenhagen 1: 1,350

Hamburg 1: 1,550

Madrid 1: 2,200

Bordeaux 1; 1,750

Wessex 1: 1,500
+ + + + + + +

SANITATION

Information on manning ratios for sewerage and sanitation are not as
readily available as for water supply.

+ O+ o+ o+ F o+ o+

A recent sector study review in Pakistan indicated that the ratio had
altered from 1 employee per 750 population in 1971 to 1 employee per 1,000
population in 1978.

+ + + + + + +

A rural water supply/sanitation manpower study conducted in Indonesia
in 1975 indicated a requirement of 53.3 sanitarian man-years to assIst rural
population to construct latrines for a population of 100,000.
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INFORMATION SHEET: 1IS-4 (REF. STEP 2) (cont'd)

Estimates of personnel needs for wastewater treatment plants as
denoted in the Journal, Water Pollution Control Federation, Vol.48, No.2Z,
February 1976, are given below:

Population . Employees
Size of Group Per 10,000 Population
. x 1,000 Served
10 5.14
10 - 25 3.76
. 25 -~ 100 2.80
100 1.53

‘l' + + + + + + +

The following breakdown in accordance with different job
categories has been suggested for the management, operation and maintenance of
urban sewage treatment plants in Korea (WHO/IBRD Sector Study).

Job Category % of Total
1. Management/Professional 5
2. Technical/Administrative 10

(Senior Level)

3. Technical/Administrative/ 25
Clerical (Junior Level)

4. Craftsmen 10

5. Operators/Unskilled 50
Total 100
+ 0+ o+ o+ o+ o+

A WASH Field Report No. 58 (September 1982) on the subject of
Envirommental Master Plan for Training and Education in Tanzania indicated the
following staffing guide:

- One public health engineer - 10,000 population in urban areas
- Five public health technicians per public health engineer
~ One health educator per town, and

- Four health officers per town involved in the sewerage and
sanitation sector.
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5. STEP 3 -- DEFINE SERVICE TARGETS AND ESTIMATE MANPOWER NEEDS
rr---—m——>=-----—"-""-"-"=-—""—"—=-=-= -
WHAT IS IT? ] STEP 1 I
I INVENTORY EXISTING MARPOVER puS = "_’;“”"';‘:;n I
Future service targets represent il i
an  objective on the part of | pu e |
Government to extend coverage and/or | DEFINE AASELIFE SERVICE DATA
to improve the quality of existing | S 3 8 4 l
levels of service (e.g. upgrade from ~ {
standposts to house connections) over :‘—dema"“; - e —sunply =11
a specific period of time such as the ST e SERVICE TARGETS AND T evENTORY THAINTNG RESOURCES o
country Five-Year Plan or the IDWSS N ESTIMTE MAFOER SRS s MO TRAIEES s 10 8 11 |
Decade Plan, Such information should ) =
be available in sectoral or IDWSS I sTe? 7 |
Decade planning reports and ggggi;;““““‘“““m STPPLY & ATTRITION RATES |
documents. Sample Planning Work = meoe? i"s 1 |
Sheet PWS~-5 for water supply, and P STEP 8 I
PWS-6 for Sewerage/Sanitation, may be SUMMARIZE MANPOWER DEMAKD SIMARIZE MANPOWER SUPPLY
used to summarize data on the 75 7 4 8 msi2ste |||
projected schemes. T = T l
|
. . STEP 9
In addition to the current staff COMPARE DEMAND VITH SUPPLY e — — — — — o

vacancies as indicated in column 9 of
PWS-1, the demand for staff includes
an estimate of projected human
resources requirements to meet
identified service targets as
summarized in PWS~5 and PWS-6. This
projection should include:

PWS 7,8 & 13

e

STEP 10

DETERMIRE FINANCIAL VIABILITY

e —— o — —

S 14

£

STEP 11

PLAN

FREPARE MANPOWER DEVELOPMENT

PWS 15

- an evaluation of the utilization of staff over a period of time,
- shortages of skilled labour, and
- an identification of the priority job classifications.

These considerations will be discussed in Step 4.

HOW IS IT DONE?

In order to estimate manpower needs, it

is suggested that either the

direct method (interview with key senior staff) be used, or that appropriate

manning ratios be developed and utilized.
which provides examples of manning ratios.
take account of proposed future utilization of staff.
the present manning ratio for water supply 1is,

for example,

Reference can be made to IS-4,
The manning ratio selected should
As noted earlier, 1if
one employee per

300 population served, the agency may wish to improve its staff utilization by
reducing the ratio to one in 600 over a period of time.

Having selected the appropriate ratio,

the planner should prepare the

Planning Work Sheet PWS-7 entitled "Manpower Forecast and Annual Recruitment

Is-5
the

for
annual

Rates". See
determining

an example
recruitment

which gives
rates. In

that

detailed 1in
example, a

structions for
staff to

)
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5. STEP 3 -— DEFINE SERVICE TARGETS AND ESTIMATE MANPOWER NEEDS (cont'd)

HOW IS IT DONE? (cont'd)

population served ratio of 1 to 625 was used. Based on a growth factor of 2.0
(population served increases from 750,000 to 1,500,000 between 1983 and 1990),
the overall staffing shortfall over the period of 1983 to 1990 was obtained,
and the annual recruitment rate base figure calculated. Using an assumed
labour turnover rate of 3%, the annual recruitment rates for 1985, 1988 and
1990 were calculated. Although this approach to manpower forecasting is
somewhat simplistic, it should provide the planner with reasonable manpower
figures to enable him to calculate relevant annual recurrent costs and
determine the affordability of schemes proposed.



@



FUTURE WATER SUPPLY POSITION

PHS-5
COUNTRY: AGENCY /MINISTRY: Completed by:
Date:
POPULATION PROJECTION WATER SUPPLY PROJECTION
(000) 198. 1985 1990
AREA/LOCATION —
City, Town, Etc. 3 ; Pop. ) Pop. 3 Pop.
198. 1985 1990 | m™/day [Source |[Served uw” /day |Source |Served |m~/day | Source |[Served
(2) (1)] (000) (2) (1) | (000) (2) (1) ] (000)
(1) (2) 3) 4) (%) (6) [&)) ®) (9) (10) (11) 12) (13) (14)
TOTAL
1
éog{ge: (2)Wlter demand

B = Borehole"ﬂ_’

R = River/Lake

RN = Rainwater

S = Spring

W = Well with handpump

-I.= IgpounﬁmEHEJ"’\ T
PR A 7o s

[

»ospt

.
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COUNTRY -

PWS~6....FUTURE SANITATION POSITION

AGENCY /MINI STRY:

COMPLETED BY:
DATE :

POPULATION PROJECTION

FUTURE POSITION

LS TOVd

AREA/LOCAT 10N (000} 18.. , 1985 1990 REMARKS
City, Town etc.
Waterbarne Private Facilitiles Waterborne Private Facilities Waterborn Private Facilities
19.. 1985 1990 Sewerage 5 1 Sewerage1 2 1 Sewarage 2 1
Pop. Served Type Pop. Served Pop. Served Type Pop. Served Pop. Served { Type Pop. Served
Q) 2) (3) (4) (5) (6) (7) (8) (9) (10) (11) (12) (13) (14)
J ]
\ )
)
TOTAL
1 2
KEY, Population Servea Type of Private Facility

In thousands

A = Aqua Privies

= Bucket Collection
= Septic Tanke

Pit Latrines
Other - Specily

> 0w m
n

)]



PAGE 58
PHS=7 ........ MAWPOWER FORECAST AND ANNUAL RECRUITMENT RATES

" WATER SUPPLY - SANJTATION®

COUNTRY :
DATE :
AGENCIE .
S/MINISTRIES CoMp D BY:
Present Situation
- 1483 Annual Recruitment Rates
38 Job Classificat 3 <l & ° o
8% ication s 8|8y | o |1984) 1888 | 1086 | 1087 | 1u88| 1089 | 1uv0 |2
: [€] B Llu = 5 E«
(2] o Vi| 3 & LR
FRe o
383 3 ]
o< n N7
Q -
M e 0
A 0w
1 2 3 r 5 6 | 7 ) ) 10 | 1| 12 |13 |14
A
B
c
D
E
F
G
H
Totals
Legend Job A - Senior Management D - Junior - Technicll/Admin./Clerscnl
CnteEo:! B - Profesajon - Senior Tochnicnl/ E - Craftsmen
Admin. /Clerical F - Operator
C - Intermediste - Technical/ G - Umkilled and semi-skilled
Admin /c1er1cn1 H « Community~hased personnel
-

It 1s intended that geparate SUMMAPY forms be prepared for the water supnly sub-sector and the sanitation sub-sector
reapectively.
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INFORMATION SHEET: IS-5 (REF. STEP 3)

MANPOWER FORECAST AND ANNUAL RECRUITMENT RATES

WATER SUPPLY EXAMPLE

For this water supply example, assume a population supplied of 750,000 in
1983. (Source - a completed PWS-3.)

1. Enter manpower data from a completed PWS-1 sheet on PWS-7

(a) Proposed or Approved Current Establishment;
(b) Total Number in Post (1983), and
(¢) Vacancies.

For this example assume:

(a) Approved Current Establishment = 1,200

(b) Total Number in Post . = 1,041

(¢) Vacancies = 159
2, Calculate manning ratios:

(a) Approved Current Establjghment = 1,200 or 1l: 625
Population Served 750,000

(b)  Total Number in Post 1,041 or 1l: 720
Population Served 750,000

Both ratios are considered to be in the appropriate range for
developing countries.

3. Calculate 1990 Growth Factor assuming that population to be
supplied in 1990 will be 1,500,000, (Source - a completed PWS-5.)

Estimate of population
1990 Growth Factor = to be supplied = 1,500,000 = 2
Current population 750,000
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INFORMATION SHEET: 1IS-5 (REF. STEP 3) (cont'd)

4.

MANPOWER FORECAST AND ANNUAL RECRUITMENT RATES (cont'd)

WATER SUPPLY EXAMPLE (cont'd)

Calculate the estimated staff needed to ensure the supply of water to

1990 population.

Approved Current Establishment x  Growth Factor
1,200 x 2 = 2,400 Employees

Enter 2,400 into the totals box in column 9 of PWS7 (see appended Table

page 61) and distribute this number among the 7 staff categories* by using the

ratio

Total Estimated Employees in 1990 = 2,400 = 2.3

Total Number in Post in 1983 1,041
For example: Estimated number of operators inm 1990 = 2.3 x 400 = 922
5. Calculate overall astaff shortfall for period 1983-1990.

Estimated Employees in 1990 - Total Number in Post in 1983
2,400 - 1,041 = 1,359

Calculate annual recruitment rate base figure.

Overall staff shortfall = 1,359 = 194
Number of years between present 7
and proposed situation (1983-1990)

The distribution can only be made in the way described in item 4, above,
if the current staffing pattern is correct. If there are existing
imbalances they must be taken into account before the distribution is
made. Otherwise the imbalances will also appear in the subsequent
manpower targets. This method of distribution also presupposes that the
current staffing pattern will be appropriate for the future. This could
well be the case if, for example, no major changes of technology are
planned. Clearly if they are planned and part of the plan is to alter
the mix of job categories, this must be taken into account too in the
projections.

)y
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INFORMATION SHEET: IS-5 (REF. STEP 3) (cont'd)

MANPOWER FORECAST AND ANNUAL RECRUITMENT RATES (cont'd)

WATER SUPPLY EXAMPLE (cont'd)

7. Calculate annual recruitment rates for 1985 - 1988 - 1990 using formula:
Recruitment Rate = A + y where:

A
X

annual recruitment rate base figure

number of years between present and proposed situations
1982 to 1990 = 7 years

y = (current staff + Ax) x Labour turnover %

Recruitment Rate 1985 = 194 + (1,041 + (194 x 2)) x 3%Z = 194 + 43 = 237
" " 1988 = 194 + (1,041 + (194 x 5)) x 3% = 194 + 60 = 254
" " 1990 = 194 + (1,041 + (194 x 7)) x 3% = 194 + 72 = 268

Labour Turnover Rate is assumed to be 3% in this example. In
reality it is often much higher.

Similarly, recruitment rates could be calculated for the other years
between 1983 and 1990.
8. Enter the figures for annual recruitment rates in the totals boxes of

PWS-7 (see appended Table columns 6, 7 and 8 page 61).

Complete the distribution of the totals of each recruitment year for each
of the 7 staff categories by using the ratio:

Totals of recruitment year (say 1985) 237 = 0,228
Totals number in post 1,041

e.g. Annual recruitment of operators for 1985
Ratio x Number in post
0.228 x 400 = 91

9. Review the figures and make any reasonable adjustments up or down
according to future perceptions. For any major adjustments, give reasons
supporting the decision. The desired/proposed per cent distribution by job
category may influence the calculations.
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INFORMATION SHEET:

I15-5 (REF. STEP 3) (cont'd)

MANPOWER FORECAST AND ANNUAL RECRUITMENT RATES*

WATER SUPPLY EXAMPLE

Present Annual Estima-
Situation — 1982 Recruitment Rate ted
Current Number Vacan- 1985 1988 1990 staff
Staff Category | Grade |Establish—~|in post cies 1990
ment
[6))] (2) (3) (4) - (5) (6) (7) (8) (9)
A 12-16 25 20 5 5 5 5 46
B 8-11 61 50 11 11 12 13 115
C 7-8 48 40 8 9 10 10 92
D 3-6 254 210 44 48 51 54 484
E 4=-17 36 30 6 7 7 8 69
F 2-5 485 400 85 91 98 103 922
G 1-2 291 291 0 66 71 75 672
Totals 1,200 1,041 159 237 254 268 2,400
Lepend: ob Category A - Senior Management
B -~ Professional - Senior Technical/Admin/Clerical
C - Intermediate Technical/Admin/Clerical
D - Junior Technical/Admin/Clerical
E - Craftsman
F - Operator
G - Unskilled and Semi-skilled.
H - Community and/or volunteer workers

*Adapted from the Nigeria IBRD/WHO Sector Study (Jume 1979).

uwy
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6. STEP 4 —- IDENTIFY OCCUPATIONAL PRIORITIES AND DETERMINE TRAINING

REQUIREMENTS

Human Resources Planning Model
WHAT IS IT?
r —————————————————— -

In Step 3 the service targets | STEP 1 [
(populations to be served with water | ”“““Y““"“"gfftztl” WORE SHEET
supply and sanitation) were defined, | =
broad manpower forecasts made, and | prsey
annual recruitment rates estimated. | DEFINE BASELINE SERVICE DATA
In this step, planners and sector \ < s 3 & 4
managers are requested to review the
broad manpower forecasts and : e demang e — —esupoly ——
identify occupational priorities N T SERVICE TARGETS AND
among the various jOb ESTIMATE MANPOWER w::ss ces AND TRAINERS s 10 8 11
classifications listed in PWS-1.4 : ~>

STEP 4 STEP 7

For existing employees, determining
occupational priorities will involve

IDENTIFY OCCUPATIONAL

ESTTMATE POTENTIAL MAKPOWER
PRIORTTIES & DETERMINE TRAINING A

SUPFLY & ATTRITION RATES

. . . REQUIRRMENTS PS B 8 9 Pus 12
the .1den't1f1cat ion of performance L g
deficiencies and the corresponding STEP 5 STEP 8
training which will be necessary to SUMMARIZE KANFOVER DEHAND SUMMARIZE WANPOWER SUFFLY
eliminate the deficiency. For the PS8 Msutw
definition of occupational priori- L I

ties (priority job classifications),
the direct or judgmental approach is
suggested in which the sector
manager makes his selection based on
previous experience.,

HOW IS IT DONE?

The criteria to consider when
selecting occupational priorities
are;

of the agency.

>

STEP §
COMPARE DEMAND WITH SUPPLY
P 7,8 & 13 |

~— |
STEP 10

DETERMINE FINANCIAL VIABILITY ——-———-——-J

S 14 \

|
l
1
|
I
I
I
INVENTORY TRAINING RESOURCES ‘.l
|
|
l
I
|

[
|
]
»

e

STEP 11
PREPARE MANPOWER DEVELOPMENT
PLAN
WS 15

the types and complexity of existing and proposed water supply
and sanitation schemes, and

the type of manpower which is critical to the proper functioning

Consideration will focus particularly on key job classifications where
shortages are being experienced and where existing staff lack the necessary
knowledge and skills (e.g., engineers lacking knowledge of hydrology or water
plant operators lacking skill in process control).

The sector manager should be able to identify those occupational groups
in his agency requiring priority training e.g., engineers, accountants, water
system foremen, well drillers. When these have been identified, column 2 of
PWS-8 (Assessment of Manpower Priorities) should be completed.
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6. STEP 4 -- IDENTIFY OCCUPATIONAL PRIORITIES AND DETERMINE TRAINING

REQUIREMENTS (cont'd)

HOW IS IT DONE? (cont'd)

Within each job classification that has been identified, there are many
areas where training might be indicated. In order to determine precisely what
training is necessary for the identified jobs, a performance deficiency
analysis should be conducted. A performance deficiency analysis is based on a
task analysis., A task analysis is a careful examination of the skills
involved in the correct performance of a job. When it 1is known what is
required for mastery performance, one can then identify in which areas workers
are not performing as effectively as desired. This process is the performance
deficiency analysis.

An initial assessment of performance deficiency for a particular job
classification such as a pipe fitter could be made by an experienced pipe
fitter foreman or the distribution system manager, using PWS 9 entitled
"Performance Deficiency by Job Classification". See the example, page 67).

When Performance Deficiency Analyses have been completed for each job
classification, the planner can complete column 3 of PWS-8 (Assessment of
Manpower Priorities). This column, entitled Training Priority, asks for the
general training needs that have been identified for each job classification.

If for reasons of time or lack of manpower, PWS-9 (Performance Deficiency
by Job Classification) is not used, column 3 of PWS-8 (Training Priority)
should be estimated by sector managers based on their general knowledge of
their present employee's knowledge, skill and attitude deficiencies.

For each one of the training priorities listed, the type of training
intended should be indicated in column 4 of PWS-8. At this stage of planning,
the type of training required is only estimated, Later a training plan (see
Chapter 3) indicating specific training arrangements will be made by selecting
from the following categories:

(a) On-the-job training

(b) Training within sector agency (in-service)

(c) Training outside sector agency (local)

(d) Training outside sector agency (regional)

(e) Training outside sector agency (external/overseas)
() Self-instructional or correspondence courses.

All of this implies some sort of organization to bring it about, that is
a training function, with a manager responsible for its work. It will also be
responsible for producing training manuals, audio-visual and instructional
materials. It will require space for its staff, instructional as well as
administrative, classrooms and whatever else need demands. All of the above
is part of the training requirement and has a cost which will need to be

budgeted for.

(3]
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8 .vvuva.. ASSESSMEMT OF MANPOKER PRIQRITIES

WATER SUPPLY ~ SANITATION

PAGE 65

COUNTRY DATE -
AGENCY COMPLETED BY
o Priority and Number of Persons Involved
o
by Training Future Staff
> Praority -
@ Job Classification =
© Q ~
L)
E:‘E 1984 1985 | 1986 |1987 (1988 |198y| 19y
! 2 3 4 5 6 7 |8 9 [10 | 1
A
n
Cc
)]
E
L
G
H
Totel
legend-| Job A - Senijor Management D - Junior-Technlcal/Admxn /Clerical
Category B - Profession - Senior Techn)cal/ E - Craftsmen
Admin /blerlcal F - Operator
C - Intermediate - Technical/ G - Unskilled and semi-skilled
i Admin /Clerical H - Community-based personnel
v Types of (a) On-the-Job Training
Training (b) Training within sector agency (in-service)
(¢) Training outside sectory agency (local)
(d) Training outside sector agency (regional)
(e) Training outside sector asency (external/overseas)
(f) Self-instructional or correspondence
Use cofumn 4 to 1dentify the type of training proposed

NOTE- It 1s intended that separate SUMMARY forms be prepared for the water supply sub-sector and the sanitation
sub-sector respectively
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PWS-8 ..... ASSESSMENT OF MANPOWER

PRIORITIES

Date:

Country:

Agency:

Completed by:

Job Job Training Priority and Number of Persons Involved
Category Classification Priority Present Future Staff
Specialty Staff 1984 | 1985 1986 1987 1988 1989 1990
1 2 3 4 5 6 7 8 | 9 10 11
B CIVIL ENGINEER HYDROLOGY 1/1
¥ WATER PLANT OPERATOR| PROCESS CONTROL 2/10
o LABORATORY TECHNIC. PROCESS CONTROL 3/2 771
Cc SUPERVISOR COMMUNICATION TECHNIQUE 4/3
F WATER PLANT OPERATOR| PUMP MAINTENANCE 5/21
F WATER PLANT OPERATOR| HYDRAULICS 6/21
[
c ENGINEERING ASSIST. | HYDROLOGY 8/1
2
C DRAFTSMAN HYDROLOGY 8/1
* Induction Training E
Legend: Job A - Senior Management D ~ Junior Technical/Admin./Clerical
Category: B - Profession - Senior Technical/ E ~ Craftsmen
Admin./Clerical F ~ Operator
C - Intermediate - Technical/ G ~ Unskilled and semi-skilled
Admin. /Clerical H ~ Community and/or Volunteer Workers




PWS-9 ....... PERFORMANCE DEFICIENCY BY JOB CLASSIFICATION
COUNTRY: DATE:
AGENCY:

COMPLETED BY:

JOB CLASSIFICATION:

TOTAL NUMBER OF PERSONS IN CLASSIFICATION:

PAGE 67

NO. OF PERSONS

PERFORMAN DEFICIEN
0 CE CIENCY WITH DEFICIENCY
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PWS-9 -++..... PERFORMANCE DEFICIENCY BY JOB CIASSTIFICATTON
AGENCY: WATER DEPARTMENT

COMPLETED BY:

JOB CLASSIFICATION: WATER DISTRIBUTION PLUMBER

TOTAL NUMBER OF PERSONS IN CLASSIFICATION: 0

NO. OF PERSONS

PERFORMANCE DEFICIENCY
WITH DEFICIENCY

Unable to cut pipe square 16

At least 57 of threads cut are not

usable. 3

2% or more connections made leak

within 1 week 10

Unable to determine direction of

flow through a stopcock 26

Unable to select fitting when given

name of fitting 6

NOTE: Training Coordinator's Handbook from the Caribbean Basin Water
Management Project.
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CHAPTER 2: PLANNING PAGE 69
7. STEP 5 —-- SUMMARIZE MANPOWER DEMAND Hunan Resources Plannina Model
e et
WHAT 1§ IT? r----—-r-—-—-- - - —-" - _—_“—-~"—“"—"~"-"=-= -
' STEP PWS = PLANNING l
If Manpower Development Plans | EITORT BTG MWN:O‘:E:Z - WORK SHERT |
are being prepared for seve:ral I = i
regions or several sector agencies, | step 2 [
it may be desirable to combine the DEFINE BASELINE SERVICE DATA |
information gathered from those | meass
studies and make a national summary demang e e *—'SUDDIV—-——‘I
of manpower and training | [T, po— |
requirements. These elements of DEFINE SERVICE TARGETS AND INVENTORY TRAINING RESOURCES | |
human resources demand will later be mmmmm“:i?;_“y o TS ws0s 1 |
compared with a summary of material e — ~> |
supply of manpower (step 9) ﬁﬁgﬁ?ﬁg% — ool |
WS B &9 FWS 12
== ~_ |
HOW IS IT DONE? STEP 5 STEP 8 |
SUMMARIZE MANPOWER DEMAND SUMMARIZE MANPOWER SUFFLY
It is suggested that a summary Tt kA |
PWS~-7 be prepared for the water L = ) l
sector as a whole, and similarly for STEP 9 !
the sanitation sector. In additionm, COMPARE DEMAND WITH SUPPLY | — — — — — == M
summaries of PWS-8 should be WS 78813 I
prepared in a similar fashion. The — !
PWS-7 Summar (Water _ Supply) and DETERMINE FINANCIAL VIABILITY | oo e e o — o
PWS-7  Summary  (Sanitation) will S 14 ’\mmm woor
provide information on the total =
manpower demand. The PWS-8 Summary m:;;m N
(Water Supply) and PWS=B_ Summary PLAX rs 15
(Sanitation) will specify the
priority job classifications and the anticipated training .needs over a
specified period of time. These worksheets will form the basis for

comparisons on the supply side of the Human Resources Planning Model.

order to prepare the summaries,
and/or sector sources.,

In

data should be compiled from all regions
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PHS=7 ........ NANPOWER FORECAST AND ANNUAL RECRUITMENT RATES

WATER SUPPLY - SANITAT]ON®

COUNTRY ¢ DATE:
AGENCTES /MINISTRIES: LETED BY:
Present Situation
1983 Annual Recruitment Rates
sk s gl s 3 v
S Job Classification . v 86w | = |1984| 1085| 1986| 1987 | 1988] 1988 1080 |8
- 3 s [J E ™ : Q @
S TN S E -
o 0 = O W o prfs
0o Q= d 0
2Le > 2 &
o -
-2}
& ow
1 2 3 4 5 6 7 8 8 10 11 12 13 14
A
B
c
D
E
F
G
H
Totals
legend:} Job A - Senior Management D - Junior - Tochnic-l/Admln./Cler1c|1
ClteEory B - Profeasijon - Senior Technicnl/ E - Craftsmen
Admln./Clericll F - Operator
C - Intermediate - Technlcnl/ G - Umkilled and semi-skilled
Admin /Clar1CI1 H <~ Community~based personnel
-

It 13 intended that separate SUMYARY forms be prepared for the water supnly sub-sector and the sanitation sub-sector
respectlively.
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COUNTRY :
AGENCY:

PWS-

8 vi.vvvs ASSESSMEMT OF MANPOWER PRIQRITIES
WATER SUPPLY ~ SANITATION

DATE

COMPLETED BY:

o Priority and Number of Persons Involved
°
by :ralnlng Future Staff
- riority -
] Job Clagsification €
(5] su
-
Eg 1084] 1085 | 1986 [1987 J1u88 |198u] 199
1 2 3 4 S 6 7 8 9 10 11
A
1)
o]
D
E
F
G
R
Tota
Legendj Job A - Senior Management D - Junxor—Techn!cal/Admin./Clericl!
Category B - Profession - Senior Technical/ E - Craftsmen
Admin./blerxcll F - Operator
| C - Intermediate =~ Technical/ G - Unskilled and semi-skilled
Admin./Clerical H - Community-based personnel
Types of (a) On~the-Job Training
Training: (b) Training vithin sector agency (in-service)
(e¢) Training outside sectory agency (local)
(d) Training outside sector agency (regiomal)
(e) Training outside sector amency {(external/overseas)
(f) Self-instructional or correspondence
Use column 4 to identify the type of training proposed

NOTE: It 1is intended that separate SUMMARY forms be prepared for the water supply sub-sector and the sanitation
sub-sector respectively.
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«

________________ —_
STEP 1

WHAT 1S IT? - : IRVENTORY EXISTING n:::o:n:: 2 P Pws - PLANING :

An  inventory of training | - i
resources is a compilation of the | STEP 2 |
classrooms, workshops and | P |
laboratory facilities; the training | = |
programmes in universities, | demand —e i}supply—r
specialized colleges, technical/ | |[eme> * STEP 6 |
vocational/trade-training Lp{| DEFUG SERVICE TARGETS AND INVENTORY TRAINING BESOVRCES | 1o
institutes; ~ and ' commercial schools PuS 5,6 8 7 ms10sl |}
in the country which produce T g e |
skilled manpower of direct interest g A TRATHING ESTIMATE POTENTIAL KAMPOVER
to water supply and sanitation REQUIREMENTS WS 889 s 12 '
agencies, An inventory also b e [
includes the identification of S i . R [
q9a13f1ed trainers particularly s 148 ws12s0 || |
w1th%n sector agencies and relevant T |
public and private organizations. e oy I
The information thus gathered sTEP 9 J
provides a basis for estimates of COMPARE DEMAND WITH SUPELY = = — — — =
potential manpower supply, and also - B '
indicates where present staff may sTEP 10 l
be trained. DETERMINE FINANGIAL VIABILITY | — —= —= = o |

* PWS 14 \ Tox Loop
HOW IS IT DONE? (Inventory of Training Resources) S“;;n:mmmnnwnwum
FLAX PWS 15

In broad terms, training requirements for priority job classifications
were identified in column 3 of PWS-9. Planning Work Sheet PWS-10 entitled
"Inventory of Training Resources" is intended to gather information on
facilities and training courses/programmes which are available in the country
and can be wused directly (or suitably modified) to meet the training
requirements for priority job classifications. It may be that appropriate
courses/programmes are not available within the country, but new
courses/programmes can be established. In many developing countries it will
be difficult to meet the identified training needs using existing
courses/programmes. To be effective, training must be performance-oriented
and relevant to sector needs.

Column 15 of PWS-10 requires an estimate from an informed individual,
such as the courge director or the institution's administration officer, as to
how many of the course graduates are 1likely to be available to sector
agencies. Based on information in columns 14 and 15, the planner can estimate
the availability of graduates for the planning period (column 16), The
information in c¢olumn 16 will be utilized in the estimate of potential
manpower supply.
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8. STEP 6 —— INVENTORY TRAINING RESOURCES AND TRAINERS (cont'd)

HOW DO WE DO IT? (Inventory of Trainers)

The Inventory of Trainers (PWS-11) is intended to provide a listing of
trained trainers engaged either on a part—-time or full-time basis. These may
be trainers from outside institutions which produce manpower of particular
interest to the Water Supply and Sanitation Sector or they may be trainers
from within the sector itself., In this regard, the planner or sector manager
should be aware of the need for training some technical and/or supervisory
staff to function as part-time trainers. If the sector agency has not been
offering in-service or on-the-job type training using its own staff as
trainers, it is overlooking a valuable training resource. (See Chapter 3,
Training, for details). Similarly, if the sector agency '"trainers" have not
participated in behaviour-oriented training, they will not be as effective as
they could be.

Completing the Inventory of Trainers, then, provides the planner with two
important opportunities:

(1 it allows him to investigate the availability of skills of trainers
throughout the community (or nation), and

(2) it allows him to examine the supply and/or need of trainers within
the Water Supply and Sanitation Sector.

One result of the Inventory of Trainers (PWS-11) may be a decision to add a
Training of Trainers Course to the Training Priorities listed on PWS-8.

n



COUNTRY -

PWS-10 +.vvvvev.oo. INVENTORY OF TRAINING RESOURCES

DATE:

NAME OF INSTITUTIOM:

COMPLETED BY

"PAGE 74

(1 (2) 3 ENTRANCE REQUIREMENTS
Nature of Institution
Academic
E ”h:: hed A packground | Field gi:i?i:iiz: Qualifications
stablishe ( g;e) Education |Practice
ran
N . of t o] -
Higher Technical | Vocational (year) (o of (No. o Written |Oral Inter Diploma |Degree ercl
Education years) years) v | views ficate
- -* * +* * +* * * * = &* Ll * - *
(4) (5) (6)
STUDENTS (entering) TEACHING STAFF TRAINING PROGRAMME
Sex Age (average) Foreigners Nationals
Objective Other
M F . dit
(number) (number) M F Full-time Part-time Full-time Part-time Traditional -oriented (specify)
L] - * - * * - L * L ] »* * L - +*
(7 TRAINING METHODS (8) SUPPORTING SERVICES (evaluation)
E E E Training
Lecture| WoTk- Job Case | Role Laboratory |Programmed |Correspond Libra quipment quipment quipment | rds and
Shop [Training|Study | Playing | Training |Instruction -ence 1orary (Lab.) (Dadactic) | Workshop Feedback
G |F 1 G I G F 1 G F I G F 1
* - * * * * * * * * * - * - »
® CAPACITY (10
NSTITUTION'S MEANS OF EV, TING E ' PERFORMANCE
Students' enrolment (No ) { Output (No. of graduates) I EVALUA STUDENTS
Expected No Intervievin
Av. No. last No. current{ Av. No. last{ Grad. this Written | Oral | Thesis/ Proiects Field former Other
five years acad. year five years acad. year test test Essay 3 Practice tralnees (specify)
* » * L * * * * * - » * * LJ +* *
an (IZ)CREDENTIALS DELIVERED BY THE INSTITUTION (s
AL N .
BUDGET LOCATIO (recognized by the Civil Service Commission) DOES (12) QUALIFY HOLDER FOR IMMEDIATE PRACTICE
1 year . .
y$ Usago Thl; E;n year Degree Diploma Cercaficate (SEZZ:fy) Yes No License required
(14) OTHER RELEVANT INFORMATION
NOTE.

This form has been designed so that a check mark or a number will -- in most cases -- suffice as an answer
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PUS-11,,,,,,,,, INVENTORY OF TRAINERS
COUNTRY: COMPLETED BY:
AGENCY: DATE:
AVAILABLE FOR INSTRUCTION
NAME SPECTALTY TN
mwe | Tove | PARENT| ISR
AGENCY AGENCIES

REF: Training Coordinator's Handbook

Caribbean Basin Water Management Project.
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D 8

9. STEP 7 -- ESTIMATE POTENTIAL MANPOWER SUPPLY AND ATTRITION RATES
WHAT IS IT? Human Resources Plannina Model
An estimate of the potential .p-——— — — . _ _ __ —_—— e — — o,
manpower supply 1is an estimate of | STER 1 :
the availability of pe{soqnel by job N DWENTORY EXISTING MANPOVER 1, — BJ = Pdumiwc '
category and priority job ' PS4z I
classifications for each year of the — e i
planning period. The planner needs N DEFINE BASELINE SERVICE DATR |
to consider three ways 1in: which- | s 34 s |
manpower is commonly made available: R - |
:- — - Fh e suoply e '
- new and untrained recuits | sTee 6
- experienced staff coming from ESTOUTE MANPOUER SEERS R el | U
. PWS 5,6 & 7
out§1de'the Water Supply and — - LB LS
Sanitation Sector IDENTIFY COCUPATIONAL sTep 7
PRIORITIES & DETERMINE TRAINING ESTIMATE POTENTIAL MAKPOWER

new graduates from training

ingtitutions.

REQUIREMENTS

SUPPLY &
FWS 8 & 9

-

ATTRITION RATES
VB 12

STEP §

STEP 8 -

- —

When making estimates, the SUMARIZE MANPOVER DEMAND EMARIZE MANPOMER SUFPLY
planner should also be aware that w748 - Y miizete
the supply of trained manpower may [ " T A
be * influenced by many ~ factors, P —, _— -
including: - : ) aas-smwevmemeriy |- — — = _ _pl

L . . . ‘ s i i

~ existing incentive schemes in e L

: the Water and- Sanitation. STEP 10 - .
. ; DETEWNINE FINARCIAL VIABILITY — o — .-..,-»-,ﬂ
agencies, . e 16 3 T

- promotion prospects for S Tow Zoos

* employees, STER 11 . r

- salaries, ; . :zﬂiﬂﬂwﬂmmwmmn oy

~ the economic situation of the nE L,

country, and ' REE:

- government policies. :

Another important consideration for the planner concerns those job
clagsifications in which the available manpower is scarce, Such classifi-

cations might include, e.g., engineers, technicians, accountants and sanitary

inspectors. who fill such

employers.
these scarce job classifications

People

needs

posts are

often
Therefore, the attrition or labour turnover rate, particularly for
to be established and taken

in demand

account when estimating the availability of personnel.

The attrition rate can be calculated in the following manner:

% attrition

Total number of
leavers in job

category

100

Average number
in post in job
category

by other

into
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9. STEP 7 —- ESTIMATE POTENTIAL MANPOWER SUPPLY AND ATTRITION RATES (cont'd)

HOW IT IS ESTIMATED?

In order to estimate potential manpower supply, the direct approach is
suggested where the managers estimate from past experience the number of
graduates they are likely to attract from the relevant training institutions
(estimated on the basis of information on PWS-10) and from outside the service
for each year of the planning period. Those who leave training institutions
before graduation, but with some acquired skills, should not be ignored as
they are sometimes larger sources of supply for a given occupation than
graduates, Attrition/labour turnover rates should be incorporated into the
supply estimates by adding in the number of people required to replace
attrition, e.g. a 3% attrition rate on a 500 employee base is 3 x 5 = 15.
Planning Work Sheet PWS-12 entitled "Estimate of Manpower Available' has been

"prepared to enable the planner or sector manager to record the estimates for
the availability of manpower.

SUPPLEMENTAL NOTE

A comprehensive model of forecasting the availability of manpower is
_provided in WHO's Guidelines for Health Manpower Planning*. Ideally,
quantitative measures of graduates from various relevant educational/training
institutions should be supplemented by more qualitative interpretation of key
factors that affect the labour market behaviour, such as comparative wage
structures or hiring patterns. For example, although the country's
educational institutions may be graduating 100 civil engineering technicians
"per year, the national water authority may not be able to attract any of
them. Moreover, data on supply are not limited just to numbers of students
graduating, but should consider the skill levels of the graduates and the time
required for practical on-the-job training. Sector managers should be in a
position to make the appropriate judgments on the prevailing labour market,
and the quality and quantity of graduates of educational/training programmes
which may be available to sector agencies.

*HORNBY, P., RAY, D.K., SHIPP, P.J., HALL, T.J., Guidelines for Health
Manpower Planning, Geneva, World Health Organization, 1980.

w
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PWS=12 ,,,44344ESTIMATE OF MANPOWER AVAILABLE
- Potential Supply from Institutions and from outside Sector Agencies -
WATER SUPPLY - SANITATION -— SUMMARY --

COUNTRY - COMPLETED BY
AGENC IES/MINISTRIES' DATE:
x POTENTIAL MANPOWER
8 1984 1985 1986 1987 1988 1989 990
b JOB CLASSIFICATIONS .
g%
2O K | L X {T]IK{L | M T{K I LM | X {TIKIL IMIXI|T{K{ L] Ml X{T K{L{M{X|ITIJIKIL]IMIX|T
1 2 3 4 516 7 8|9 10 {11 {12] 13|14 15|16 17] 18] 19| 20| 21]|22] 23[ 24 | 25| 26| 27| 28] 29| 30] 31| 32133 ] 34)35 361 17
A
\NW \\
B \
AN
N -
\ £
h
C
D
E
F
G
- _.*_
H
Total
NOTES: 1, Column 2 should focus on the priority job &lassificationa
2, Legend K,L ,M - Estimated number of graduates from 3 selected educational/training institutions available for employment by sector agencies These institutions will likely
be different for different job classifications e.g. for civil engineers it may be 3 different universities The institutions in question for each job
classification should be denoted in an ennex to this Planning Work Sheet
X - Estimated number of already trained personnel which may be available to the sector agency.
T - Total.
3. 1f more than 3 educational training institutions are to be recorded additional worksheets need to be used.
4. It is intended that separate forms be utilized by water supply and sanitation sub-sector agencies and ministries. g
>
Legend: A - Senior Management E - Craftsmen 8
B - Professional - Senior Technical/Admin./Clericnl F - Operator
C - Intermediate - Technical/Admin./Clerical G - Unskilled and semi-skilled ]
D H

Junior - Technic-l/Admin./Clerical - Community-based personnel
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) N

10. STEP 8 -- SUMMARIZE MANPOWER SUPPLY

WHAT IS IT?

It is a national summary of the r

total supply (projected potential
availability) of manpower, with
particular reference to priority job
classifications for each year of the
planning period.

HOW IS IT DONE?

It is suggested that a Summary |

PWS-12 be prepared for the water
sector as a whole, and similarly for
the sanitation sector.
Summary (Water Supply), and PWS-12
Summary (Sanitation), will provide
information on the total mnational

The PWS-12

manpower supply which will Dbe
available to meet the demand, or a
portion of the demand, as summarized
in the respective Manpower Demand
Summary Sheets (PWS—7 from Step 5).

All the available courses
/ programmes denoted in PWS-10
(Inventory of Training Resources)
sheets should also be summarized in
a PWS-10 Summary (Water Supply), and
a PWS-10 Summary (Sanitation), by
completing only columns 12-16.

Human Resources Planning Model

STEP 1

INVENTORY EXISTING MANPOWER */

PWS = PLANNING
WORK SHEET
PWS 1 & 2

~

STEP 2

DEFINE BASELINE SERVICE DATA

PUS 3 & 4

-

 demang —E

~e supply

STEP 3
DEFINE SERVICE TARGETS AND
ESTIMATE MANPOWER NEEDS
PWS 5,6 & 7

STEP &

AND TRAINERS
PWS 10 & 11

STEP 4
IDENTIFY OCCUPATIONAL
PRIORITIES & DETERMINE TRAINING

FEQUIREHMENTS Fus 8 & 9

-~ -
STEP 7

ESTIMATE POTENTIAL MANPOWER
SUPPLY & ATTRITION RATES
FWS 12

SUMMARIZE MANPOWER DEMAND

PWS 7 & 8

—— 1§
STEP 5 N

~
STEP 8

SUMMARIZE MANPOWER SUPPLY

PwWS 12 4 10

~>

[
I
I
i
|
|
|
INVENTORY TRAINING RESOURCES "I
|
I
I
I
!
I
[
1

STEP 9

COMPARE DEMAND WITH SUPPLY

WS 7,8 & 13 |

~~

STEP 10

DETEHMINE FINANCIAL VIABILITY

S 16 .\

INTERVENTION LOQP

R

STEP 11

PLAN

PREPARE MANPOWER DEVELOPMENT

PUS 15

These summaries, when compared with the PWS-8 summaries (Step 5), indicate the

gap,

meet the needs of the priority job classifications.

if any, between the training resources available and those required to
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PWS~12 ,,.,,..,.,ESTIMATE OF MANPOWER AVAILABLE

- Potential Supply from Institutions and from outside Sector Agencies -

counTRY - WATER SUPPLY - SANITATION COMPLETED BY: -— SUMMARY --
AGENC 1ES/MINISTRIES : DATE-
% POTENTIAL _MANPOWER
1984 1985 1986 9 f) 9
3 JOB CLASSIFICATIONS 8 1987 1988 1989 90
3k
S v K| nimMlx [T ]klL | m T{k | LN Tkl fmix it lg]l o] of x|7 | KL {M]IXJTIKIL]IMIX
1 2 3 | alUsf6 [7Fele [wo|n heliatafis(16f 17| 18] 19] 20l 21]22] 23/ 24 [25 | 26 [ 27| 28] 20| 30] 311 32|13 | 3435 {36
A

5t

otal

NOTES: 1 Collumn 2 should focus on the priority jJob &lassifications.
2. Legend K,L,M - Estirated number of graduates from 3 selected educationnl/training institutions available for employment by sector agencies., These institutions will likely
be different for different job classifications e g for c¢ivil engineers it may be 3 different universities The inatitutions in question for each job
classification should be denoted in an annex to this Planning Work Sheet
X - Estimated number of already trained personnel which may be available to the sector agency
T - Total

3. If more than 3 educational training institutions are to be recorded additional worksheets noed to be used.
4. It is intended that separato forms be utilized by water supply and sanitation sub-sector agencies and ministries.

- Senior Management

Legend A
D - Professional - Senior Technical/Admin./Clerical
C
D

- Craftsmen
- Operator
Unskilled and semi-skilled

- Conmunity-based personnel

- Intermediate - anhntcal/Admin./Clericel
- Junmior - Tr-',hnu‘aIl/Admm./Clcrical

= O M
1

08 39Vd
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PWS-10 +.vvvevunss. INVENTORY OF TRAINING RESOURCES

DATE:

COUNTRY:

NAME OF INSTITUTION

COMPLETED BY:

) @ 3 ENTRANCE REQUIREMENTS
Nature of Institution
£ :h;:. hed Background | Pield ::“P?“tfz: Qu_tczdem‘?
stablishe (r:sn;e) Education Practice aminatl 1f1cations
Hi, . . . i-
ghe:.' Technical | Vocational (year) (Mo. of (No. of Written |{Oral inter Diploma |Degree Cerci
Education years) yeass) " | views ficate
- * - L ] - - - L ] * - - L ] * * L] -
(4) (5) (6)
STUDENTS (entering) TEACHING STAFT TRAINING PROGRAMME
Sex Age (average) Foreigners Nationals
M T - T . Objective Other
(number) (number) M F Full-time Part-time Full-time Part-time raditional -oriented (specify)
» * - - - - L - - ) - - - - - -
(€)] TRAINING METHODS (8) SUPPORTING SERVICES (evaluatiom)
L Work- Job Case | Role Laboratory |Programmed [Correspond Equipment |Equipment |{Equipment R::::::ngnd
ecture :
Shop [Training [Study | Playing | Training |Instruction -ence Library (Lab.) (Dadactie) | Workshop Feedback
G |F 1 G F 1 G F I G F 1 G F I
- - - - - - - *+ - L * * - - - -
9) CAPACITY (10)
ON'S MEANS OF EVALU, STUD! ' PERFORMANCE
Students' enrolment (No.) Output (No. of graduates) INSTITUTI EVALUATING ENTS
Expected No. Interviewv:
Av., No. last No. current| Av. No. last| Grad. this | Written|( Oral | Thesis/ Projects Field former Other
five years acad. year five years acad. year test test | Essay J Practice trainees (specify)
- -+ - - - - - - - - -+ - - - - &
an (12)REDENTIALS DELIVERED BY THE INSTITUTION 12
10! - PR
BUDGET ALLOCATION (recogmized by the Civil Service Commission) DOES (12} QUALIFY HOLDER FOR TMMEDIATE PRACTICE
1 year ago This fin.year . , Other - .
$ Us $ US Degree Diploma| Certificate (spec1fy) Yes o License required
(l4)  OTHER RELEVANT INFORMATION
NOTE: This form has been designed so that a check mark or a number will — 1in most cases -- suffice as an answer.

7

It is intended that separate SUMMARY forms be prepared for the water suerly sub-sector
and sanitation sub-sector respectively.

-
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‘ Human Resources Planning Model

11. STEP 9 -- COMPARE DEMAND WITH SUPPLY
]

________________ 4
WHAT IS IT? ' T |
: | INVENTORY EXISTING MANPOVER ) — pws = :D";"K"g;’” |
PWS 1 &2
This step involves comparison l = i
between the demand for manpower ! STEP 2 |
. . . . DEFINE BASELINE SERVICE DATA
based on the identified service ! PUS 3 8 4 |
targets (Step 3), and the supply of | = |
manpower. This comparison may be | ———demang—Se— —i-'supply——ﬂ
made on an agency-to—agency basis, ! ||s> STE? 6 |
or on a sector-wide basis, one for | I R IS J TR e RESORCES ) 4]
the water supply sub-sector and Fis 5.6 4 7 LLR VLB ) oy
another for the sewerage/sanitation STEP 4 e STEP 7 e {
sub-sector. I1f the supply does not PRIORITIES & DETERTINE TEATNING A Ao
meet the demand, then a number of REQUITEMENTS PS84 9 i P 12 l
options (the intervention process) ~- = |
to close the gap can be considered. “i;mmummwﬂpmm “Z;musmmmnmmy !
One approach might be to reduce the S 740 ms1zeo || |
service targets, or adopt simpler T — [
technologies. Other options should ~ [
also be considered. It is important ‘\ STER S ol
to note that whatever change is A l
made, the implications of that = iy - |
change should be fully explored as STEP 10
to its effect throughout the human DETERHINE FINANCIAL VIABILITY  f= == — — — =~ o
resources planning cycle. = e \mmmw
STEP 11
HOW IS IT DONE? PREPARE NANPOWER DEVELOPMENT
FLAN PWS 15

Summaries of manpower demand were prepared in Step 5, and summaries of
manpower supply in Step 8. The initial comparison for total numbers for each
of the eight job categories can be made by transferring the appropriate
figures from the PWS-7 Demand Summary (Water Supply) and PWS-12 Supply Summary
(Water Supply), onto the Planning Work Sheet PWS-13, entitled "Comparing
Demand and Supply of Manpower by Job Categories'. A similar comparison can be
made for sanitation. The columns in PWS-13 marked DIF will provide an
indication of the general manpower situation and will form the basis for the
intervention process.

For a «closer 1look we will need to focus on the priority job
classifications, their training requirements, (PWS-8), and the 1likely
availability of courses/programmes (PWS-10), which may be able to meet those
needs. It is difficult to design one work sheet which will show all the
relevant information. It is suggested that the PWS-8 and the PWS-10 sheets be
sorted in terms of water supply and sanitation, and then a side-by-side
comparison made. The attempt to find suitable courses annotated on PWS-9 to
match the training priority speciality on PWS-8, will provide an indication of
the existing gap and will guide the planner in choosing appropriate
intervention strategies,
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11. STEP 9 -- COMPARE DEMAND WITH SUPPLY (cont'd)

WHAT ARE THE INTERVENTION STRATEGIES?

The intervention process, i.e., making adjustments to the demand and
supply to bring them into balance, could include making changes in:

- utilization of manpower (e.g. improving manning ratios);
- staff wastage (turnover);

- recruitment procedures;

- training institutions and curricula;

- future goals and future service levels,

In order to achieve balance between the supply of manpower and the demand
for it, some kind of intervention is required. Each situation will require
innovative approaches of its own. What follows are merely a few suggestions
of some types of interventions that could help bring supply in line with
demand.

(1) Better utilization of staff could be considered by adjusting the
staff to population served ratio from, for example, a ratio of
1:350 to 1:700 and planning all the productivity improvements that
this implies.

(2) If a major constraint to meeting the manpower demand has
insufficient funds, reducing future goals and service coverage
might be considered.

(3) Again, when funds are a problem, substituting highly qualified
personnel with less qualified staff for some of the same tasks
could be considered. Civil engineering technicians, for example,
could be used instead of civil engineers.

4) It may be possible to overcome staff shortages by not enforcing the
retirement rule and/or by improving recruitment procedures.

(5) Crash training programmes may provide a short-term solution to some
staff shortages. In-house training using supervisory/technical
staff as trainers should be considered. For the 1long term,
existing training facilities could be better utilized or expanded.

In most manpower planning situations, it is likely that some combination of
possible interventions will be necessary to achieve the desired balance
between supply and demand. In one way or another, they all involve more
effective management.

The final task in this step is to review the manpower and institutional
problems and the policies and programmes (including, perhaps, a re-assessment
of the country's or agency's service targets done in consultation with the
IDWSS Decade's National Action Committee). Then, a revised PWS-7 (Manpower
Forecase and Annual Recruitment Rates), and a revised PWS-8 (Assessment of
Manpower Priorities), are produced for the water supply and sanitation
sub-sectors, respectively. The manpower and training requirements jidentified
in these forms should reflect the limitations identified in the manpower
supply side of the Human Resources Planning Model.
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PWs-13 COMPARING DEMAND AND SUPPLY OF MANPOWER BY JOB CATEGORIES
WATER SUPPLY - SANITATION
COUNTRY DATE
AGENCY
COMPLETED BY
g JOB CLASSIFICATION P“ESE"TQS%TU“‘ON PROJECTED MANPOWER DEMAND/SUPPLY SITUATION
_ "-of T - - 1984 1985 1986 1987 1988 1989 1990
S « &% 5 b
el S < S - 13}
=4 “ [+
=~ @ o
o - = o
~ 1=} @
258 | ¢
@ o " <] > >
$al3 % g g < § = g| & % 5 E| & <
o o] (=) 2] [ [ b ey o P A &
-} (=l =) s | [ [
i3 Ele |5 | 8|5 g{E|5 |88 E|gE|E|s|8|8 ulil5]s
2
1 2 3 4 S 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26
A
B
Cc
D
E
F
G
H
‘otal
NOTES: 1) Job Categories: A - Senior Hanagement D - Junior - Technicnl/Kdnin./Clericn1 G - Unskilled or semi-skilled
B - Professional - Senior Technioll/Adltn./Clericnl E - Craftsmen H - Community-based personnel
C - Intermadiate - 'l‘echnicnl/Adnln /Clerlcnl F - Operator ;
2) Projected Manpower Demand-Supply Situatiom : DEMAND = Manpower Demand from PWS-06 water supply or sanitation susmary; SUPPLY = Manpower Supply from PWS-1l water supply or g
ssnitation summary; DIF = Difference betvesn demand and supply - either negative or positive. ©
S

3)

It {s intended that separate forms be utilized for the water supply and sanitation sub-sectors respectively.
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PHS=7 ...ovvs MAR

COUNTRY :
DATE:
AGENCTES /MINISTRIES:
- —_ — COMPLETED BY:
Present Situation
. 1983 Annual Recruitment Rates
b
a6 o L Bt L]
28 Job Classification - &g 8 B
5 § g 'g E ow 3 1884 1985 | 1986 | 1987 | 1988| 1988 | 1ve0 |2
6 9 B L ; = E Em
0 = =lO®0 o ri W
8 o - - '
282 > o &
) -
- - W
[ ]
1 2 3
4 5 6 7 8 ] 10 11 12 13 14
A
B
(o
D
E
F
G
H
Totals
S A - Senior Management - Junior - Tochnicnl/Adnin./Clericnl

Category B - Profession - Senior Technlcnl/
M-in./Claricnl
C - Intermediate - Technical/
Adnin /Clerlcnl

Zomm®mo
1

Craftsmen
Operator

Urs killed and semi-skilled
Commnity~based personnel

* 1t is intended that separate SIMMAPY forms be prepared for the water supnly sub-sector and the sanitation sub-sector

respectively.
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PHS-8 ........ ASSESSMEMT OF MANPOWER PRIQRITIES

WATER SUPPLY - SANITATION oares

PAGE

86

COUNTRY :
AGENCY: COMPLETED BY:
e Priority and Number of Persons Involved
°
: Traiming Future Staff
- Praority -
" Job Classification c
(8] D W
B -
E g 1984 ] 1985 | 1886 1987 [1Y88 | 198y | 1999
1 2 3 4 5 6 7 8 9 |10 11
A
L]
C
D
E
F
G
B
Tota
lAEend*q‘ Job A - Senior Managemsnt D - Junicr-Technlcal/Adntn /Clerlcll
Category. B - Profession - Senior Technical/ E - Craftamen
Adlin./blericnl F - Operator
C - Intermediate - Technicnl/ G - Unskilled and semi-skilled
Admin./Clerlcnl H - Community-based personnel
Types of (a) On-the-Job Training
Training: (b) Training within sector agency (in-service)
(c) Training outside sectory agency (local)
(d) Training outside sector agency (regional)
(e) Training outside sector agency (external/overseas)
(f) Self-instructional or correspondence
Use column 4 to 1dentify the type of training proposed

NOTE: It 1s intended that separate SUMMARY forms be prepared for the water supply sub-sector and the sanitation
sub-sector respectively.
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) 8

12, STEP 10 —- DETERMINE FINANCIAL VIABILITY

Human Resources Plannino Model

WHAT IS IT?
rr-—-— —™—-—"———™"—™——=—“—T™=/=+— -

In Step 9, the demand and| STEP 1 |
supply of manpower were compared, | IRVENTORT EXISTING HANPOVER 4/"5':;:"?5"[
and  the iterative  intervention — et i
process applied in an attempt to po |
close the gap between supply and | DEPINE BASELINE SERVICE DATA
demand. Revised Summary PWS-7 and s 38 4 |
PWS-8 forms were produced. These : ~ - |
are now used as a basis for the : ——denang k= *—'5“""”—'|
determination of  the  financial ||| 0 (o s wo T vENTORY TRALNING RESODRCES »
viability of the proposed ESTIMATE KANPOUER WEEDS i
programmes. Are funds available to E— ' = |
support salaries, benefits, etc., of TDENTIFY OCCUPATIONAL STER 7
the additional staff to be recruited O Ay DETERIINE TRATNING SIPTLY § ATIRITION RATES |
(PWS~7 revised)? Are there funds to i el = e |
support the necessary training STER 3 sTer 6 |
resources for training present and SUMMAIZE MANPOWER DEMAND SUMMARTZE MANFOVER SUPPLY
propogsed future personnel (PWS-7 ws 748 msaza o || |
revised)? A minimum two—week ) T T I
training period for each of the — ~- l
Training Priority Specialities COMPARE, DEYAND WITH SoyRLY e — — — — — o
(column 3 of PWS-8 revised) should ws 7,8 8 13 |
be assumed for cost estimation * . ~br I
purposes if it is not possible to be s““:mmznmmuLnuunx | o
precise about the durationm, WS 14 & e

~
STEP 11

HOW IS IT DONE? FEgns o T

Using the manpower demand figures identified in the Revised Summary PWS-7
forms (Step 9), a preliminary assessment of likely costs of staff for each of
the plan years is made. The costs should be based on average salary figures,
including any cost-of-living adjustments and other allowances likely during
the plan period. To this should be added the capital and operating costs of
sector-related training institutions/training programmes and fellowships that
are related to the manpower priorities identified in the Revised Summary PWS-8
forms (Step 9).

These total annual costs over the plan period should be compared to the
projected personnel and training funds over the plan period, including
national and external funds. External funds would relate to support provided
by wmultilateral and bilateral agencies for both capital expenditures
(facilities, training materials, etc.) and expertise, both short-term and
long-term. Planning Work Sheet PWS-14 can be used to record the cost
estimates and compare the Funds Required and the Funds Available. Although it
should be possible to estimate the required funds, it may be difficult to
obtain an estimate for the funds which will be available in future years.,
Nevertheless, an estimate should be made for the initial determination of the
financial viability of the manpower and training proposals.
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12. STEP 10 -- DETERMINE FINANCIAL VIABILITY (cont'd)

HOW IS IT DONE? (cont'd)

If the total annual costs over the planning period exceed the annual
funds available to personnel and training, the demand and supply situation
must again be reviewed and suitable interventions made. The first approach
would be to determine if current staff can be used more effectively. The
second would be to increase the personnel and training budget by negotiationm,
preferably without adding to the total budget. The third approach would be to
re~adjust the country's service targets. Alternatively, a combination of
these approaches could be used. Summaries (PWS-7 and PWS-8) will again have
to be revised in order to reflect such adjustments. These second revisions
will then serve as the basis for the proposed Manpower Development Plan.
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COUNTRY:

AGENCY:

PWS-14

WATER SUPPLY -- SANITATION*

A. Fund Required

1. Recurrent
- Sa]aries/Allowances - Staff
- Salaries/Allowances - Trainers
- Training Supplies/Equipment etc.
- Operating Cost of Sector-related Training Institution(s)/
Centre(s)

Sub-Total:

2. Capital and Development Costs
- Salaries/Allawancea
Existing and new staff while undergoing training
- Capital Investment in Training !nstitution(s)/bentre(s)
- Short-term Training Programmes
- Fellowships

Sub-Total -

TOTAL:

Funds Available
1. Recurrent
- salaries/Allowances - Staff
- Snlnries/Allownnces - Trainers
- Training Suppllaa/Equipment etc.
- Operating Cost of Sector-related Training Instltution(s)/
Centre(s)

Sub-Total -
——

2. Capital and Development Costs
- Sllnries/Allowances
Existing and new staff while undergoing training
- Capital Investment in Training Inutltution(s)/bentre(s)
- Local
- External
- Short-term Training Programmes
- Local
- External
- Fellowshipa
- Local
- External
Sub-Total

TOTAL

*It is intended that separate SUMMARY forms be prepared for the water and sanitation sub-sectors.

MANPOWER

FUNDING

COMPLETED BY:

DATE:

1986

1887

1988

1989

1890

68 AoVd
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' > Human Resources Planntna Model
13. STEP 11 -- PREPARE MANPOWER DEVELOPMENT PLAN
r---————-—-—-— = =7 T/ === == 1
| STEP 1 l
[ INVENTORY EXISTING MANPOWER |_— PSS = :Dﬂ";:gn X
WHAT IS IT? I s 12 '
= e - 1
] STEP 2 - |
A manp ower development p 1an I DEFINE BASELINE SERVICE DATA
(MDP) is the logical product of the s 3 8 4 |
planning exercise which was executed - ‘ |
by going through Steps 1 to 10 of : ———denang e —e_ suply 1 l
the hmnan resources p lanning mOde 1 ¢ L. STE;EﬁINE SERVICE TARGETS AND STE:N:'ENTDRY TRAIKING RESOURCES ‘1
It will provide the ESTIMATE MANPOUER NEEDS AND TRATINERS
I

with a human resources plan which
can be presented as a component of
the overall sector plan for a given

PWS 5,6 & 7

PWS 10 & 11

o~

~>

STEP &

REQUIREMENTS

IDENTIFY OCCUPATIONAL
PRIORITIES & DETERMINE TRAINING

STEP 7

PHS 8 & 9

ESTIMATE POTENTIAL MANPOWER
SUPPLY & ATTRITION RATES

PWS 12

==

~

STEP 5

SUMMARIZE MANPOWER DEMAND

STEP 8

PUS 748

SUMMARIZE MANPOWER SUPPLY

PWS 12 & 10

planning period. It should be
stressed that the MDP should not be
viewed in isolation but as an
integral part of the overall sector
plan. The MDP should provide the
sector manager with the necessary

information to be able to defend his
proposals for personnel and training

requirements to meet existing needs
and future service targets, and
provide answers to the following
questions:

1

==

STEP 9
COMPARE DEMAND WITR SUPPLY
PWS 7,8 & 13

e
STEP 10

DETERMINE FINANCIAL VIABILITY
WS 14

o~

= 3
STEP 11

PREPARE MANPOWER DEVELOPHMENT

PLAN
PUS 15

Who needs development/training and how many? Step 3.

When should the development/training be done? Step 3.

What development/training do they need? Step 4.

What type of development/training should be done? Step 6.

What are the estimated costs? Step 10,
WHAT ARE THE COMPONENTS OF A MDP?

The essential components of a MDP are:

(a)

An outline of major human resources planning considerations

and the

resulting major human resources development recommendations;

(b)
(c)

classification and the
(salary/allowances, etc.)
planning period.

T

espective

An identification of training resourcesy and

personnel

An estimate of overall manpower needs by job catagory and by job
estimated
and other recurrent costs,

costs

over a given
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WATER SUPPLY - SANITATION

COMPLETED BY:

COUNTRY:
AGENCY/MINISTRY: DATE:
o No. of staff fraining Prioric T ¢ 1983/1984 1984/1985
o . . raining Priority ype o
i Job Classification Exist- Training | No. of No. of No. of No. of
L] 5 New - X Y . X Y
K] ing trainees | man/weeks trainees | man/weeks
A
B
[
D
E
F
G
H
Totatl-: -
Notes: 1. Job Category: A - Senior Management Staff D - Junior Technical/Clerical Staff H - Community-based personnal
B - Professional Engineers/Administrators/ E - Craftsmen '
Accountants F - Operators
C - Senior/Intermediate Non-Professional StaffG - Unskilled and Semi-skilled Staff
2. Types of Training: (a) On-the-job (d) Training outside sector agency (national)
(b) Training within sector agency (in-service) (e) _ Training outside sector agency (external/overseas)
(c) Training outside sector agency (regional) (f) Self-instructional or correspondence course
3. Annual Costs: X = Recurrent Costs (see PWS-14)
Y = Capital and Development Costs (see PWS-14)
4. Plan Continuation: Similar planning forms should be made for all years covered by the planning period.
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INTRODUCT ION

The Planning Chapter dealt with the long and medium term demand and supply
of manpower, In this chapter we shall deal with the further refinement of the
Manpower Development Plan, This will involve the identification of
performance problems you are facing, and a determination whether training
and/or development should be a part of the solution for those problems. The
TRAINING AND DEVELOPMENT PLAN extends and amplifies the Manpower Development °
Plan. What was a general training and development aim in the Manpower
Development Plan leads to a specific training programme in the Training and
Development Plan. If, for example, the Manpower Development Plan has
identified the need to train 50 more plumbers in the task of installing new
services, the Training Plan will specify WHICH plumbers need HOW MUCH training
in precisely WHICH SKILLS for the installation of new services; WHERE and
WHEN that training will take place; WHO will teach the course; and what the
expected COST of the training will be. The development part of the plan is
complementary to the formal training programmes. It is that part which is
concerned with the personal development of individuals and which tends to take
place on the job and is thus more the responsibility of managers and
supervisors.

This plan, with its training and development components, is the day-to~day
expression of the overall training and development policy of the agency as
agreed by senior management. This policy is described along with other
Personnel Policies in the Management Chapter (page 152). 1In short, the

Training and Development Plap provides more specific answers than the Manpower

Development Plan to the following questions:

Who needs it and how many? Where should it be done?
What do they need? When should it be done?
How much do they need? Who should do it?

What form would be best? What is the estimated cost?

From this can be seen how interdependent planning and training are.
Neither of them can exist in a vacuum. They both require to be managed in an
intergrated way, together with all of the other activities of the Personnel
Function. This is described in the Management Chapter.

This chapter also includes:

- a section on the preparation of a training programme. Useful tips
on the procedures of developing a systematic training event are
included.

- a section devoted to guidelines for formulating training programmes
for community based workers to promote water supply and sanitation.*

WHO SHOULD DEVELOP THE TRAINING AND DEVELOPMENT PLAN?

The Annual Plan is a detailed document. Eliciting the information for the
plan can be time consuming. In a large ministry/agency, or one in which a
great deal of training is contemplated, it is not likely that one person could
or should have the entire responsibility of developing the plan. In most

* Prepared by WHO, South-East Asia Regional Office, New Delhi.
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INTRODUCTION (cont'd)

cases, determining the Plan will be the result of coordinated efforts by a
number of people. Those whose help should be enlisted include: the training
manager, officer or coordinator; managers; supervisors in areas for which
training is proposed; and potential instructors. All will have areas of
expertise which can help in the decision-making necessary in order to finalize
the Training and Development Plan.

Managers, for example, and others who were involved in making the Manpower
Development Plan can lend assistance when making decisions related to Step One,
"Determine Training and Development Needs'". Supervisors must have direct input
in Steps Two and Three in which tasks are analyzed and trainees selected. Their
familiarity with the task involved in the performance of the job plus their
knowledge of their subordinates makes them the ideal candidates to conduct these
steps. Potential instructors, managers and supervisors all will be able to give
valuable assistance with Step Four, "Determine type of training and development
that is appropriate'". The instructors having specialized knowledge about both
the skill to be taught and teaching methodologies can provide the basis for
decisions about the formal programmes and courses. The managers and supervisors
having the expertise for the equally important and complementary personal
development that needs to take place "on the job". The training manager or
coordinator will most likely conduct Steps Five, Six and Seven based on input
from other sources. The staff of universities and local colleges providing
support programmes for water supply and sanitation personnel are important
sources of help. They should be kept informed of sector needs and be encouraged
to adjust, and if necessary, tailor-make their programmes to meet these needs
whether they be for managers, engineers, hydrogeologists, technicians or
commnity-based workers/volunteers. Before describing the detailed steps of a
training plan some explanation is necessary of how a training function can be
organized. This will vary from one agency to another, in terms of both size of
the agency and reporting structure within it, according to need. Whether, for
example, it reports in to the General manager or the Personnel manager is for
the agency to decide, effectiveness of operation being the prime factor.
Whether the function is big enough to have its own manager and staff again
depends on need.

In any case the function encompasses organization, implementation and
evaluation of all the activities related to training, (e.g. in-service, short or
long-term, vocational or academic, formal or non-formal, and production of
instructional manuals and materials). It includes monitoring and determination
of effectiveness of training in relation to the Agency's goals. In one form or
another it requires the establishment of a well structured administrative
entity, which, in turn, should be supported by an appropriate HRD policy.

SECTION 1: PREPARATION OF AN ANNUAL TRAINING AND DEVELOPMENT PLAN

A chart illustrating the steps necessary for the production of an Annual
Plan follows. It is important to note that each of the first six steps must be
carried out FOR EACH of the proposed training programmes for a specific job
classification shown on the MDP. Thus, for a year in which 10 training
. programmes will be offered, the six steps will be conducted 10 times, The
seventh step, "Prepare the Annual Training and Development Plan" is a summary of
all other steps.
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COUNTRY *
AGENCY/MINISTRY-
[ No. of staff
2 % Job Classification Exsat- |
] "‘35 eV
o
L8]

>

Total:

AND DEVELOPMENT PLAN

WHAT

WHAT

WHO

HOW

WHERE, WHEN
BY WHOM

PAGE 96

DATA FOR ALL TRAINING
AND DEVELOFMENT
PROPOSED DURING A
1-YEAR PERIOD IS
SUMMARIZED ON THE
ANNUAL PLAN

v

e

Inatructor

Type of Training and Duration
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courses)
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* STEP ONE: DETERMINE TRAINING AND DEVELOPMENT NEEDS

WH'AT IS IT? ‘ erPDE‘TEB.HlNE TRAINING AND
DEVELOPMENT KEEDS
It is a step that uses analysis to clarify what
and how much training and development is needed and -
appropriate for the organization and the trainees. J—
ANALYZE  TASKS
WHY IS IT NEEDED?
v
It is necessary to determine needs in order to
assist the WS&S sector to meet its goals of extending sTep 3
the coverage and improving the quality of service. In SELECT  TRAINERS
most cases, manpower will have to be trained or
re-trained to meet those goals. A careful analysis of o
training needs is also important because training is STEP 4
often mistakenly applied as a solution to problems that DT e
do not, in fact, respond to training. Development of
the organizational and/or managerial system may be much
more appropriate in such instances. -
STEP 5
SELECT VENUE, INSTRLCTORS
HOW IS IT DONE? ) AND DATES
The Manpower Development Plan developed in Chapter -
Two will give a clear idea of the number and clas- STER
sification of staff members who will be needed in the DETERMINE COSTS
foreseeable future. You will use that information as a s -
basis for a deeper analysis of needs. . In' some cases G
you will re-affirm the need for training as indicated
in the Manpower Development Plan; in other cases, your STEP T ]
closer look may determine that training is not P EveLom T P
appropriate at this time.

Reviewing the previously prepared Manpower Development Plan is the first,
but not the only aspect of Step One. You may find that although there are
currently enough employees working within the sector, their performance is not -
what it could or should be. Should you, therefore, give them more training?
Should they be given fellowships? Sent on study tours or short courses? Will
more training raise the level of their performance?

A Performance Deficiency Analysis, the second aspect of Step One, will
help answer these questions. A Performance Deficiency Analysis looks at the

cause of the problem in order to determine the solution. When you are seeking

solutions to performance problems, IT IS JUST AS IMPORTANT THAT YOU DEFINE THE
CAUSE OF (i.e. diagnose) THE PERFORMANCE DEFICIENCY AS IT IS TO PINPOINT THE
TASK(S) THAT ARE DEFICIENT.
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STEP ONE; DETERMINE TRAINING NEEDS (cont'd)

Robert F. Mager refers to this need for diagnosis in his book, Goal

Analysis.

"Like medication, instruction can be given when none is needed. It is
also possible, as in prescribing medication, to instruct when some other
remedy would be more to the point. Therefore, it is as appropriate for
those who would solve problems of human performance to carry out an
analysis before selecting a remedy, as it is for a physician to make a
diagnosis before prescribing a cure®."

A performance deficiency exists when there is a difference between the desired
result and the actual result. You may, for example, expect that 100 metres of
150mm diameter new distribution pipe be laid each week by a 5 man crew. If
the actual amount laid is only 65 metres, a performance deficiency exists.
Similarly, if you have set a goal that customer complaints will be dealt with
within three working days and you find that some complaints are never going
beyond the receptionist, there is a performance deficiency.

The solution selected to correct the deficiency depends on its cause.
Causes may be divided into three major categories,**

Lack of skill or knowledge -— The worker does not know how, when or how
well to perform.

Environmental and/or management causes -— The work environment, the
management procedures, the supplies, the tools, the work procedure, the
lack of available transportation, etc., prevent or hinder the worker from
performing adequately.

Motivational, incentive or attitude -- The worker's motivation or attitude
interferes with his/her ‘performance; or the incentives provided are
inadequate.

* MAGER, R.F. Goal analysis: Belmont, California: Fearon Publishers Inc.,
1972 p. 5

%% AUSTIN, J. A. How will developing nations train their manpower for water
quality management?, Tel Aviv, December 1979. P.3

Y

[}



a1

HRD HANDBOOK

CHAPTER 3: TRAINING PAGE 99

STEP ONE: DETERMINE TRAINING NEEDS (cont'd)

USEFUL AIDS TO STEP ONE

In order to do the Performance Deficiency Analysis, you will want to
examine a problem —— a performance deficiency. Think of an area in which you
are not satisfied with the quality of work being done. To help decide what is
the probable cause of that performance deficiency, analyze it by asking the
following questionms,

Lack of Skill or Knowledge

(a) Has the worker* been trained to carry out mastery performance?

(b) If the training has been conducted, was it adequate?

(c) Is there evidence that the worker does not know what, when, how, or
how well to do the task?

(d) 1Is there evidence that the worker can perform, but has difficulty
transferring the knowledge or skill to the job?

Environmental and/or Management Causes

(a) Are there poor working conditions where the task must be performed?
(b) Are tools and equipment adequate?

(c) Is there sufficient time to perform this task?

(d) Is there sufficient manpower assigned to perform this task?

(e) Is there disagreement over the method used to perform this task?
(£) Is there a lack of access to data or resources?

(g) Are the criteria for job performance too demanding?

(h) Is there interference from another task (i.e. scheduling)?

(i) Is there adequate supervision?

Motivational, Incentive or Attitudinal

(a) Can the worker perform some of the time, but not always?

(b) 1Is good timely feedback provided on performance?

(¢) Are there adequate incentives to the worker?

(d) Is the task unpleasant in the mind of the worker?

(e) Are poor supervision techniques used?

(f) Does the worker lack perception of the values of the task?

(g) Are there appropriate consequences for adequate and inadequate
performance?

(h) 1Is the task repetitive or boring?

(i) Is the task of low priority or competing priority?

IF YOU DISCOVER THAT A LACK OF SKILLS OR KNOWLEDGE IS THE PRIMARY CAUSE OF THE
PERFORMANCE PROBLEM TRAINING IS THE LIKELY SOLUTION. BEWARE, HOWEVER, THAT
PERFORMANCE PROBLEMS THAT STEM FROM ENVIRONMENTAL AND/OR MANAGEMENT CAUSES, OR
FROM MOTIVATIONAL CAUSES WILL PROBABLY NOT BE SOLVED IF YOU USE TRAINING AS
THE SOLUTION. SUCH PROBLEMS REQUIRE APPROPRIATE SOLUTIONS.

* Worker is used here and subsequently to cover all employees of an agency,
plus part timers and unpaid helpers.
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‘ STEP TWO: SELECT AND ANALYZE TASKS

WHAT IS IT?

When you have found performance deficiencies that
will respond to a training solution, you must determine
which specific tasks in the overall job are causing the
performance problem. These are the tasks that a training
course should deal with. Selection of specific tasks is
one aspect of Step Two,

Analysis is another. Analysis means breaking down
into simpler elements. A Task Analysis, therefore, means
breaking down a task in order to identify the skills, the
knowledge and the abilities required of a worker for
mastery job performance.

WHY IS IT NEEDED?

Task Analysis is esgssential because TRAINING SHOULD BE
BASED UPON THE JOB TASKS THAT THE TRAINEE IS EXPECTED TO
PERFORM. The skills, facts and attitudes that he needs
are identified through a Task Analysis. A training
course is then designed to teach all the skills,
knowledge and attitudes that are required of the worker
if he is to perform his appointed task(s) effectively.

A Task Analysis is crucial to the formulation of
performance-based Job Descriptions. Each worker ideally
should have a well written job description so that he
knows what 1is expected. Similarly, Task Analysis can
also be used as a basis for objective supervision. When
the supervisor has clear and specific knowledge about the
worker's task, he is able to spot problems and help the
worker.

HOW IS IT DONE?

STEP 1
DETERMINE TRAINING AND

DEVELOPMENT NEEDS

STEP 2
ANALYZE  TASKS
STEP 3
SELECT  TRAINERS
STEP 4
DETERMINE TYPE OF
TRAINING
STEP 5
SELECT VENUE, INSTRUCTORS
AND DATES
SIEP 6
DETERMINE COSTS
STEP 7

PREPARE TRAINING AXD
DEVELOPHENT PLAN

In order to carry out a Task Analysis you should observe a worker who is a

master performer.

Note down all the steps of the task as he performs them.

You might also want to ask him to write or tell the steps because he may be

aware of steps that your observation has missed.
the steps of the task. Ask yourself such questions as:

- What must a worker be able to do to accomplish
this task?

- What prior skills must he have?

- What prior knowledge must he have?

- What concepts or meanings must he understand
before he can perform?

What type of skills are involved.

Then carefully think through

- Can the steps in the task be broken down into sub-steps?

knowledge, understandings?

Do the sub-steps require different prior skills,
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STEP _TWO: SELECT AND ANALYZE TASKS (cont'd)

Study the detailed example (IS-0l) on Page 102 of a task analysis on the
following pages. It graphically illustrates how one person analyzed the task
of installing new services. With such a complete analysis as a guide, it is
easy to see how a supervisor could use this knowledge to a) train a new
employee to do the task, and b) closely supervise the work, in this case, of
the plumber charged with the installation.

Prior to planning any training event you will want to analyze each task
that is to be taught. Only when you have broken the task into its component
steps can you begin to plan a training session.

USEFUL AIDS TO STEP TWOQO

IS-02 is a sample Task Analysis form. You will want to use similar forms
in order to formalize an analysis for each task that will be the subject or
segment of a training course.

Full details of Task Analysis are presented in the following two documents:

Instructor's Manual and Planning Guide for Training of Trainers; and

A Guide for Training Manual Developers,

prepared by the Caribbean Basin Water Management Project. They are available
upon request from the Environmental Health Division of Regional WHO offices.
(For addresses see Bibliography in Reference Notes section).
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POSITION: _Utility Plumber

TASK ANALYSIS WORKSIHLCET

TASK:

Instglls New Services

WHAT THE WORKER DOES
{Operation)

HOW HE DOES IT (Step)

Wily HE DOES |IT

VIIAT HE NEEDS TO KHOW

Cuts and threads pipe

Measures length, cuts pipe

with hand hacksaw and threads
with hard die.

To connect pipe and
fittings for service
supply.

1. Skill in taking and
reading measurements.

2. Skill in -manipulating
hacksaw and hard die.

3. Kknowledge of thread

types, quality and
defects.

Makea soldered joints

Cleans ends, aseembles ends,
appliea solder using butane
torch.

To gecure joints and
engure leak-free
connections.

1. Knowledge of solder
and soldering prosess.

2. Process on applying
golder.

3. 8kill in identifying
defects in soldered
Jjoints.

List conclisely and
accurately each
operation pertormed
to complete the job
task.

Describe simply but com-
pletely how each of the
operations are performed.

Explain very concisely
the reasons for perfor-

ming each operation,

CfsT all that is requlred

in order that cach opeiratlon

Is performed efficiently -
reading, calculation, colour,
smell or tasle, recoynition etc
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POSITION:

TASK ANALYS!IS WORKSHEET

Utility Plionber

TASK:

Installe New Serviceg (Cont'd)

WHAT THE WORKER DOES
{Operation)

HOW HE DOES IT (Step)

WHY (IE GOES T

WHAT HE NEEDS TO KNOW

Installe meter

Prepares ends, positions and
aligns meter, couples up
metar and pipe and tightens
with hard wrench,

To provide measurement
of water consumed,

1. Knowledge of the several
types of meters.

2. Knowledge of the in-
stallation procedure
of each type.

3. Skill in using the
toole required.

10-S1 LEFHS NOILVWHOANI

4. Ability to make leak-
free threaded jointe.

Installs vgzlvea

Determina position, prepares
end then positions and coup-
lee valve ends and tightens
with pipe wrench,

To provide a control
point in the service
main.

1, KXnowledge of the types
and wﬁing principles
of valveas.

2. Knowledge of the ingtall-
ation procedure of each

type.

3. Skill in manipulating the
installation tools.

List conclsely and
accurately each
operation performed
to complete the job
task.

o«

o)

L)

Describe simply but com-
pletely how each of the
operations are performed,

Explain very concisely
the reasons for perfor-
ining each operation.

LTst all that Is requlred”

Tn order that each operatlon
Is performed efficiently -
reading, calculation, colour,
smell or taste, recognition,et

IS w)
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TASK ANALYS1S VWORKSHLET

TASK:  TImstalls New Serviceg (Cont'd)

POSITION; Utility Plumber

WHAT THE WORKER DOES HOW HE DOES 1T (Step) WHY HE DOES IT WHAT [IE NEEDS TO KNOW

(Operatigqn)

4. Skill in making leak-
free threaded joint.

Installs wvalves

(Cont'd)

Taps main and installs | Identifies point to tap, sets| To facilitate the 1. Xnowledge of the tapping

ferrule up tapping machine and connection of service maching including how .
attaches to main: operates line to main. it i8 operated.
machine wuntil main 18 tapped
then removes machine with 2. Knowledge of the size of
ferrule in position. taps and their code

elassification.

3. Skill in setting up
tapping machine and
operating the machine.

Lays distribution pipe | Positions and connects pipe, | To provide a continuous | 1. Knowledge of the several
seale and tightens joints flow of water from the types of pipes in use.

using the pipe wrench, main to consumer.
2. Knowledge of the several
pipe sizes and grades.

List concisely and Describe simply but com- Explain very concisely | LTst all that Vs required

accurately each pletely how each of the the reasons for perfor-| in order that each operation

peraliun performed vperations are performed, ming each operation. Is performed efficlently -

to complete the job reading, calculation, colour,
smell or taste, recognition,etc

task.

10-S1 IEAHS NOIIVWIOINI
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TASK ANALYSIS WORKSHEET

{Cont‘a)

WHAT THE WORKER DOES
Operation

WHAT HE NEEDS TO KHOW

Laye distribution pipe
(Cont'd)

3. KXnowledge of gradient
and flow of water.

4. Ability to make leak-
free joints.

List concisely and
accurately each
operation performed

to complete the job
vask,

PUSITION: __ Upility Plumber VASN.__insiglle few
HOW MHE DOES IT (Step) wHY NE DOES 1T
Describe simply but com- Explain very concisely
pletely how each of the the reasons for perfor-
operations are performed. ming each operation.

%
: @

List all that Ts requlred

Tn order that each operation

ls performed efficlently -
readlng, calculation, colour,
smell or taste, recagnitijon,etc.

10~S1 LEAAS NOLIVREOANY

GOl @DVd



POSITION:

TASK ANALYSIS WORKSHEET

TASK:

WHAT THE WORKER DOES
{Operation)

HOW HE DOES IT (Step)

WHY HE DOES IT

WHAT HE NEEDS TO KNOW

List concisely and
accuralely each
aoperatlon performed
to complete the job
task.

Describe simply but com-
pletely how each of the
operations are performed.

Explain very conclsely
the reasons for perfor-
ming each operation.

List all that Ts required”

In order that each operatlon

Is performed efflclently -
readlng, calculation, calour,
smell or taste, recognltion,etc.
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STEP THREE; SELECT TRAINEES

STEP 1
DETERMINE TRAINING AND

DEVELOPMENT NEEDS

WHAT IS IT?

-

It is a crucial step for ensuring a successful STEP 2
training outcome. It is the point at which you ANALYZE  TASKS
determine which workers need and can most benefit from
the proposed training.

¥

Names of trainees will be listed on an attachment SrEp 3

to the Annual Training Plan. SELECT  TRAINERS

WHY IS IT NEEDED? v

STEP 4

. . . . DETERMINE TYPE OF
A careful trainee selection is needed in order to TRAINING

ensure that:

l. The trainees are actually lacking in the
skills or knowledge which will be taught in STEP 5
11 SELECT VENUE, INSTRUCTORS
the proposed training course. , TND DATES
2. The trainees have the necessary background and 59

pre-requisites to benefit from the proposed

T STEP 6
training.

DETERMIME COSTS

3. The trainees will be or are presently assigned
to work in an area where the skills/knowledge v

can be used. STEP 7

PREPARE TRAINING AND
DEVELOP ENT PLAMN

HOW IS IT DONE?

A simple diagnostic test can help in establishing the knowledge, skill and
attitude levels of trainees. The test, based on the Task Analysis done in
Step Two can be performed as:

l. Discussion with the employee's supervisor, and on the basis of it,
possibly also,

2. Observation of the employee as he currently performs the task.

3. Oral or written questioning of the prospective trainee.

Although the actual testing situation need not be formal, the preparation
for the testing should be a thorough study of the Task Analysis. If, for
example, it is intended to present a training course to improve the
performance of the plumbers laying distribution mains, you will need to be
very familiar with the skills, knowledge and attitudes necessary to perform
that task to the standard required. Looking at the task aralysis you will see
that the successful plumber will need, for example, an ability to read plans,
some physical skills and a positive attitude about working outdoors. The
diagnostic test will therefore include an inquiry into the prospective
trainees' prior knowledge, physical skill and attitudes.
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STEP THREE: SELECT TRAINEES (cont'd)

Please note that you are NOT looking for trainees who can already perform
the required skills but rather for people who have the potential to benefit
from the proposed training. If diagnostic testing shows a significant number
of trainees lacking in a knowledge or skill area, this material should be
included in the training course., If only a few prospective trainees are
deficient, individual remedial programmes could be devised.

It may sometimes happen that thorough diagnostic testing can not be
performed prior to the start of the training programmes. In that case,
trainees should be selected on the basis of their supervisor's opinions of
their abilities and their own reported interest and evaluation of their
abilities.

When selecting trainees for a proposed training course you should look at
the employees present standard of performance; his pre-requisite knowledge,
skills and attitudes; and HIS WORK ASSIGNMENT AFTER THE COMPLETION OF THE
COURSE. Needless to say, only trainees who will actually have some use for
the proposed training should be selected for the training programme.

It is during Step Three that you will also want to consider the
geographical regions and/otr work divisions of the potential trainees. If the
skills to be taught are needed throughout the WS&S sector, you will want to
have a representative geographical distribution of trainees.

At this stage you should also note whether some or all of the trainees
will need transportation and/or accommodations for attendance at the course.
Such information may very well affect the cost, duration and location of the
training. —

USEFUL AIDS TO STEP THREE

1. The Task Analysis previously prepared is an invaluable tool for
determining the skills, knowledge and attitudes that are necessary for the
performance of the task. You will be able to determine the pre-requisites for
entry into the course from a study of the Task Analysis. When examining the
Task Analysis ask yourself such questions as:

A, What mental abilities are required here? e.g. reading?
writing? discriminating? analyzing? recognizing?
evaluating? appraising? making mathematical calculations?
teporting?.

B. What physical abilities are required here? e.g. lifting?
withstanding temperature extremes? driving? using tools?

c. What social abilities are required here? e.g. communica-
ting? cooperating? supervising? criticizing? organizing?

Consider selecting only those employees who have the pre-requisite skills and
knowledge.
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STEP THREE: SELECT TRAINEES (comt'd)

2. To prepare the diagnostic test itself, wuse the information gathered
through the Task Analysis to develop testing criteria. Observe or ask about
the current skills and knowledge of the prospective trainees, If they cannot
presently perform the task to the standard required, they are likely
candidates for inclusion in the training course.

3. You will also want to inquire into the personnel policies pertaining to
the future work assigmments of prospective trainees. It is important that the
newly trained individual will be assigned to work where he is both able and
motivated to perform. If it is unlikely that the trainee will be given such
an assigmment, his place in the training course should be allotted to another
candidate.
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w~

STEP FOUR: DETERMINE TYPE OF TRAINING THAT IS APPROPRIATE

WHAT IS IT? STEF 1

DETERMINE TRAINING ARD
DEVELOPMENT NEEDS
In this step, decisions are made as to the type of

training that is appropriate and feasible for the proposed e
training course. Selections will be made from the — = )
following categories:

ANALYZE  TASKS

= On—the-job
- Training within a sector agency (in-house) XYW
- Training outside a sector agency (local)

- Training outside a sector agency (regional)

- Training outside a sector agency (external/overseas)
-~ Self-paced Training (self-instructional programmmed

STEP 3

SELECT  TRAINERS

texts and correspondence courses). W
... e
DETERMINE TYPE OF
WHY IS IT NEEDED? A
Different methods of training are appropriate for -
different types of learning. Learning to drive a vehicle STEP 5
requires different methods than, for example, learning to SELECT VENUE, INSTRUCTORS
do mental arithmetic calculations. When you performed a AND DATES
Task Analysis (Step Two) you became aware of the specific e
skills that must be mastered by the successful trainee. —
In this Step, you again use that knowledge, plus a STEP 6
knowledge of basic 1learning psychology 1in order to DETERMINE COSTS
determine what type of training is best suited for the
specific 1learning objectives of the proposed training r=—.
course,
STEP 7
PREPARE TRAINING AND
DEVELOP:IENT PLAN
HOW IS IT DONE? Q

You will base your decision regarding the type of training that will best
suit your objectives on several factors:

T

The type of learning involved

The number of trainees needing the training

The extent of learning necessary (in terms of time)
Suitability of available courses

The availability of instructors and materials.

v wN =
.

Educational psychologists have discovered that different methods of
training are suitable for different types of learning. Most of the training
you will be concerned with will have as its objectives the learning of skills
(i.e. performance). It is appropriate, therefore, to briefly discuss the way
in which skills are best learned.
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STEP FOUR: DETERMINE TYPE OF TRAINING THAT IS APPROPRIATE (cont'd)

There are three important steps to mastery of a skill:

1. Mentally understanding what is required in the performance of the
skill (e.g. one must understand how to shift gears in a car before
one can practice and perfect the shifting).

2. Physically practicing the sub-skills or steps (e.g. one needs to
practice putting in the clutch and shifting to each gear
separately).

3. Physically practicing the total skill (e.g. one needs to practice
actually driving a car and shifting at the appropriate times in
order to completely learn how to shift gears).

When you are aware of the steps that are a necessary part of skill
learning, you will ensure that the type of training you select will provide
ample opportunity for the trainees to practice both the sub-skills and the
total skill to be mastered. You should not, for example, subject trainees to
long lecture-type courses if their goal is to learn a skill. You may often
choose on-the~job training rather than off-the-job training because the former
provides an ideal opportunity to practice and apply the skills that are being
taught. You will seriously question any course that aims at merely teaching
its trainees about a skill rather than teaching how to perform the skill. A
course on the theory of water quality is less likely to improve water quality
than is a course teaching how to take water samples, perform tests and make
suitable adjustments.

The guiding principal in selecting the type of training is to keep the
training as job-related as possible. Systematic on-the-job training 1is
appropriate for the development of most skills, particularly manual and
supervisory skills. It may, however, be complemented by off-the-job training
within, or without, the sector agency. The Water Industry Training
Association, in London, have compiled a set of tables, one for each major job
description, indicating suggested training both off-the-job and on-the-job.
For example, they have produced job training recommendations for Resident
Engineers (see Reference Notes, section 5), for Water Quality Officers, and
for Distribution Foreman/Supervisor. It is particularly interesting to note
the detailed job description without which the training requirements could not
be effectively compiled.

Other factors on which to base your decision about the type of training

concern the availabilty and suitability of instructors, materials and training
space. The cost of each option will also undoubtedly be a factor.

USEFUL _AIDS TO STEP FOUR

When 1looking at ready-made external courses, you should examine how
closely the objectives of the course match the needs of your organization.
Consider the following points:

a) Do the course objectives match the needs of the sector agency and the
trainee? Are the course objectives set out clearly enough to judge th1s7



HRD HANDBOOK

PAGE 112 CHAPTER 3: TRAINING

STEP FOUR: DETERMINE TYPE OF TRAINING THAT TS APPROPRIATE (cont'd)

b) 1Is the course length realistic? Does the course appear to be well prepared
and planned?

¢) What training methods will be used? Will they offer adequate opportunity
for trainee participation and practice? (See next page, 1S-03 for a table
illustrating some learning principles as they are applied in wvarious
training methodologies).

d) Does the training staff have appropriate experience and skill to teach?.
e) What do previous trainees/trainers have to say about the course?

f) If the current courses offered from outside institutions do not seem
suitable, are the institutions willing to design a special course for the
WS&S sector? (The information gathered in Step Two, Analyze Tasks, can
provide the necessary guide for a new course outline.)

If your study of available options leads you to believe that a local,
in-sector or in-house training programme would be most suitable, you will want
to consider the following questions:

a) Are there sector employees who are master performers at the task for which
training is needed?

b) Are written training materials necessary? If so, can they be 1locally
developed? (See Guide for Training Manual Developers* for Instructions
for developing training manuals).

¢) Are manpower, money and time available for developing training materials?
d) Have guidelines been set describing the course content? (Task Analysis).

e) Will or do supervisors readily and effectively take on the respomsibility
of training their subordinates?

f) Have any sector employees participated in a Training of Trainers Course?
g) Could the employee who writes the materials also teach the course?

h) Is there a sector training centre? Are basic training aids available
(e.g. chalk boards, laboratory equipment, demonstration materials)?

NOTE: Section 2 of this chapter, following Step 7, provides a brief guide to
the preparation of an in—house training course.

*Available from the Environmental Health Division of WHO Regional
Offices. See addresses in Bibliography, Reference Notes section.

L
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INFORMATION SHEET: I1S-03

TRATINING METHODOLOGIES

When selecting a training methodology, we must be very clear about what we
hope to achieve through training. The training objective will influence the
choice of methodology. The main factors affecting the choice are shown below.

Human factors Objectives
- Teacher (trainer) - Knowledge
- Participants = Skills
- Environment - Attitudes
Subject Area Time and Material Factors
- Specific subject - Time
- Inter—disciplinary - Finance
problems - Teaching facilities

Principles of Learning

- Motivation

- Active involvement

- Individual approach

-~ Sequencing and structuring
- Feedback

- Transfer

The application of some principles of learning in training/teaching
methods is illustrated in the diagram below.” '

0 = > g +
- o o o ~ 0:3
Method ?;D'_’ o o 2 la | e | wE
- QO ~ 0 [%2] () = [ o Eo

. = 23 <! Al Ao | ~
—-H o + ~5 O Qo - o o >»| 2T
Principle « I3) o ® n {uE |[Ad | 2o | dw
| S - @ | 3] S5 d o~ Pk o0
&= O = B A O MO |mEpn | ||
Motivation - . - . - . - E]
Active 1nvolvement . [:] . - - . . .
Individual approach - NN EN BE BE | - |
Sequencing and structuring { i} . SEE BE BEREE | -
Feedback R Ciam N ENEOC
Transfer - [:] D - . . . D

Rating: . Good l Average [ weak
x

An introductory course in teaching and training methods for
management development, International Labour Organization, 1977, Geneva.
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* STEP FIVE: SELECT VENUE, INSTRUCTORS AND DATES

WHAT IS IT?
At this step, formal and definite decisions are

made regarding the place, the dates and the
instructor(s) for the proposed training.

WHY IS IT NEEDED?

In order that the Training Plan becomes a guide
for ACTION, the above factors must be included.

HOW IS IT DONE?

Having already examined the type of training that
is most suitable (Step Four) and having examined the
available options, this step only requires the
finalizing of the decision.

An estimate of the time needed for the training
must be made in conjunction with the instructor. You
should remember, however, that although knowledge is
relatively quick and easy to impart, the practical
application of the related skill will take longer to
develop. Judgements about the 1length of a course
should be based on estimates of average ability.

It may be necessary to select dates for the course
prior to arranging for the venue and instructor; or
you may find that the availability of the venue and
instructor will determine the timing of the course.
Either way, when selecting dates for the course, be

sure that the prospective trainees will be available at that time.

holidays and work loads should both be considered.

The venue for the training course will be determined by the nature of the
On-the-job training may require
Courses with a classroom component can often be taught
Courses requiring some laboratory
work will obviously need a facility that allows for that.

course and the number of trainees involved.
no extra room at all.
in an available room within the agency.

STEP 1
DETERMINE TRAINING AND

DEVELOPMENT NEEDS

-

STEP 2
ANALYZE  TASKS

.t

STEP J
SELECT  TRAINERS

o~

STEP 4
DETERMINE TYPE OF
TRAINING
STEP 5
SELECT VENUE, INSTRUCTORS
AND DATES

STEP 6

DETERMIRE COSTS

v

STEP 7

PREPARE TRAINING AXD
DEVELOP ENT PLAM

Some of the characteristics of a good presentation site are:

(a) It has adequate space for working, laying out tools, equipment and
aids. It is large enough so that all course participants will

have an unobstructed view when demonstrations are being given.

Important

¢
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STEP FIVE: SELECT VENUE, INSTRUCTORS AND DATES (cont'd)

(b) It is away from distractions such as noisy crowds, machines and
traffic.
() Lighting and ventilation are adequate.

Using vocational and technical schools within the area often proves to be
a good solution when sector facilities are not available.

Choice of venue should also consider travel and accommodation
possibilities for participants; skilled workers in developing countries
normally do not have the same allowances, etc. as professional personnel. You
should therefore consider the feasibility of arranging mobile programmes that
can visit regional centres or individual municipalities.

When selecting an instructor keep in mind that the ideal trainer is a
supervisor or manager within your organization who has had some training in
the techniques of instruction. No matter who is selected for the training
assignment, however, you should satisfy yourself that the answers to the
following questions are positive.

1. Does he know the subject? Can he practice the skills involved?

2, Has he the personality to understand and sympathize with his
trainees' difficulties?

3. Can he organize and present his material in a logical manner?
4, Is he effective in meeting training objectives?

In most WS&S sector agencies, it will probably -be necessary to train more
trainers. These instructors should, if possible, come directly from the
sector. This follows the philosophy that "TRAINING is an INTEGRAL COMPONENT
OF MANAGEMENT RESPONSIBILITY". It should also be noted that this is in
keeping with recommendation 78m from the UN Water Conference (1977) which
states the following:

"take steps to encourage operational managers and supervisors

to play their part, both individually and collectively, as
non-professional and part—time trainers/instructors of their own
staff".

All too frequently supervisory staff back away from any training duties
because they believe it is the job of the Training Officer. To ensure that
training does truly become an integral component of management action, it is
proposed that many of the trainers be drawn from the ranks of the sector

agencies -- not necessarily to become full-time instructors in any sense of
the word, but simply to mak%_a contribution, based on their expertise, to the
total training programme. Supervisors and training staff can thus

complement each other and gain from each other and so enrich the programme.

* CAREFOOT, N.F. Suggested Steps in Development of a National Training

Delivery System, prepared for the International Reference Centre for
Community Water Supply, The Hague, March 1978.
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STEP FIVE: SELECT VENUE, INSTRUCTORS AND DATES (cont'd)

Although training is a component part of all supervisory functioms, it is
recognized that mnot all supervisory personnel have the potential to be
effective trainers/instructors. In one experience where a pool of imstructors
was developed from the ranks of water and sanitation agencies, selection
criteria for entering the training of trainers workshops were as follows:

The participant should:

(a) As a minimum educational requirement have attained a School
Leaving Certificate.

(b) Be a key person who will make a substantial contribution to -

training activities.,

(c) Be someone with enough remaining service time that a 'return'" can
be realized from the training investment.

(d) Be a person who has demonstrated an ability to improve employeé
performance on—-the-job.

(e) Occupy a position that has authority over other people (or will do
in the near future).

Further, it 1s important that:

() At least 20% of the participants be available for occasional short
periods in the future to develop instructional materials;

(g) The local training coordinator (person in the utility assigned to
organize and implement training activities) be a participant;

(h) A reasonable balance be struck between senior office staff and.

senior field staff;

(1) That the manager of the utility participate in the training
sessions to the maximum extent possible.

In addition:

(j) It may be found desirable to include some employees who are
exceptions to the above suggestions;

() Utilities are encouraged to arrange for the participation of
potential trainers from outside their ranks, e.g. existing
technical or trade school and other departments of Government.

LA
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STEP FIVE: SELECT VENUE, INSTRUCTORS AND DATES (cont'd)

USEFUL AIDS FOR STEP FIVE

It is suggested that decisions regarding venue, instructors and dates be
formalized and put in writing. The following people should be formally
notified:

1. The manager of the sector agency involved

2. The trainees

3. Supervisors of the trainees

4, The Instructor(s)

5. Person charged with supplying training materials and supplies

6. Person in charge of the training facility, laboratory etc.

7. Person in charge of making transportation and/or
accommodation arrangements.

8. Secretarial help that may be required.
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* STEP SIX: DETERMINE COST

WHAT 1S IT?

This is the step in which the cost of the proposed
training 1is estimated. All costs -—- direct (e.g.
trainer's wages) or indirect (e.g. wastage of materials)
are added in. This step is an element within the Manpower
Development Plan, Step 10 Financial Viability (see
Planning chapter) and as such it should be compatible with
it and within the budget agreed at that stage.

WHY IS IT NEEDED?

It is obviously important to know the cost of a
training programme in order to decide if it is
affordable. Another reason is that it enables management
to compare the cost of the proposed training with the need
and the likely benefits. It also enables proposals to be
put forward to ensure adequate budget allocatioms.

HOW IS IT DONE?

An estimate of the cost of training is given in the
Manpower Development Plan. You will want to verify or
refine that figure. To do so, the following items should
be considered:

- Trainees' wages or salaries during period of training
- Cost of transportation and accommodation
- Trainers' wages during training
- Loss of output owing to trainees being away from
the job
- Materials development
- Wastage, spoilage or provision of special materials
- Special training facilities, equipment etc.

-

STEP 1
DETERMINE TRAINING ANRD

DEVELOPMENT NEEDS

-

STEP 2
ANALYZE  TASKS

-

STEP 3

SELECT  TRAINERS

STEP 4
DETERMINE TYPE OF

TRAINING

STEP 5

SELECT VENUE, INSTRUCTORS

AND DATES

—

STEP 6

DETERMINE COSTS

=

STEP 7

PREPARE TRAINING AXD
DEVELOPMENT PLAN

- Other training costs (e.g. record keeping, secretarial assistance, etc.).

It is often useful to divide the total cost among the number of people to
be trained in order to determine the cost of training per trainee.

Having established an estimated cost, you will want to examine it in view

of these questions:

- Does this training make economic sense?

- Even if the training is effective, will the cost compare favourably

with the benefits?

- Could the same result be obtained with less expenditure?

Depending on the answers to the above questions, you will want to do one

of three things:

1. Go to Step Seven, Prepare the Annual Training Plan;

2. Re-examine the proposed training course and the training needs with a

view to revision;

3. Reject the planned training and investigate other training priorities.

<
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STEP SEVEN: PREPARE ANNUAL TRAINING PLAN

WHAT IS IT?

The Annual Training Plan is the result of decisions
about the training that will be offered throughout the
year. It should provide enough information to make the
organized and efficient development of human resources
an on—-going part of the WS&S function.

WHY IS IT DONE?

The plan is prepared in order that both the human
resources and the training resources of the sector can
be utilized in the most efficient manner throughout the
year. The plan is also a source of information to
employeaes. It should be publicly displayed, if
possible, so that the entire work force is made aware
of the organization's training intentions.

HOW IS IT DONE?

The preceding six steps are the guidelines on which
to base the Annual Training Plan. Each step should be
taken for each training need. Each column must be
filled in for each training course. Remember to attach
a list of trainee names to the plan.

o~

USEFUL AIDS TO STEP SEVEN

STEP 1
DETERMINE TRAINING AND

DEVELOPMENT NEEDS

STEP 2
ANALYZE  TASKS
STEP 3
SELECT  TRAINERS
STEP &
DETERMINE TYPE OF
TRAINING
STEP 5
SELECT VENUE, INSTRLCTORS
AND DATES

STEP 6

DETERMINE COSTS

-

STEP 7

PREPARE TRAINING AND
DEVELOP.fEXT PLAX

On the following page you will find a sample Training Plan Form, (IS-04).
You may want to use one similar to this; or you may choose to develop a form
that is adapted to your specific situation. An example of its use appears as

1S-05.
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TRAINING PLAN

WATER SUPPLY -~ SANITATION

Training Need

( Course Title) No.

Tralnees

Region Job

or Classi-
Division | fication

Cost
per
Trainee

Total
Cost

Venue

Instructor

Type of Training and Duration

Note: nge of Train1n§
a) On-the-Job

(b) Traming within sector agency (in-service)
(c) Training outside sector agency (local)

(d) Training outside sector agency (regional)
(e) Training outside sector agency (external/overseas)

(f) Self-paced Training (self-instructional and correspondence courses)
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TRAINING PLAN

WATER SUPPLY - SANITATION

Training Need Tralnees Cost Total Venue Instructor Type of Training and Duration
(Course Title) No. | Region Job per Cost
or Classi~ [Trainee
Division | fication
M A M J J A S
Preventive Pump
Maintenance 20 HQ Attendant 80 1600 Job site Sn.Mechanic a a a
Transport Super-
Management 6 HQ visors 100 600 Office -
Hand Pump District |Jr. Tech-
Installation 30 Office nicians 50 1500 Job site Sn.Technician a a a
Supplies Supplies
Management 6 HQ Officers 30 180 Classroom Manager b
Note: Type of Training
(a) On-the-Job
(b) Traming within sector agency (in-service)
(c) Training outside sector agency (local)
(d) Training outside sector agency (regional)
(e) Training outside sector agency (external/overseas)
(f) Self-paced Training (self-instructional and correspondence courses)
- ® w ®
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME

It is quite likely that after all the thought and analysis that went into
developing the training plan, you concluded that in-house training was the
most appropriate. It may also be likely that your agency does not at this
time have Human Resources Development staff who are experienced in putting
together in-house training programmes. What follows, therefore, are some
HELPFUL TIPS that will GUIDE you through the phases of developing a training
course.

It is not our intent to document and explain all the steps necessary for
the production of a training course. For a detailed examination of the

process please see: Instructor's Manual and Planning Guide for Training of
Trainers and A Guide for Training Manual Developers (see Bibliography).

This section can, however, help you ask and answer the questions that will
lead you through the training development process. The approach 1is
illustrated by the flow-chart on the next page. As we mentioned in the
Overvizw Chapter illustrative diagrams of this sort may give a static
impression or, alternatively, suggest that all that 1is required to be
successful at the end of the process is to proceed systematically from Step 1
to Step 7. Those of us who have been involved in real life situations, know
it can be plagued with constraints which make the path less smooth. This
further emphasizes the need to proceed systematically even though compromises
may have to be made. Outline information is also provided on subsequent pages.
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STEP 1

DETERMINE TRAINING
NEEDS

W

STEP 2

ANALYZE TASKS

.

STEP 3

DEVELOP CURRICULUM

N

STEP 4

PREPARE ENVIRON-
MENTAL SUPPORT

Dt

STEP 5

CONDUCT TRAINING

ot

STEP 6

FOLLOW-UP TRAINING

N

STEP 7

EVALUATE AND ADJUST
TRAINING

THE SYSTEMATIC APPROACH

L3}

Study performance deficiencies within the
organization. Determine which are due to a
lack of skills and/or knowledge and will
respond to a training Ssolution

«

Study the task. Determine precisely what
skills are necessary for its accomplishment

Determine precisely what the successful trainee

must be able to do at the end of the proposed

training in order to accomplish the task. Write .
objectives in terms of observable behaviour.

Determine the necessary pre-requisites, the

proper sequences of instruction and the instruct-

ional system components

Ensure that adequate facilities and training
aids will be available. Support staff (e.qg.,
secretarial help) should also be considered

Conduct training usling activities that will
enable the trainees to do the task
described in the performance objectives

o)

Observe trainees to determine if they have
achieved the course objectives and are
applying the new skills back on the job.
Give reinforcement and feedback

ny

Assess the training course to determine 1f
it is adequately designed to eliminate the
i1ntended performance problem

1)
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP ONE:
DETERMINE TRAINING
NEEDS

STEP TWO:
ANALYZE TASKS

The systematic approach begins with a Needs Analysis,
It lists the needs of the organization. Since we are
concerned here with manpower, the Needs Analysis will
concentrate on the manpower required to do the work
of the organization.

If a Manpower Development Plan (Chapter 2) and an
Annual Training and Development Plan (Section 1 of
Chapter 3) have been completed, you have already
determined the Training Needs for your organization.

A Task Analysis was done as Step Two in the
development of the Annual Training and Development
Plan. Please refer to Chapter 3, Step 2, for further
information.
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:
DEVELOP CURRICULUM

Ideally, a professional trainer or specialist in
curriculum development will do this step for your
organization. Realistically, however, that will not
always be possible. If you follow'the simple steps
outlined below you will be able to design a simple
and effective training course. Just as you must take
a systematic approach to planning and training, so
must you take a systematic approach to developing the
training curriculum. What follows 1is a brief
description of the steps to be taken. Following
these steps will give you a simple training
curriculum. If your needs are for a more complex
training programme, or if you desire more detailed
information, you are referred to:

Instructor's Manual and Planning Guide for
Training of Trainers, 1978; and

A Guide for Training Manual Developers, 1980,

prepared by the Caribbean Basin Water Management
Project. Copies are available through Regional WHO
Offices. (For addresses see Bibliography in Reference
Notes section).

Once again, the emphasis 1in this step, 1i.e.
Curriculum Development, is on analysis. We analyze
in order to prevent the common mistakes of many
novice trainers. Have you ever been involved in a
training course in which the instructor, who although
an expert at the task being taught, simply didn't
know how to teach?

Perhaps he went too fast. Perhaps he spent too much
time on the simple things and skimmed quickly over
the parts of the skill that were confusing or
difficult for you. Perhaps he did all the talking
and didn't give you a chance to try out the skill.
Perhaps you learned a great deal of theory but at the
end of the course really didn't know how or what you
were supposed to do with that theory. Perhaps it was
never clear to you just exactly what you were
expected to learn or to be able to do when you
finished the course.

If you have experienced such frustrations, you will
understand why we do not want to continue training in
such a haphazard and ineffective manmer. It is not
difficult to do better.

L]
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SECTION TWO:

DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:
DEVELOP CURRICULUM

Part 1:

Statement of

Performance
Objectives

()

(%)

(#%)

First, write Performance Objectives.

Performance Objectives are a very precise statement
of exactly what the trainees are expected to BE ABLE
TO DO as a result of the training course. Of course,
in order to write sensible performance objectives,
you will have to look at the Tagk Analysis.

Why?

Because, the Task Analysis tells you everything that
is involved in the performance of the skill you
intend to teach. If there are many skills in the
task(s) that will be taught in the training
prograrmme, you will have many Performance
Objectives. Be sure that you write the Performance
Objectives carefully. You will use them not only as
a guide to tell you what to teach in the training
programme, but you will also use them as a guide to
evaluation: Did the trainees actually learn to do
what we wanted them to do? Was the training
programme successful?

Here is an easy way to organize and write Performance
Objectives. Answer the questions.

l. What observable behaviour do you require of the
trainee in order to prove that he has learned the
task (or sub-task?). Here is an example:

THE TRAINEE WILL BE ABLE TO:
Install by-pass connections on main for leak
detection meter.

2. Under what conditions will the trainee show this
observable behaviour? Will you provide him with
anything? Here is an example:

UNDER THE FOLLOWING CONDITION:

given correct tools and size of pipe, three (3)
valves, flange sockets and spigots, two (2) tees, two
(2) bends and meter.

This symbol is used throughout SECTION TWO to denote those
questions which are, in effect, keys to help you follow the

step.
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:
DEVELOP CURRICULUM

(x%)

3. What will you consider success? How well must he
perform? Here is an example,

TO THIS STANDARD:

Must be in keeping with standard ©procedures
outlined. No 1leaks should occur at connections.
Flanges should be correct distance apart to allow
installation of meter between them, and allow
bolting of meter flanges to pipe flanges. Meter
chamber should be correct size to allow workmen
enough room to make necessary adjustments for leak
detection meter.

Use the above three questions as guidelines to write
all the Performance Objectives that are necessary to
cover all the tasks you want taught in the training
prograrmme.

13
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SECTION TWO:

DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:

DEVELOP CURRICULUM

Part 2: Determination
of Pre-
requisite
Knowledge

(**)
STEP THREE:

DEVELOP CURRICULUM

Part 3: Determination
of Sequences
of Instruction

The next step in Curriculum Development is to decide
exactly what you want potential trainees to know
BEFORE they enter the training programme. For
example, it 1s foolish to invite trainees ¢to a

course in the performance of water quality tests
requiring some involved mathematics 1if those
trainees cannot perform simple arithmetic. This

step, which is called Determination of Pre-requisite
Knowledge, ensures that the right workers are
invited to the right training course.

To do this step, you will again look at the Task

Analysis. Analyze what capabilities, skills and
knowledge a worker must have in order to
successfully learn the new task. Must he, for
example:

- be able to differentiate colours?
- be able to deal tactfully with the public?
- be able to lift and move heavy equipment?
- be able to read and write?
- be able to drive a vehicle?

etc.

This step of Curriculum Development can help avoid a
great deal of confusion. Have you ever attended a
training course in which you were confused for the
first few sessions? Did the instructor jump right
in to difficult material on the first day, and then
go backwards and explain those concepts on day three?

If your purpose is really to make learning as easy
as possible for your trainees, you will avoid such
confusion by carefully determining in advance what
items should be taught first, which build on those
first items, which build on the first two items and
so on until the entire skill is logically introduced.
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:
DEVELOP CURRICULUM

Part 4: Design of
Instructional
System
Components

(%)

(*%)

(#%)

The next step in curriculum development 1is the
Design of Instructional System Components. When you
have completed the earlier steps you will be ready to
make decisions regarding:

TIME FRAMES

- How much time should we allow for the
teaching, discussion and practice of each
element of the skill?

- How many sessions?

- How many days altogether?

TEACHING METHODOLOGIES

NOTE: A brief guide to Training Methods appears as
(1s-06 p. 130). (See also 18-03, p. 113 for
further information regarding Training
Methodologies).

- What method of teaching can be used to make
learning as easy as possible for the trainees?

- How can we make it possible for the trainees
to actually practice the skills we want them
to master?

- Will they need to discuss concepts?

- Will they need to physically practice new
skills?

TEXT MATERIALS AND MEDIA

- What teaching materials shall we use?

- Are there manufacturer's manuals that are
appropriate for this level of trainee?

- Can we find or make illustrated job-aids that
will show the steps pictorially?

- Are films or slides or posters available or
desirable?

- Can we prepare our own simple task guidelines
to be used as handouts?

- What materials will be absolutely necessary?

a
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INFORMATION SHEET: IS-06 A BRIEF GUIDE TO TRAINING METHODS

Me thod What 1t 15 What it does Points to watch

Programmed learning Text which progressively fceds Effective knowledge transfer and high Somec degree of self-motivation
information to the trainee. knowledge retention rate can be used nceded. A tutor 1s nceded o
After each pirece of infermation for self-study and mixed abality answer less obvious problems and
questions are posed which the classes, each trainee proceeding at provide corment. Programres can be
trainee should answer correctly his own pace. designed where advanced trainees can

before moving on.

move rapidly through certain scctions.

Guided reading Trainee 1s given standard literature For managcment level and self-motivated Danger of sclf-deception. Requires
to read and comment upon in a struct -trainces. An effective means of know- gtrong motivation.
ured situation. ledge transfer.
Lecture Talk with little or no participation Information transfer to large audience Lack of participation likely to prevent
with controlled content and timing. some pecple understanding or assimila-
ting. Avoid giving too much
information.
Talk Talk with participation - questions Information transfer to not more than Participation encourages learning and
and discussions encouraged. twenty people. 1nterest. However, all may not join 1in.
Discussion Knowledge, 1deas and opinions freely Useful when application of Information Session may be blurred or incoherent.
exchanged. is flexible or attitude require Attitudes may be entrenched. Skilled
changing. leader required.
Demonstracion Trainee ts tald, shown and then docs Skills may be manual, clerical or social Avoid excessive delay of practice.
job, with correction and supervision. Confidence helped, The whole may be wmportant as well as

parts. The breakdown of skills can be
a refined programme.
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Role playing

INFORMATION SHEET: IS-06 A BRIEF GUIDE TO TRAINING METHODS

Trainees enact the roles they will

play in work e.g. 'In tray' exercises
whereby trainees receive letters, files,
etc. to action,

(cont'd)

Practice of face-to-face skills, with
fecdback. Realistic pressure possible
Good for decision-making skills.
Opportunity to learn things not directly
related to exercise.

Embarrassment and tendency to joke must
be avoided. Skilled leader required.
Items must be realistic.

Question and Answer

An exchange between trainer and
trainees to test learning progress,
stimulate participation or seck
information.

Strengthens such techniques as demon-
stration, talk, and discussion, by
stimulating traince involvement, clear
thinking and the development of under-
standing. Skillfully-worded questions
can identify individual or group
progress and indicate attitudes.

Considerable trainer skill 18 required
to use the technique effectively.
Questions leading to 'Yes' answers
should be avorded. Use imperative
questions whenever possible (What’How?
Where?When?Who?). Questirons should
always be framed 1n an encouraging and
supportive manner. They should never
menace. Questions should be concise
and simply worded.

Coaching An cssentially personal on-the-job Imparts kowlcdge, develops skills and Suctcess ful coaching depends on a clear
management training technique designed formns attitudes during informal but definition work and training objectives
to inspire and develop individual planned encounters between managers and Mutual confidence must be developed.

subordinates. This technique increas-— Coaching can be a long process and be

1ngly offers sound learning situations well planned to make time available for

within a management development question checking assimilation, giving

programme ., feedback, rewarding reinforcing
progress.,

Case Study Real event with support facts presented Possible exchange of ideas and different Unteal atmosphere and lack of back-
to trainees for analysis. solutions without penalty. ground may encourage impractical

. decisions.
Project Objective set for trainee to complete ~ Stawnmulate creativity, interest, and Full cooperation needed with trainee.

wide guidelines necessary to encourage
initiative,

decision-mahing. Feeds to trainer
information on trainee's knowledge
and personality. '

Apparent pressure or criticism can
cause loss of confidence.

Assignment

Task or investigation undertaken to
close guidelines after a session of
information absorption.

Practice encourages learning transfer
to job situation. Useful as a test
for the trainee,

Realistic exercises should be chosen
to avoid frustration. Loss of confid-
ence must be avoided.

Group exercise

Traineces examine problems ard propose
solutions as a group.

More effective group working and
ins1ght into the way groups think and
arrive at decisions,

A trainee’s personal performance in the
group can be analyzed and fed back to
him. Such actions require skilled
handling and should be treated with
care. Group of four and fewer ensure
full commitment.

"
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP THREE:
DEVELOP CURRICULUM
(%)

(%)

STEP FOUR:
PREPARATION OF
ENVIRONMENTAL SUPPORT

(**)

»

STUDENTS ASSESSMENT TOOLS

- How will we evaluate the trainee's progress?
(NOTE: If the Performance Objectives have
been written carefully, those objectives will
tell exactly how to judge success., Useful
evaluation techniques are explained on the
following page IS-07).

EVALUATION SCHEME FOR TRAINING DESIGN

- How will we judge -- not the trainees -- but
the training programme itself?

-~ What will be our criteria for success?

- Do we expect a certain level of improvement
in the quality of the service to the public?

- Do we expect fewer clerical errors?

~ Do we expect fewer complaints in a particular
area?

- Do we expect fewer breakdowns with
organization vehicles?

- Do we expect fewer leaks in new distribution
lines?
etc.

As discussed earlier, one of the key elements

for training is adequate support and facilities.
Even the best training programme will fail if there
is inadequate support from the organization. At
this step, questions such as the following must be
answered:

Have suitable trainees been identified and will they
be available for the period of the training
programme?

Is suitable classroom, laboratory, or on-the-job
working space available?

Have the necessary training aids (e.g. blackboard,
chalk, papers, books, overhead projectors etc.) been
procured?

Are we sure that these trainees will be assigned to
jobs where they will use the skill that they are
being trained for?
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INFORMATION SHLET: 1S-07

*
AID FOR TRAINING EVALUATION

Evaluation Categories
Procedure Definition Advantages Limitatione
Reactions|{Learnings {Behaviour {Results
Interview X X X Structured questions|Flexible Cost
for information, can clarify biases
1mpressions
Observe X X X Watching, appraising|Little threat Disruptive
performance no added cost unreliable
biases
Group X Group discusses Immediate Leader influence
Interview training direct variable honesty
Organizational X X Written records, Reliable Possible subjective
Documents memos., budgets, objective Conversions needed?
production schdules,|job related
data minimal bias
ease of review
Participate X Agreement on skills,|Motivational Resentment at follow-
Contract knowledge use job related up
organizing constraints
Performance X X Test of performance:]Reliable Time consuming
Test operate a machine, sinulate si1mulation may be
etc. possible costly
Questionnaire X X X X Written questions on| Low cost Little follow-up
specifics of honesty return rate
training, or the job | anonymity? uncontrollable
Self X X Self-judgement of No threat Indifferences
Assessment gains after a useful to self insureness
period trainees
Written X Measurement of Low purchase Development cost
Test specific learnings | cost job related?
against standards, easy scoring culture bias?
norms. wide sampling

*Adapted from "An Aid for the Training Evaluator', US Civil Service Commission Bureau of Training;

Leadership Division, Washington D.C. 20415.
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SECTION TWO:; DEVELOPING AND DEVELOPING A TRAINING PROGRAMME (cont'd)

STEP FIVE:
CONDUCT TRAINING

STEP SIX:
FOLLOW-UP TRAINING

(%)

Having followed the preceding steps, you are now
ready to actually do the training. It may be on-the-
job; it may be in a classroom. There may be many
group discussions; there may be a great deal of
role playing; there may be hours devoted to
demonstrations and practice of skills. All such
decisions will have been made prior to the training
session on the basis of the earlier steps.
(REMINDER: Evaluation should be made at each step
along the way to ensure that the trainee has
mastered one concept or skill before proceeding to
the next). )

Ideally, the person or persons who act as
instructors will have had some training to prepare
them for the role of trainer. If not, or if they
would 1like to refresh their memories about the
techniques of effective teaching, they are again
referred to the texts mentioned on page 101 prepared
by the Caribbean Basin Water Management Project.

Follow-up involves several important parts. One
that will be obvious to you by now is, of course,
evaluation of -the-job a

the training just given. Follow-up on the job is

just as important for the employee returning from an

overseas course as it is for the employee completing
an internal workshop.

WARNING: Training is not complete when the trainees
walk out of the classroom door. ' Training is only
completed when you have observed those trainees
using the new skill at their work places. This
observation relates to a second important element of
Follow-Up. REINFORCEMENT and FEEDBACK.
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP SIX:
FOLLOW-UP TRAINING

STEP SEVEN:
EVALUATE AND
ADJUST TRAINING

(%)

A trainee who has learned a skill, but is then not
encouraged to use it (reinforcement) is likely to
forget it and go back to the older and perhaps mo. .
comfortable way of operation. When you make your
frequent observations of trainees back at the job
site, you must also encourage them and encourage
their supervisors to support the new behaviour. If,
as may be the case, the trainee is no longer
performing as well as he did at the final session of
the course, this is your opportunity to provide
feedback.

Feedback is simply informing the learmer how he is
doing. No one can improve if he doesn't know that
he is not doing well in the first place. Feedback
lets the trainee know how well he is doing.

IT IS AN ON-GOING DUTY FOR INSTRUCTORS, SUPERVISORS
AND MANAGERS TO GIVE REINFORCEMENT AND FEEDBACK.

Having given a training course once, the chances are
that you will also want to give it again sometime in
the future. You will, of course, organize all the
analyses done in preparation of the course and store
them in an accessible place for future courses.
Before all this informatiom is put away however, do
a final analysis. Be ruthless. Ask questions such
as:

CAN THE TRAINEE PERFORM SATISFACTORILY?

- Were some activities too long?

- Were some activities not necessary?

- Did the trainees find some of the work too
easy?

- Too boring?

- Too complicated?

- Not relevant?

- Was the course too long?

)
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SECTION TWO: DEVELOPING AND IMPLEMENTING A TRAINING PROGRAMME (cont'd)

STEP SEVEN:
EVALUATE AND
ADJUST TRAINING

~ Too short?

- Were the materials suitable?

= Can they be improved?

- How can training activities be changed to
make the course more effective next time it
is presented?

= What different methods could the instructor
use in order to make the learning easier for
the trainees?

= Could or should the venue be changed?

= Did the students have the proper
pre-requisites?

- Should the pre-requisites be reconsidered?

— What should be added to the course to make it
more responsive to the needs of the
organization?

- What should be deleted from the course to
make it more compact and meaningful?

Angwer these questions. Make the necessary
changes. File the new improved version away
for the next time similar training is
required,

Now look around. Analyze. Decide which of the
other identified training needs will be the target
for the next training programme. Training is
likely to be an on-going process in your
organization, so

1) examine your training plan and once again
2) prepare for the next training event.
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED
WORKERS TO PROMOTE WATER SUPPLY AND SANITATION

INTRODUCTION

The following guidelines provide one approach to helping to integrate the
variety of workers, teachers, volunteers, and communicators with water supply
and sanitation programmes, in a Primary Health Care context, in rural
communities.

It is suggested that readers adapt this approach to meet their own
community circumstances. It would also be helpful to refer to WHO's
"Guidelines for Planning Community Participation in Water Supply and
Sanitation Projects". (A. Whyte - ETS/83.8).

The sector agencies which have the primary responsibility for the
implementation of rural water supply and sanitation programmes, generally do
not have much dialogue with the village communities nor have the type of
personnel who can prepare, educate and motivate a community's interests and
involvement. Failure of simple systems and the inability to achieve health
benefits of these systems can often be attributed to lack of simple knowledge,
motivation, community involvement, acceptance of ownership and other such
causes.

Under the Primary Health Care programmes, however, there are several
categories of "community-based workers" who can be gainfully used to fill the
gap by supplementing the efforts of implementing sector agencies in promoting,
educating and motivating the people in the planning, implementation, operation
and maintenance of their water and sanitation systems. There is a growing
fear that the social and health benefit that should accrue from the Decade
programme may not be achieved if these aspects of the programme are not given
adequate attention,

If is felt that community—-based workers can be prepared to carry out this
function at the community level if some hygienic and technical aspects of
water and sanitation are also included in their training programme. The
guidelines that follow have been drafted to assist in the formulation and
implementation of their training programmes.

SCOPE OF REQUIRED TRAINING PROGRAMMES

The scope of education and training required at the community level for
promoting water supply and sanitation 1is quite wide, indeed, as shown in
Fig., 1. Among the various inputs required are education of the general public
in order to ensure their participation in the project and continued
involvement in its operation and maintenance. Besides general education,
specific training is needed for two target groups: the community based
workers and the technicians from various agencies such as health, water
sector, etc. When properly delivered, the above inputs should lead to the
desired outputs as shown in the Figure, namely, proper decisions by the
community on its preferences for its water sources, the technology to be used
in providing the water and sanitation facilities and the methods of
financing. Community action is then necessary to ensure the construction of
the project, the continued protection of the water source and supply system,
and proper operation and maintenance of all the facilities. Gradual
behavioural changes in personal and community hygiene practices could also be
expected to occur,

*prepared by WHO, South-East Asia Regional Office, New Delhi.
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED
WORKERS (cont'd)

COMMUNITY-BASED WORKERS

The types of health workers at the community level differ im different
countries according to needs and resources available in the country and local
employment patterns. To take primary health care to the people through the
promotion and provision if its water and sanitation component, it 1is very
important that the community-based workers should be carefully and properly
trained since they constitute the first level of contact between individuals,
families and communities. In most countries they include people with limited
education and at best elementary training in health care. In many developing
countries, community based workers also include traditional healers,
traditional birth attendants, village volunteers and such other categoreis.
They often form part of the local community, get love and respect from them
and have great influence on the health practices of the community. Hence
depending upon the availability in the community, the following categories
of community-based workers should be included for training in the promotion
and utilization of safe drinking water and sanitation programmes:

1, Village health workers/volunteers/guides
2. Community health workers/volunteers

3. Community health communicators

4, Family health workers

5. School teachers

6. Traditional healers

7. Traditional birth attendants

8. Village social volunteers

9, Workers from other sector (Water technicians and
local skilled persons)

*It is realised that in some countries the titles and job categories
differ though most of the titles commonly used in the SE Asia Region are
included in the list.

)
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED
WORKERS ?contids

TASKS TO BE PERFORMED BY COMMUNITY-BASED WORKERS

Before attempting to formulate a training programme it is very important
first to understand the different types of tasks (as is explained in Step 2,
page 100) which a community-based worker is responsible for carrying out.
This, in turn, helps to understand the scope of training required for him. It
should also be bornme in mind that the trained community-based workers have to
deal at two different levels namely at the individual (and house) level and at
the community level.

In practice, the community-based workers are mostly busy in the following
kinds of tasks:

1. Making home visits on request when somebody is sick in the
family.

2. Dealing with curative aspects of treatment for the diseased
and care of the patients.

3. Carrying out immunization programmes during empidemics.
4, Providing first aid to the victims.

5. Providing some information on the need of personal and
community hygiene.

In the training programmes of community based workers in some developing
countries, they are provided with some preliminary knowledge and training on
safe drinking water and environmental sanitation. But only a few of them
promote this aspect of health education with the individuals and communities
as a part of their day to day activities. Multipurpose workers are sometimes
expected to perform many different tasks but are unable or unwilling to do so
for a variety of reasons, not the least of which is their daily workload.
These, and other factors affecting performance cannot be neglected in a wider
review of the programmes.

I1f communities are well served by trained workers and, if due attention
has been paid to the basic needs of communities some "indicators" should
reflect progress in the water and sanitation situation of those communities.

A few typical indicators are given below.
1. Was the community consulted prior to provision of Water Supply and
Sanitation facilities?

2. Is the Community involved in maintaining its Water Supply and
Sanitation facilities?

3. After provision of safe water, are unauthorized water sources closed
or still used by the people?
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED
WORKERS (cont'd)

WORKERS (cont'd

4. Are Water Supply and Sanitation facilities functioning? (e.g. are
handpumps in working order? Are latrine water seals broken, etc.?)

5. Is any technical guidance and/or spare part available when wanted?

6. Do health workers know whom to approach depending upon nature of
problem?

7. Is use actually made of Water Supply and Sanitation facililties?

8. How is water transported from the source and stored in the home from
the point of view of likelihood of contamination?

9. What is the disinfection mode, if any, and its frequency?

10, Is any special precaution taken in the home for water served to
children upto age 57

11. Is the community (with or without help of health workers) capable of
undertaking a sanitary survey of its water sources to determine
contamination likelihook (distance from pollution sources, changes in
land use, and such other features)?

12. Are water accumulations in channels, roadside puddles, etc. observed
in small numbers or are they widespread?

This 1list is not complete but only indicative of the type of indicators
one could take into account in judging progress in the field. Knowing the
indicators one could determine whether the syllabus included under each module
is adequate for the purpose, After all, in the final analysis, progress at
the community level is the true measure of an effective programme for water
and sanitation as a component of primary health care, and must provide the
necessary feedback for reviewing the programme including its training aspects.

Ideally, the community-based workers have to be trained for carrying out
the necessary tasks related to the following objectives:

I. Health and hygiene promotion

(i) To promote behavioural change by awakening the communities to
the importance and need of hygienic practices for health care.

(ii) To improve capability of communication between the community
health workers and the communities.

(iii) To improve knowledge of ways and means of ensuring safe water
supply and proper sanitation.

(iv) To promote community participation in planning, constructing
and operating WSS facilities.

W)
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED

WORKERS (cont'd)

II. Construction of facilities

(i) To provide knowledge on basic and appropriate construction
techniques to the community workers and skilled workers to
enable them assist the communities 1in constructing the
facilities.

(ii) To demonstrate ways and means of mobilizing community
participation in construction.

III. Operation and maintenance gééiliELEE

(i) To impart basic skills in operation and maintenance of WSS
facilities at the community level.

(ii) To demonstrate ways and means of mobilizing community
y
participation in operation and maintenance.

It is evident that all community-based workers do not have to be trained
in all the three areas just described. Some could be trained for only one
area (e.g. Health hygiene promotion) while others may be trained for two
areas if desired. Thus, a modular arrangement would be useful to have, with
each module covering one of the above areas.

A TYPICAL TRAINING PROGRAMME

Based on the objectives enumerated above, a typical training programme can
be developed for community based workers to promote water supply and
sanitation. Figure 2 lists three "modules" together with the type of persons
suitable to be trained in each case, the categories of technicians, etc. from
amongst whom the "trainers" can be mobilized, and the recommended duration of
each course.

Figure 2 constitutes a summary of the training programme suggested for
community-based workers. Further details of topics that could be included
under each module are listed from page 145.

Logistic support
Adequate logistic support needed to organize and conduct such a training
programme mnust be given due consideration as it can greatly affect the

outcome. Such support is needed at least in the following aspects:

l. Transport facilities.
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SECTION 3: GUIDELINES FOR FORMULATING TRAINING PROGRAMMES FOR COMMUNITY-BASED
WORKERS (cont'd

2. Teaching aids (charts, drawings, manuals, etc.) and related equipment.

3. Demonstration units for typical construction methods and repairs/
maintenance jobs.

4. Materials and facilities for construction of typical units.

5. Storage space.

Follow-up and evaluation

Follow-up activities necessary to ensure successful training and the
criteria on which training can be evaluated in due course, have also been
listed under each module in Figure 2.

The availability of experienced resource persons cannot be over-emphasized.
Both course content and style of presentation can be reviewed from time to

")
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time and often improved at little or no extra cost.
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Item

Module I

Module II

Module III

A. Title of Module

Health & Hygiene Promotion

Construction of WSS facilities

Operation & Maintenance of WSS facilities

B. Objectaives

(i) To promote behavioural change by
awvakening the communities to the
1mportance and need of hygienic
practices for health care.

To improve capability of communication
between the C.H. wvorkers and the
communities.

(i1i) To improve knowledge of ways and means
of ensuring safe water supply and
proper sanitation.

To promote community participation

in planning, constructing & operating
WSS facilities

(ii)

(iv)

(1) To provide knowledge on basic and
appropriate construction techniques
to the community workers and skilled
workers to enable them assist the
communities 1n constructing the
facilities.

To demonstrate ways and means of
mobilizing community participation
1n construction.

(i1)

(1) To impart basic skills 1in operation
& maintenance of WSS facilities at
the community level.

To demonstrate ways and means of
mobilizing community participation
in operation & maintenance.

(11)

C. Persons to be
trained
Comnunity-based
volunteers/
workers

Health leaders or guides

Community health volunteers/workers
Community health communicators

Family health workers; School teachers
Traditional healers & birth attendants

Community volunteers/workers
Community skilled workers (masons, smiths,
etc.)

Community volunteers/workers

Community skilled workers (masons, smihs, etc)
Commnunity Development Committee members
School teachers

Health leaders/guides

D. Trainers

E. Durat:ion

Sanitarians; Water technicians; Auxailiary
health workers; Health assistants; Midwives/
nurgses; Experienced C.H. workers/volunteers
Note Module I will first be offered to

above category to prepare them (after field
experience) as "trainers" for community-
based volunteers/workers.

1-2 weeks

Sanitarians; Water technicians;
Experienced skilled workers/volunteers

Note Module II will first be offered to
above category to prepare them (after field
experience) as "trainers" for the
community-based volunteers/workers.

3-4 weeks
Note Prior to exposuye to Module I is not
egsential.

Sanitarians; Water technicians, Experien-
ced skilled workers/volunteers

Note Module III will first be offered to
above category to prepare them (after field
experience) as "trainers" for the community
based volunteers/workers.

1-2 weeks
Note Prior exposure to Module 1I is not
essential but recommended wherever possible .

F. Follow-up

Activities

1) Supervised
field work

i1) Refresher
Courses (with
some advanced
topics).

Recommended for 6-8 months after completion
of Module I.

l-week refresher course recommended every
2-3 years after completion of first
exposure course.

Recommended for 6-8 months after completion
of Module II.

l-week refresher course recommended every
2-3 years after completion of first
exposure course.

Recommended for 6-8 months after completion
of Module III.

l-week refresher course recommended every
2-3 years after completion of first
exposure course.

G. Evaluation

(i)  Observation of Response from
individuals & community in actually
practising personal hygiene them—
selves.

(ii) Decrease in 1nsanitary surroundings.

(i1i) Actual participation of the community

10 planning, construction & operating

WSS facilities.

Modes of transportation of drinking

water from source and possibility of

contamination.

{v) Impact on the community health
standard through improved clean
environment and reduction in infec-
tion rate especially among children.

(iv)

(i) Efficiency of utilization of knowledge

in the proper construction of WSS

facilities.

Extent of community participation

secured in the provision of facilities

(i11) Satiefactory consultation with
individuals & community prior to
provision of facilities.

(ii)

—~

i) Extent of community involvement 1in
operation & maintenance of its water
and sanitation facilities.

The existing condition of community
water supply and sanitation facili-
tiee (1ts operability & state of
maintenance.

(iii) Ability to give technical guidance
to community whenever required.
Efforts to keep adequate stock of
spare parts in stock.

(v) Extent of usage made of unauthorized
sources of unsafe water.

Capability of the community to under-—
take sanitary surveillance for pro-
tection of the drinking water source.

(11)

(1v)

(vi)
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»

MODULE 1

Health and Hygiene Promotion (Duration: 1-2 weeks)

1. Personal ngiene

(a) Locally endemic diseases and value of personal hygiene in preventing
them.

Ww

(b) Need for washing hands clean with soap and water always after work and
before meals and after use of toilets.

4

(¢) Need of cleansing plates, glasses, utensils, spoons, etc., for water-
and food-handling. .

(d) Use of clean and washed personal clothes.

(e) Need for taking regular baths or other methods of cleaning the body
at regular intervals.

(f) Need for eating well cooked and heated food and need of preventing
flies from coming into contact with food.

(g) Need for taking safe drinking water (safe means not contaminated from
pollution from human and animal excreta and waste disposal).

2. Community Hygiene

(a) Locally endemic diseases and their causes through poor hygienic
community practices.

(b) Need for getting the food~handlers in such public eating places
to wash their hands clean after the use of toilets for serving food ‘
and to use clean spoons, plates, glasses for handling food.

(¢c) Need of using clean and safe drinking water in clean glasses for
consumers and to avoid touching (contaminating) the inside of the
clean glasses with hands before serving.

«)

W

(d) Need of preventing flies, worms, insects, rats, etc., and animals
eating the food or touching the food before and while eating. =

[

(e) Need of protection of food from the sun, wind and rain.

(f) Need to prevent spread of diseases from food handlers in the public
eating places through physical health examination of food handlers to
see they are not carriers of diseases.

(g) Need to use clean hands and clean storage spaces by traders handling
public food for sale in community markets and to protect it from
flies and other insects with proper covers.

Y
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3.

4,

MODULE I (cont'd)

Community Hygiene (cont'd)

(h)

(i)

Need of taking boiled or cooked foods, especially where sewage is
used as fertilizer.

Need of keeping the premises and drains clean of garbage and rubbish

waste, dirty water etc., to prevent breeding and harbourage of flies,
mosquitoes, insects and rodents and need to dump such waste in common
and protected pits away from wells, springs, etc.

Drinking Water and Excreta Disposal

(a)

(b)

(e)

(d)

(e)

(f)

(g)

Different types of sources of water normally used by the people like
spring, river, wells (tubewells), ponds, lakes, rain water and snow,
and their different qualities.

Modes of contamination of drinking water, from dirty roofs and storage
tanks for rain water, in transportation, storing, in use of
contaminated pots, ropes, buckets (in wells) and simple methods of
disinfection of drinking water such as boiling.

Modes of transmission of diseases like diarrhoea, dysentary, cholera,
worm infestation, etc., and methods of prevention.

Modes of pollution of drinking water sources and its prevention from
waste disposal, excreta disposal, surface water run-off, from human
and animal contacts by fencing or other; need of sanitary
surveillance of drinking water sources.

Modes of transmission of communicable diseases by indiscriminate
defecation in the open area through flies, through pollution of
drinking water sources and ground around by surface run-off, by the
children playing around in the polluted ground through hands and feet.

Methods of proper disposal of human excreta through sanitary
latrines and simple low-cost sanitation facilities properly
constructed and maintained clean.

Use of wastewater draining from wells, and family water system to
irrigate family gardens planted with vegetables, and recovery of
resources from waste disposal wherever applicable.

Communitz Capability

(a)

(b)

(c)

Use of simple charts and available audio-visual aids and local
materials to facilitate understanding of above aspects and
communicating them to others.

Need for organizing meetings, talks, demonstrations, etc. using
specific approaches to facilitate communication to various community
groups (e.g. women, elders, children, etc.).

Demonstration of ways and means of mobilizing community involvement.
Listening to their concerns; shaping their message to build upon
those concerns.
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MODULE 11

Construction of WSS Facilities (Duration: 3-4 weeks)

1. Construction

(a) Typical types of simple (appropriate technology) structures needed to
be constructed in local area for (i) water supplies from springs,
wells, ponds, rain water systems, etc. {(including fixing of
handpumps); (ii) excreta disposal on site; (iii) wastewater drains;
(iv) soakage pits.

(b) Construction techniques related to (a) above, pointing out health
hazards resulting from poor construction.

(c) Health hazards of wrong location of structures (e.g. location of
latrines very near and upstream of wells).

(d) Construction consideration in choice of location (e.g. type of soil
and depth of ground water affecting foundations and excavations.

(e) Available local sources of construction materials and their
suitability. Estimation of quantity of materials required for
different types of structures.

(f) Ability to secure advice, assistance, clarification on construction

aspects from referral centres.

2. Community Involvement

(a) Use of simple charts and devices to facilitate understanding of
above aspects and communicating them to others.

(b) Demonstration of ways and means of mobilizing community involvement
for labour and for transporting essential construction materials not
locally available.

MODULE III

Operation & Maintenance (Duration: 1-2 weeks)

1. Operation & Maintenance

(a) Periodic Inspection requirements for sanitary survey of water sources
and typical, locally used water supply facilities such as:

(i) Dug and tube-wells with handpumps

(ii) Spring sources; protected ponds
(iii) Gravity piped supplies with standposts
(iv) Disinfection systems

(v) Rain water systems.
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(b)

(c)

(d)

(e)
(£)

MODULE III (cont'd)

Periodic inspection requirements of typical, locally used sanitation
facilities such as;

(i) On-site excreta disposal units
(ii) Open drains
(iii) Soakpits

Undertaking simple repair and maintenance tasks for locally used
equipment and facilities from among (a) and (b) above.

Ability to draw water samples in sterile fashion and transport to
testing laboratories. Ability to follow—up on adverse reports of
water quality by undertaking specific sanitary surveys, inspecting
disinfection and other equipment/arrangements and adjusting
disinfection dose.

Requirements of spare parts and tools to be stocked at site.
Ability to secure advice, assistance, clarification on operation and

maintenance difficulties from referral centres, and provide feedback
to the centres for improving technology, etc.

Community Involvement

(a)
(b)

(¢)

Role of community members in operation and maintenance.

Use of charts and simple devices to help communicate operation and
maintentance requirements to the community-based workers and
volunteers.

Demonstration of ways and means of mobilizing community participation
in operation and maintenance activities, transporting and storing
spare parts, disinfectants, etc.
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4. EVALUATING PROGRAMME EFFECTIVENESS -~ BOTTOM LINE RESULTS

INTRODUCTION:

Many managers simply make an assumption that all training is good training
and that all good training will naturally benefit the organization. NO SUCH
ASSUMPTIONS SHOULD REMAIN UNTESTED. Managers are encouraged to evaluate
programmes and ask some hard questions.

Is the water supply safer as the RESULT of training?

Has leakage been reduced as the RESULT of training?

Have the number of call-backs on repgir work been reduced as the RESULT of

training?

Has a greater footage of water main been installed as a RESULT of training?

Only when the manager has facts and figures to supply answers to the
questions like those above can he truly know whether or not training has been
beneficial. In order to get those answers, he needs to make an evaluation.

Here, it is necessary to measure such things as the quantity and quality
of work and determine if that work is actually contributing to the
accomplishment of goals. Two broad questions need to be asked:

Are the results those that were intended?
Do the results add to the accomplishment of goals?

To evaluate a project, one must know what the goals of that project are.
For example, a training course to teach plumbers how to conduct a leak
detection survey has that as a goal. But there is also a broader goal or
objective to improve water distribution by eliminating as much leakage as
possible.

Understanding that objective, ensures that evaluation will not only
include whether or not the plumbers successfully learned how to perform the
steps of a leak survey, but whether that knowledge and those skills actually
affected the larger objective. For example, has there been less water wastage
as a result of the training course? Has money been saved?
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4. EVALUATING PROGRAMME EFFECTIVENESS -- BOTTOM LINE RESULTS (cont'd)

THE STEPS OF EVALUATION
The general approach to evaluation consists of three steps:

STEP ONE: Decide what is to be evaluated and what data will
be necessary to make the evaluation.

STEP TWO: Collect the information needed to provide evidence
for the evaluation.

STEP THREE: Analyze the information.

STEP ONE: Decide what is to be evaluated and what data will be necessary to
make the evaluation.

When doing an evaluation, one looks at the objectives, goals and targets
of a programme or project in order to know what is to be evaluated. As in the
earlier example of the training course given for leak detection, there will be
both general objectives and intermediate goals. Planning what data will be
required in order to determine if the goals and objectives have been met might
look like this*. )

TO EVALUATE THE THE FOLLOWING DATA IS NECESSARY:
ACHIEVEMENT OF;

Plumbers' ability to perform Performance appraisal at completion
a leak detection survey. of training for all plumbers who
participated in the course.

Reports from supervisors who have
observed performance of plumbers as
they do leakage surveys on-the-job.

Reduction of water wastage Statistics showing estimated number
in the distribution system. of gallons of wastage in a specific
district before training of plumbers.

Statistics showing estimated number
of gallons of wastage in the same
specific district after training of
plumbers.

Percent reduction in water losses in
the district.

*¥ The following format as well as other segments in this evaluation

discussion have been adapted from EVALUATION, A Training Course for National

CDD Programme Managers, WHO, 1981.
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4. EVALUATING PROGRAMME EFFECTIVENESS -- BOTTOM LINE RESULTS (cont'd)

The preceding table illustrates the type of data that might be useful in
evaluation of a training course for leak detection, In this case, data must
be collected to give information about (1) the intermediate goal of teaching
plumbers the skills of leak detection and (2) the broader goal of reducing
water wastage in the distribution system.

In addition to evaluating the achievement of large goals and objectives,
evaluation is also important when measuring performance of an individual and
of an entire system. Performance measurement is the essence of evaluation.
Such a measurement is called a Performance Indicator. The following table
gives some typical performance indicators which could be used to measure the
performance of an individual (in this example, a water laboratory technician)
and other indicators used to measure the performance of a system (in this
case, the water quality surveillance system).

Water Lab Technician Water Quality Surveillance System

Compile reports

Maintain stock
of supplies

Reports available

Regular expected
requisitions

Staff train-
ing

Sanitary
surveys

Sampling and

Tasks Performance Tasks Performance
Indicators Indicators
Take samples Sampling Enforcement Records of action
from 40 points recorded
each week observations
Test water Test results Develop Evidence of applica-
quality recorded policies and tion of regulations
regulations
Double check Positive test Prepare Adopted standards
on positive results by two drinking and the facilities
samples test reports water to monitor and
standards control them

Trained operators

Records of regular
inspections

Reports and

monitoring activity

Reporting Properly formulated

requirements and organized report
system

Control Health of population

quality of

water supply

W
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4, EVALUATING PROGRAMME EFFECTIVENESS -- BOTTOM LINE RESULTS (cont'd)

STEP TWO: Collect the information needed to provide evidence for the
evaluation,

In Step One, the performance indicators that illustrate whether the
tasks of an individual or of a system have been performed are listed. If you
are evaluating the achievement of broader goals and objectives, the necessary
data to determine their achievement is also listed. In Step Two, you collect
that data. There are several means of gathering information.

1. Routine Information Systems —-- A routine information system is one that is
used to collect data on a regular basis. Such a system for a leak control
programme would probably involve regular reporting by managers in charge of
the distribution system regarding the number of gallons of water used each
day. A routine information system for a training programme would probably
involve the instructor's standard end of course report on the ability of each
trainee. Supervisors of the newly trained employees may also be required to
submit routine reports on the on-the-job performance of all workers who have
had special training.

2. Random Information Systems -- Sometimes it is difficult to collect data
from all sitesg or districts. A random information system is a system used to
collect data from reporting sites selected for their representativeness. If
information is wanted on water usage in villages with populations of less than
2,000, not all villages need be investigated. A sample of representative
villages will usually provide an adequate data base.

3. Special Studies -- Special Studies are useful for collecting data which is
not collected on a routine basis. A programme review of the entire HRD
process might be a special study. Another study might allow for a comparison
of the performance of newly trained workers with un-trained workers.

STEP THREE: Analyze the information.

The first action in information analysis is compiling and organizing the
data. To compile data, transfer it from individual reports to summary reports
and graphs.

Data analysis is perhaps most important when used to evaluate the
achievement of the objectives and goals. If, for example, ones research shows
that the plumber trainee successfully completed the course in leak detection,
but there is no resulting drop in the amount of unaccounted water, ones
analysis probably points to a problem somewhere in the organizational system.
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4. EVALUATING PROGRAMME EFFECTIVENESS —-- BOTTOM LINE RESULTS (cont'd)

A more desired scenario would be when ones analysis clearly shows that not
only have the plumbers mastered the skills needed to perform a leak survey but
that there is a corresponding percentage drop in unaccounted water loss. In
this situation, further analysis can provide one with actual monetary data
showing how much money has been saved by the training course. Managers often
think of training in terms of how much it costs rather than the resulting
financial benefits.

During this analysis step one may also be looking for trends. One may
find clues that will help identify the causes of the trends. For example, one
might discover that trainees with a particular educational background
consistently do better in a treatment plant operators' course. What does this
indicate? Similarly, one may find that courses taught by one instructor have
a lower success rate than courses taught by another instructor. What use can
one make of this information?

SUMMARY

Section 1 of this chapter has discussed the seven steps in the production
of an Annual Training Plan. The Training Plan makes it possible to perceive
Human Resources Development as an organized and on-going method of meeting the
real manpower needs of the water supply and sanitation sector.

Section 2 provided guidance for the development of in-house training
programmes .

Section 3 provided guidelines for formulating training programmes for
community-based workers to promote water supply and sanitation.

Section 4 provided a three-step approach to the evaluation of programme
effectiveness.

i)

"
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1. INTRODUCTION

The Decade's biggest resource is people. But do we make the best use of
them? The number of broken down or badly functioning water supply and
sanitation systems suggests not.

Shortage of skilled manpower tops the list of constraints identified by
developing countries as hampering more rapid sector progress. Yet, there is
also ample evidence of overstaffing in many undertakings.

The diagnosis of the HRD Task Force is that a guch more integrated
approach is needed in human resources development, linking training with
organizational changes, career development, and planning and management
systems. It is on this critical component of management that we now need to
concentrate.

In the overview chapter, the interdependence of Planning, Training and
Management was highlighted. Then, in the chapters on Planning and Training it
was stressed that HRD planning, to be effective, had to be integrated with the
organization's business and operating planning and preferably also within a
strategic context. It was seen that planning and the training programmes that
resulted could not occur in a vacuum and needed to be managed in a systematic
way.

The efficiency with which any organization can be operated will depend to
a very considerable extent upon how effectively its personnel are managed.
Since all organizations, regardless of their size, must operate with and
through people, the management of such organizations is basically a process of
managing people.

The following quotation on human resources management is taken from the
Basic Strategy Document?:

"Reorientation of human resources development, in water and
sanitation, to achieve the decade goal, requires radical changes in the
attitudes and skills of managers. Motivating employees and enhancing
their job satisfaction are essential elements of good management. The
concern of those who manage human resources should include: the
formulation of policies with respect to the recruitment, employment, and
retention of human resources; the monitoring of requirements for various
skills; the appropriate distribution of the workforce, bearing in mind
the needs of underserved populations and the skills required to serve
these needs; the supervision of employees and the provision of continuing
education and training to help improve their performance; the provision
of material incentives; the provision of career—-development
opportunities; the evaluation of the performance of employees; and the
provision of the necessary logistical support."

¥ Basic Strategy Document on Human Resources Development, Recommendations of
the Task Force of the IDWSSD Steering Committee for Cooperative Actiom,
(EHE/82.35), WHO, 1982.
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1. INTRODUCTION (cont'd)

There are some who may see in the above statement the seeds of
controversy. Yet it has got to be faced in the light of the prevailing
situation. The Pan American Health Organization/WHO described the prevailing
situation starkly in their publication, Drinking Water Supply and Sanitation:
The International Decade in the Americas,* as follows:

"In the history of many countries, the water systems of important
cities represent significant achievements, a source of nat10na1 pride, and
the symbol of a high degree of development.

Today that situation has changed dramatically. Few countries would
currently consider their water and sanitation sector among the most
developed and satisfactory. Indeed, most indicators of institutional
performance demonstrate that few water agencies could be considered
successful in achieving their goals....

Lack of money and skilled human resources are generally singled out
as the main obstacles to achieving better performance. Although no one
could doubt the importance of these two factors, they do trigger a number
of questions. Are the human resources presently available being used to
capacity? Would more money and people solve existing problems, or simply
create new ones? Are technically biased managers equipped with the
necessary managerial skills to adequately cope with the complexities of
shrinking budgets, ©public relations and  motivating staff? Are
institutions prepared to provide their people with the conditions and
tools mnecessary to perform adequately? 1In many cases the answer to these
questions would have to be an unqualified '"No".

These words from PAHO/WHO could just as easily have been used to describe
the situation in other regions of the world. It calls for a new and radical
look at how best to deploy human resources, at how best to plan for, train and
manage people. It could well mean a major overhaul within the often out-dated
civil service system that permeates many water supply and sanitation
agencies. This may be too huge an undertaking to contemplate for some. But a
start needs to be made and there is no reason why water supply and sanitation
should not become the model for change. It needs leadership at the political
level and certainly at the top level of management. At the political level,
of the type of leadership shown in adopting the World Health Assembly water
supply and sanitation resolution WHA 34,25 in May 1981. Governments accepted
the need to change from sophisticated to appropriate technology; from a
concentration on wurban construction to programmes for the underserved
peri-urban and rural population; from technician training to training Primary
Health Care oriented workers; and by associating communities in all stages of
projects. Implementation of the water and sanitation resolutions adopted by
the World Health Assembly will be directed by sector managers. The
re-orientation called for in the resolutions will be carried out by the same
managers. Thus, it is self evident that top-level managers _in_ water _and

sanitation programmes have a "MAKE" or "BREAK" influence on achieving sector

oB]ectlves.

All this can be done if the will 1is there, and above all if a
reorientation of management style and practices takes place. But it will take
time and it needs to be planned. The chapter lists many tools and approaches
that need to be considered, much 1like a menu, choosing what 1is most
appropriate. They are best introduced in incremental stages.

* Environmental Series No. 3, PAHO/WHO, Washington, 1983,
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1, INTRODUCTION (cont'd)

Before developing further each aspect of the personnel policies mentioned it
may be helpful to make five essential points to put the introduction into context.

Successful organizations have found that:
1. Human Resource Management embraces all who manage people.

2. All managers have a two—fold responsibility; for task management and for
people management.

3. It is necessary to balance the needs of the organization with the needs of
the employees, to obtain their commitment.

4, Balance, and the culture that goes with it, is an overall guiding
principle which includes style of management and shared values.

5. Personnel policies need to be designed to attract, retain and motivate
good people and be consistent with each other.

Now, to expand on the five essential points:

First, human resources management embraces all managers who manage people
whether they are designated as training, personnel, staff, operational or general
managers. It also embraces those who, whilst not given the title of manager,
nevertheless manage people, e.g. supervisor, foreman.

Secondly, all of these managers have a two-fold responsibility, for task
management, on the one hand, and for people management, on the other. Successful
organizations have learned that it is essential to help their managers to strike a
balance between these two responsibilities.

It is a common experience
in the water and sanitation
field to find too much
PEOPLE emphasis on the task side
MANAGEMENT and not enough on the
people management side 1i.e.
the people who perform the
task. There are  notable
exceptions but in general a
better balance seems to be
required.

TASK
MANAGEMENT

Thirdly, putting it in another way, it means balancing the needs of the
organization with the needs of the employees that make up the organization. To do
this well requires that individual managers need to understand not only the needs
of the organization in a technical and operational sense but also the needs of the
employees. Primarily, such managers have discovered that this 1is the way to obtain
the involvement, commitment ~ the motivation - of their employees to their work and
to their organizationm. This motivation being the prerequisite for enhanced
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1. INTRODUCTION (cont'd)

performance. It could be said that it has been seen to pay an organization to
be fair, consistent and balanced. It is also clear from the experience of
less successful organizations that if management does mnot achieve a balance
between the needs of the organization and the needs of the employees others,
such as trade unions and staff associations, will attempt to do so.

Fourthly, this is not to suggest that balance is possible in every action
of every individual manager. It seems, that successful organizations use this
need for balance as one of a number of major objectives to be achieved and
they apply it as an overall guiding principle against which almost everything
they do can be judged. Some organizations think of this as a management
philosophy, others as a pervading culture* or ethos but whatever it is
called, it is known to 1include tone and style of management and the
development of shared values. Time taken by the Board of an organization to
think through what each of the major objectives should be has been found to be
time well spent. They then need to ensure that all managers and employees
understand these objectives. This means that open and clear lines of
communication, together with regular opportunities for dialogue and
consultation are essential,

Fifthly, it is in the Personnel Policies* of an organization and
management ‘s ability of putting them into everyday operation that this culture
and this balance shows itself, Successful organizations have found that
personnel policies need to be written and practiced im such a way that good
people are attracted to the organization, wish to be retained by it and are
motivated to help it achieve its goals., Policies, flowing from the major
objectives, therefore need to be carefully thought through before they are
written to ensure that all employees and management can easily understand what
is intended. Then they need to be practiced by all members of management, not
just personnel managers, in a fair and consistent way with the minimum gap
between policy and practice, between intention and actuality. Unfortunately
there always seems to be a gap, the trick is to keep it to an absolute minimum.

Each element of the Personnel Policy must be consistent with each of the
others. They should make sense, to management and employees alike and be part
of a coherent and integrated approach., In short, they should fit into the
organization's own particular culture. It is this culture, the guiding
principles driving management thinking, which is the base against which new
policies and practices can be tested before they are introduced.

* pPeters, Thomas J. and Waterman, Robert H., In Search of Excellence, 1983.

* Personnel Policies are alternatively described as Human Resources Policies
by some. For the sake of simplicity and consistency we will use, e.g. the
description Personnel Policy. However, we do see the Personnel Function as
being synonymous with Human Resources Function, as a broad based, major
function of an organization, reporting in to the Chief Executive.
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1. INTRODUCTION (cont'd)

In conclusion, readers are asked to bear in mind the above five essential
points when thinking about ones own organization and in reading the rest of
the chapter which is devoted to the major ingredients of Personnel Policies.
It should be obvious from the foregoing introduction that these policies must
be viewed in the widest possible sense as they are applicable to everyone 1in
the organization. They are not the sole responsibility of any one function
although, clearly, they should be the major responsibility of the Personnel
Function. What follows is not intended to be a comprehensive treatise on
every aspect of Personnel work. There are numerous books on that subject.
Rather, it is a reminder of the subject areas that should be considered and
their importance in the whole field of managing human resources.

2., ORGANIZATION OF PERSONNEL FUNCTIONS

All managers and supervisors, as we have emphasized, have the
responsibility for human resources management. Many modern organizations also
have a personnel staff whose job it is to provide their managerial and
supervigsory colleagues with professional assigtance in each of the human
resources fields of activity. Many of the duties which have been
traditionally identified with personnel management are '"operational', e.g.
record keeping, accepting manpower requisitions, coordinating recreational
activities, producing staff rosters, perhaps even job classification and
personnel selection. Today however, many of the activities of personnel
management require consultation with and cooperation of other top management,
e.g. analyzing staffing needs and developing plans; developing policies,
procedures; approving job and salary plans.

In many organizations, it has been found useful and necessary to help set
up and then work with committees representing different groups of employees,
who meet regularly to discuss problems or suggest new areas for action.
Examples include those developed for broad reviews of personnel policies, job
classification, performance evaluation etc. They might be described as, e.g.
Joint Advisory Councils, or Joint Shop Stewards Committees depending on a
number of factors one of which is whether the agency is unionised. These
committees are generally situated at the level of top management or their
closest advisgors.

To carry out the personnel activities described above, smaller agencies
may want to create a position in personnel management for the first time.
Other may wish to consider upgrading the function from the '"operational' type
of work indicated above to include policy and planning work too. It has been
found that the personnel function should report directly to the General
Manager if the necessary "balancing" emphasis is to be achieved.

An organization chart from one of the Thailand agencies appears on the
next page (IS~0l). It provides an example of the organizational arrangements
for administering the personnel function. Observe that the Training function
reports directly to the Chief Executive whilst Personnel comprises a separate
function. In other agencies, and particularly other industrial fields in
developed countries, these personnel services have combined with training and
other personnel areas to form a broader based Personnel Function, reporting to
the Chief Executive - such as is described in section 3, Personnel - Major
Areas of Activity on page 163.
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2. ORGANIZATION OF PERSONNEL FUNCTIONS (cont'd)

A small to medium sized organization may organize the personnel function
as follows: with as little as one person per area of activity and sometimes
even one person being responsible for more than one area of activity,
according to size and need.

Personnel
Function

Job
Evaluation

Recruitment and
gelection

Training

Records

Employee/Labour
relations

Advisory
services

An even fuller statement of activities of a Personnel Function 1is
presented on the next page. That figure may be helpful in reviewing the
current services and capabilities of ones own Personnel Function. It may, of
course, be much broader than one needs at present, but its organization will
suggest future activities.

Regardless of the organization structure, the Personnel Function must work
closely with line managers and supervisors and the other departments in the
agency if the organization is to be effective.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY

The size and structure of an organization, together with the nature of the
personnel programme that it is to administer are important factors in determining
the structure of the Personnel Function. The following figure illustrates some of
the divisions into which human resources may be organized and the activities that
each division may well perform. Some of the activities shown here are sometimes
included in other of the divisions listed depending on the emphasis required.

PERSONNEL DIRECTOR

Policies Policies
Manpower Development Plan Communication &
Records & Reports Consultation
Statistical Analysis PERSONNEL EMPLOYEE Collective

Morale Surveys PLANNING RELATIONS Bargaining

& Personnel Research Legislation

] Grievences/Appeals
Discipline

Suggestion Schemes

Interviewing Benefits/
Testing Pensions
Recruitment Insurance
Placement - Selection  EMPLOYMENT EMPLOYEE Publications
Orientation - Induction SERVICES Counselling
Transfers Recreation
Terminations 3 4 4 Parking
Records Miscellaneous \
Job Evaluation Performance
Job Description Appraisal
Job Specification WAGES & APPRAISAL Career
Job Classification SALARIES & CAREERS Development
Salary Surveys ] Structures
Work Standards 5 6 Promotion
Job Design Lateral moves
Training Policys Examinations
Programmes TRAINING HEALTH First Aid
Management & & Health Programme
Supervisors DEVELOP- SAFETY Referral
Operators, etc. MENT Campaigns/Education
Performance Evaluation Inspections
Facilities/materials Awards/Records
' 7 8 Accident
Investigation

Personnel Policies are the binding material that turn these boxes from separate
entities as shown into a coherent whole. So before describing each of the
activities in more detail it is necessary to consider Personnel Policies.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY {(cont'd)

Personnel Policies

Whatever the structure that is decided upon as most appropriate in the
circumstances it is Personmel Policies that will guide this work.

According to the Basic Strategy Document, '"The concern of those who manage
human resources should include: the formulation of policies with respect to
the recruitment, employment, and use of human resources.....'" Others have
suggested that water and sanitation agencies would be well advised to consider

developing and publishing, or reviewing and enhancing their policies and
regulations for managing human resources where they have not already done so.

Personnel ici outline guiding principles for the management of
employees. They may be general or specific, broad or narrow in scope.
Policies serve as a guide to action and decisions. They spell out the goals
and procedures for many of the aspects of human resources management. They
provide guidance for many decisions by supervisors and managers who can thus
act with a greater degree of confidence in resolving problems because they
have a more objective basis on which to make and to defend their decisions.

Policies also serve as an aid in: orienting and training new personnel,
administering disciplinary action and resolving grievances. They provide
answers to many questions that are referred to supervisors and managers.

Procedures explain how general policies will ©be carried out

systematically. Regulationg set out rules which govern the rights and duties
of the employees in their work relations.

Where policy statements are very general, they may need to be supported
with additional components. SATECIA*, for instance, suggests some of the
following kinds of additional documents to spell out company policy:

- Employee Handbook

- Handbook of Organization

- Manual describing positions, classifications, careers
- Job Classification and Evaluation Procedures Manual

- Personnel Recruitment and Selection Manual

- Training Manual

- Performance Evaluation Manual

A policy which is very general yet successfully communicates important
values of the organization is given as an example on the following page
(IS-02). Although this personnel policy is taken from the international
banking industry, many of the items are also applicable to the water
industry. It provides us with an opportunity to learn from another
occupational field.

* SATECIA, "System for Administration and Development of Human Resources"
SYMPOSIUM ON DEVELOPMENT OF ENVIRONMENTAL MANPOWER WITH PARTICULAR REFERENCE
TO BASIC SANITARY CONDITIONS, Rio de Janeiro, November, 1979.
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INFORMATION SHEET: 1S-02

PERSONNEL POLICY STATEMENT OF A MAJOR INTERNATIONAL BANK

The personnel policies of the bank are based upon the belief that the
success of the bank and its usefulness to the countries it does business in
are primarily dependent on its personnel, and that the development of the
greatest potential for each employee is not only good for the employee, but of
maximum advantage to the bank.

It is the policy of the bank, therefore, to give its employees training
and opportunity so that they can have the satisfaction and happiness that come
from good surroundings, good rewards and the consciousness of work well done.

TO ACHIEVE THESE ENDS IT IS THE POLICY OF THE BANK:

To employ individuals solely on the basis of qualification.

To recognize each person as an individual throughout his or her entire
period of association with the bank.

To implement continually positive affirmative actions that will ensure
that equal opportunity is afforded to all qualified staff members and to
applicants for employment regardless of race, creed, colour, national origin,
sex, age, or physical handicap.

To review periodically the performance of all members of the staff and to
keep them informed concerning their status; to provide continuous guidance to
help staff members to progress.

To promote from within on a bank-wide basis individuals qualified to fill
vacancies in more advanced positions.

To maintain salary scales which compare favourably with those paid for
similar work by the better paying companies in our employment markets; to
administer individual salaries in a manner which recognizes the relative
importance of each position and rewards meritorious performance.

To maintain a generous and comprehensive benefits programme having in mind
that financial security and personal welfare are of great value to members of
the staff, their dependents, and to the bank.

To provide an attractive and efficient environment by maintaining good
physical working conditions and by fostering harmonious relations among staff
members.

To regard planned training, education, and staff development activities as
an investment for the mutual benefit of individuals and the bank.

To communicate freely to all members of the staff and to encourage
communciation from them and among them.

To encourage members of the staff to participate in activities related to
civic affairs, and community welfare projects.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

Obviously, the elaborateness of a written policy statement will depend in
part upon the size of the organization. A more complete listing of personnel
policies might include references to the following areas:

- Organization - Remuneration and Allowances

- Manpower Planning - Working Schedule and Hours

- Job Evaluation & Classification - Fringe Benefits

~ Training and Development* - Social and Welfare Benefits

- Career Planning - Sick Leave and Maternity

- Hiring - 01d Age, Death, Disability

- Recruitment - Safety, Housekeeping, Health

- Selection - Industrial Relations

- Probation ~ Discipline, Standards of Conduct
- Transfers - Terminations and Penalties

= Leaves and Excused Absences - Complaints and Grievences

- Holidays and Days off - Suggestion Systems

- Promotions, Merit & Increases - Political Involvement and Nepotism
- Performance Evaluation - Communication, and Participation
- Salary Administration Mechanisms

A personnel policy should fulfill several criteria:¥*

(1) Policy should be written, understandable, and present a
comprehensive coverage of the personnel functions.

(2) Provision should be made for communicating and ensuring understanding
of stated policies throughout the organization.**

(3) Policy should be established as a result of discussions and
consultations throughout the organization, including consultations
with employees' representatives as appropriate.

To ensure that this comprehensive coverage 1is achieved a method of
regularly reviewing and updating, where necessary, 1is required. Some
organizations have their regional/divisional/operational personnel managers
(representing their operational management colleagues and contemporary
personnel experience in the division) meet regularly with their central staff
colleagues at Personnel Strategy meetings, to do just this. Any suggested
changes are then first tested on their operational management colleagues
before going to the board for approval.

* Training and Development Policies are described in Section 7.1 pages 199
to 204.

* SATECIA, '"System for Administration and Development of Human Resources"
SYMPOSIUM ON DEVELOPMENT OF ENVIRONMENTAL MANPOWER WITH PARTICULAR REFERENCE
TO BASIC SANITARY CONDITIONS, November, 1979.

** This is described in Section 3.2 Orientation - Induction page 178.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

] PERSONNEL PLANNING

1.1 POLICIES
1.2 MANPOWER DEVELOPMENT
RECORDS AND REPORTS
STATISTICAL ANALYSIS
1.3 MORALE SURVEYS AND PERSONNEL RESEARCH

This subject is very fully covered in the Planning Chapter, pages 24-91
inclusive. However, there are a number of additional factors which affect and
involve management which require emphasis and consideration.

1.1 Policies

The Personnel Policies we described from page 164 onwards are not self
contained but rather strongly influence each major area of personnel activity
including this planning activity.

For example, where the government of a member state is party to the World
Health Assembly water supply and sanitation decade resolution* and
asks/recommends the ministry/agency responsible for water supply and
sanitation to accept the personnel policy implications of them. In this case
the government is asking the agency to accept the reorientation necessary and
to apply changes:

- from sophisticated to appropriate technology;

- from a concentration on urban construction to programmes for the
underserved peri-urban and rural populations;

- from technician training to training Primary Health Care oriented
workers (from other sectors); and

- by associating communities in all stages of projects.

There are profound implications for agencies in these areas of major
changes of emphasis. For example, the Primary Health Care emphasis and the
use of local health workers who can assist agencies whose labour forces are
overly stretched and too thinly spread and can at the same time facilitate
positive community involvement and helpful voluntary effort. This is one
important way of augmenting an agency's labour force and ensuring represen—
tation in rural communities that would not otherwie have any contact with the
agency. Moreover, the harnessing of local communities, particularly women and
voluntary effort in, e.g. the operation and maintenance of existing or new
water supply and sanitation programmes would ensure that fewer of them failed
through lack of the required attention.

However to ensure that such initiatives succeeded an agency would have to
have a number of staff devoted partially, if not wholly, to facilitating
positive community involvement.

* WHA Resolution 34-25 - 22 May 1981,
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PERSONNEL PLANNING (cont'd)

1.2 Manpower Development Plan

The main reason for compiling manpower supply and demand information in
the eleven step sequence, we described in the Planning Chapter, is to enable
management decisions to be made, based on reliable information and a rational
approach. We showed at what stages management interventions could be made
when trade-offs might have to be considered, and when decisions about choices
may need to be made.

On the basis of the agreed annual manpower requirements, per occupational
group, records and reports can be compiled to enable management to monitor
progress, e.g. of recruitment and/or training programmes, and where necessary
take corrective action. ’

How best to do such recording and reporting is for each organization to
decide on the basis of need. One large organization with a number of
divisions geographically spread across the country finds it useful to arrange
monthly meetings of the manpower planners and the personnel recruiters/
placement officers one of each for each division. This 1is particularly
helpful for, besides replacing labour turnover (even a low one of 5%, of
15,000 employees requires 750 replacements just for attrition) and adding any
growth that is planned, they need to transfer employees across divisions to
meet changing needs and their full employment/no redundancy policy. So they
keep themselves and their management very much up-to-date.

Today, computers can make recording much easier than in the past,
especially when because they are used for payroll runs the information must be
up-to-date. When comprehensive personnel information is added, 1like age,
length of service, skills, experience and education, planners can easily
extract, e.g. age profiles, length of service profiles per department and
function. It is on the basis of such information that further management
decisions can be made. For example, the organization mentioned above having
noted that 30% of its employees were in a six year bracket (34-40 years old)
decided that most recruitment in the future would be in the 16-24 age range.

1.3 Morale Surveys and Personnel Research

Morale surveys of employees can be a very useful management tool, A
number of organizations regularly use them to quantify attitudes, (so helping
to dispel any inaccurate assumptions and beliefs held by managers) and provide
information for action and motivation programmes*. Others use them occasion-
ally. They can be simple and include only a few, but rather fundamental,
questions or they can be as sophisticated as the organization can deal with.
They are greatly appreciated by employees but they do raise employee
expectation and so should only be embarked upon if there is a genuine
intention on management's part to right anything they find wrong. The
responses can be broken down by department, age, sex, or skill and can be used
for trend measurement and problem identification.

* GIBSON Howard, Common Staff Status in IBM, article in Industrial Partici-
pation, London, Winter issue, 1979/1980.
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1. PERSONNEL PLANNING (cont'd)

1.3 Morale Surveys and Personnel Research (cont'd)

The following recent survey example designed by the U.S. Labour Relations
Institute indicates how supervisors can hold inaccurate assumptions and beliefs.

WHAT DO EMPLOYEES REALLY NEED?

JOB FACTORS EMPLOYEES* SUPERVISORS*
RANKING RANKING

Feeling of being tn on

things 2 10
Job securlty q 2
Interesting work 6 5
Personal loyalty to 8 6

employees
Tactful discplining 10 7
Good working conditions 9 4
Promotions and growth in 7 3

the company

Good wages 5 1

Sympathetic help on 3 9
personal problems

Full appreciation of 1 8
Work done

There is a wealth of rating information in this table, resulting from a
survey of 10,000 workers, e.g., employees were first of all looking for "full
appreciation of work done'", secondly for a "feeling of being in on things" and so
on, with "good wages'" coming fifth. Whilst supervisors ranked these first two
needs as eighth and tenth respectively putting ''good wages', the fifth need, as
number one.

Before readers rush to the conclusion that such disparities could not occur
in their agencies it should be said that this type of result is very typical of
many organizations and has been found to be so right across the world. Recent
survey data in the developing countries ofLatin America and the Caribbean
indicates that '"appreciation of work done" is also the no. 1 factor there too.
One of the important implications of this survey is that costly solutions are not
required to meet employee needs. For example, to meet employee need No. 1, a
simple thank you is often (not always) all that is required. To meet employee
need No. 2, good communication and consultation is what is required - (this is
developed further in Section 2 Employee Relations, page 174) - and this does not
have to be costly. It can be as costly as the organization can afford to make
it. The reader may care to continue the study of the table and to draw further
conclusions from it.
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PERSONNEL PLANNING (cont'd)

1.3 Morale Surveys and Personnel Research (cont'd)

Clearly, there will be some variations from agency to agency should these
questions be asked and it depends where one is now on any one of these job
factors as to where one puts it relative to the others. For example, if one
is already receiving good wages it is less important than other factors whilst
if one is not getting good wages it becomes more important. Experience,
however, shows that it still would not come first for employees despite
supervisors thinking to the contrary.

The balance that managers are required to achieve between the
organization's needs and employee needs, referred to earlier, is unlikely
whilst their thinking 1is so different from that of their employees.
Organizations who have come to pay more attention (and it does not have to be
undue) to employee needs have experienced greater motivation, greater
commitment and improved performance from their employees. Whilst surveys are

a useful tool in determining whather balance has been achieved - and in at
least one organization such a survey actually resulted in a training programme
entitled '"balanced management'" -~ it is mnot every organization that will be

able to use them. In such cases managers and supervisors must be traimed to
understand employee needs and to respond positively. Managers and supervisors
sometimes need to be reminded that they are also employees and the difference
between how they think and how their employees think is no where near as great
as is frequently believed. Many organizations have found that this gap in
thinking can be narrowed by their own efforts. Sometimes, however, when
relationships between management and employees are poor the gap is wide and it
needs major efforts to narrow it. Much more commonly, it does not require
such effort.

These paragraphs on Morale Surveys apply as much to the following section
on Employee Relations as they do to this planning section. One of the
disadvantages - among many advantages — of breaking down the personnel area in
this way is that it suggests the sections are separate and distinct when in
fact they overlap considerably and are clearly interrelated.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

2 EMPLOYEE RELATIONS

2,1 POLICIES

2.2 COMMUNICATION AND CONSULTATION
2.3 COLLECTIVE BARGAINING

2.4 LEGISLATION

2.5 GRIEVANCES AND APPEALS
DISCIPLINE

2.6 SUGGESTION SCHEMES

2.1 Policies

Personnel Policies guide the work across each of the areas of activity as
has already been said. This 1is no less true of this area of Employee
Relations. In fact, some organizations put the main thrust here. For
example, a senior personnel manager of a large electronics organization
recently described employee relations in his own company in the following
terms:

"The approach to employee relations which has evolved over the years
and continues to evolve, is based on respect for each employee as an
individual. This 1is achieved in practice by developing a close working
relationship between each employee and his manager, by keeplng manager to
non-manager ratios low, and by carefully selecting and training managers.

Expanding this further, the title manager is given to all employees
who have supervisory responsibilities for other employees. Thus there are
no foremen, supervisors, charge-hands or others having ambiguous titles or
roles. For each of our 1,600 managers, being a manager in fact means
having the responsibility to hire employees, to pay salary increases, to
promote, and should it be necessary, to recommend for dismissal, albeit
within the organization's guidelines.

Managers are selected from within the organization on the basis of a
number of factors, which besides performance, include the ability to
motivate employees as well as adopt a consultative style of management.
Management training courses and management coaching further develop these
features and emphasize team building which 1is so necessary, given the
articulate and questioning employees we attract.

The ratios of managers to employees obviously vary according to the
nature of the work as well as the level of management. They range from
approximately 1:4 to 1:18 with an average of 1:9, so ensuring that
managers can get to know their employees well and are never remote. In
these ways, together with some of the other practices listed later, we
develop a close working relationship between employee and manager which 1is
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EMPLOYEE RELATIONS (cont'd)

2.1 Policies (cont'd)

aimed at achieving willing co-operation. The result of this sort of
management approach is that a real enthusiasm is engendered together with
a positive identification with the needs of the organization.

This spirit generally pervades the organization but it requires
constant vigilance and management willingness to listen to employee needs
and aspirations and to adjust its practices accordingly. The aim is to
have each manager as his own personnel manager, balancing task needs
against employee needs. However, managers do not always achieve the ideal
balance, and in order to support them we have developed over the years
strong, experienced and professional personnel departments.

So while it is the manager who is responsible for looking after the
interests of individual employees, overall consistency and fairness are
achieved by clear and established personnel policies and practices. These
policies and practices are seen as an integrated whole rather than a
collection of isolated policies, even though they were built up over a
number of years.

This policy framework is based on seven business principles,
unwritten at first, but always basic in the thinking that built the
company.

The first two, which are relevant to employee relations, are:
1. To provide intelligent, dynamic capable management.

2. To provide a maximum degree of satisfaction on the part of our
employees in their assigned tasks."

Successful organizations, like the one quoted above, take the management
approach just described for two interconnected reasons. The first is the set
of beliefs that drive them, that is the culture that has already been
mentioned. The second is that the organization clearly benefits as motivated
and committed employees, who understand their organization's needs and have
shared values, can be seen to perform well.

Obtaining improved performance is one of the main thrusts of this chapter
as is the interrelated nature of each of the sections and the need for balance
across them.
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2.1 Policies (cont'd)

If onme was to ask employees, in successful organizations as well as
unsuccessful ones, the world over, what factors affect their performance they
would come up with answers something like those depicted in the following
diagram:

FACTORS AFFECTING PERFORMANCE

__— MANAGEMENT ‘\\\\\\\\\\\

FEEDBACK & MOTIVATION
INFORMATION

TRAINING |————s | PERFORMANCE | <=————] INCENTIVES

OPPORTUNITY /’/////ﬂ;//// \\\\\‘K\\\\\\\ TOOLS AND

| T0_PERFORM | EQUIPMENT
\\\\\\\\\.CAPACITY/ WORKING | _—

EXPERIENCE CONDITIONS

All these factors are the responsibility of the individual manager to some
extent. Some may be inclined to say that not all of the factors listed are
within the individual manager's responsibility, It is true that some are more
directly a responsibility 1like management of the performance, and like
motivation of the individual performer. Whilst others are less directly an
individual responsibility and more an organizational responsibility, like
availability of incentives and tools and equipment. But even here the manager
is the agent or representative of the organization and has a clear
responsibility to bring to the attention of those more directly involved if a
factor is having a negative affect.

The diagram also reminds one that organizations, who in an attempt to
improve poor performance by sending employees on a technical training course,
should not be surprised if improvement does not take place if they ignore the
other factors. Such training by itself is not enough.
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EMPLOYEE RELATIONS (cont'd)

2.1 Policies (cont'd)

In addition, the diagram indicates the link between each of the major
areas of activity listed in this chapter.

The theme of improved performance is further developed in Section 6,
Appraisal, from the setting of goals or objectives, (whether they be
organizational, divisional, functional, departmental or individual), through
to performance appraisal. Performance in turn is linked with pay (Section 5),
especially if an organization has a pay for performance or merit principle
approach, Even if it has not got this, performance is also linked with
promotion in that it is in an organization's interest to promote and be seen
to promote the best performers, everything else being equal.

2.2 Communication and Consultatjon
"Managers and supervisors must be held accountable for communicating
with their own teams, with active board level commitment to providing
information on a regular basis., This commitment must be permanent
and seen to be so.¥
In these two sentences, the CBI* has encapsulated three of the most
important principles which must underlie any organization's communication
policy:
1. The lead must come from top management who must be clearly committed.
2. The primary communication responsibility must be held by management.

3. Information must be provided on a regular and systematic basis.

The Industrial Society's 1980 pamphlet, Understanding the Economic Facts,
adds to these fundamental requirements as follows:

...our experience shows that if facts are to be believed and if those
who give them are to be trusted, the information must be: REGULAR,
not just at a time of «crisis or in the context of annual
negotiations., HONEST, the facts, both good and bad. OPEN to all
employees, not just to management and representatives and with a
chance to ask questions. RELEVANT, primarily about the local unit
for which employees work and whose performance they can directly
affect.

And the Dbasic reason why five company Chairmen and five General
Secretaries of major trade unions are urging companies to provide regular,
honest, open and relevant information to their employees:

* Guidelines for Action on Employee Involvement, Confederation of British
Industry, London, 1979.
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EMPLOYEE RELATIONS (cont'd)

2.2 Communication and Consultation (cont'd)

We believe people will only be committed to their work... if they
understand the purpose of their work... if they understand the purpose
of what they are doing, what their efforts achieve and where the money
goes and comes from...

Without such commitment the success of the enterprise is unlikely,

The message is clear. It should prompt a management team to ask two basic
questions. Are we interested in securing the commitment of our employees to
our organization? If so, have we made a start by implementing a
communication policy based on the requirements set out above?"*

How each organization achieves this is for its management to decide given
its own individual circumstances.

The executive boards of some organizations meet monthly, others meet as
often as weekly to decide on general direction and to resolve interregional or
interdivisional issues. Many then ask each of the regional/divisional directors
to immediately thereafter brief their reporting managers who then ensure that
the information is passed down to all 1levels of employees. If this
communication link is then enhanced by monthly departmental meetings with all
employees given the opportunity to ask questions and be involved in a two- way
dialogue, back to top management where necessary, there will be much less chance
of uncertainty and misunderstanding at the very least. At best, there will be
employee involvement and thus commitment to the organization. This will be
especially so if the manager encourages employees to see themselves as a team
and involves them in departmental problems and issues.

2.3 Collective Bargaining

Collective bargaining refers to the bargaining, or negotiation, that results
from the collective agreements that an organization's management makes with
trades unions, or staff associations representing the employees. Where these
operate - because not all organizations are unionized - they apply to pay and
conditions on the one hand and issue and grievance handling and resolution on
the other.

How best to phase in Communication and Consultation with Collective
Bargaining and precisely what areas should be covered by collective bargaining
has exercised many minds over the years and a number of books have been written
on the subject. In any case experience varies considerably from country to
country and can indeed also involve legislation such that the subject cannot be
fruitfully developed further here. Suffice it to say that the subject is an
important one and needs to be handled by experts to get the best results.

* Gibson H, Buckingham G, Andrews-Jones D, Mitchell B, Roots P, Communication

in Practice, Institute of Personnel Management, London, 1981.

E]

L1

L8

i



a)

o

HRD HANDBOOK

CHAPTER 4: MANAGEMENT PAGE 176

EMPLOYEE RELATIONS (cont'd)

2.4 Legislation

Much the same can be said for legislation as has just been said for
collective bargaining. It is listed here as a subject that cannot be ignored
and again needs to be professionally handled. The more an organization and
its managers understand how it 1is affected by legislation - whether the
legislation applies to trades unions, employee rights, employee safety, social
security, or any other area — the better it is likely to operate.

2.5 Grievances and Appeals

In this area, and indeed most of the others too, employees and managers
clearly need to know what rights they have and what respongibilities they have
as a result, This means that management - and where appropriate trade unions
-- needs to think through not only what is right and proper at law but what is
fair and just in any given set of disciplinary circumstances. It then needs
to clearly communicate these organizational rules to employees and then apply
them consistently when the need arises.

Procedures for satisfactorily handling grievances and appeals, without
hint of wvictimization, and providing impartial advice and assistance to
employees 18 yet another area requiring specialist handling within an
organization. Again the most appropriate approach depends on culture, custom
and practice, legislation and similar factors which cannot profitably be
covered here. Fairness and consistency is essential here too.

There are numerous books on each of the three subject areas mentioned here
for those who are interested.

2.6 Suggestion Schemes

Many organizations have found it useful to initiate suggestion schemes
which reward employees for making suggestions as to how the organization might
improve, e.g., its productivity, its procedures, its safety or any other area
of activity. A well run scheme can not only bring forth excellent suggestions
from those nearest to the scene but it can also incease employee involvement
in the organization generally.

Like all the other activities described here, suggestion schemes, once
introduced, can not profitably be 1left to continue indefinitely without
review. The best schemes keep thorough records, regularly carry out review on
the basis of these and inject minor incentives or major overhauls as
necessary. Specialist books are available which describe the many types of
scheme which exist.
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3. PERSONNEL ~ MAJOR AREAS OF ACTIVITY (cont'd)

5 EMPLOYMENT

3.1 INTERVIEWING, TESTING, RECRUITMENT,
PLACEMENT, SELECTION

3.2 ORIENTATION, INDUCTION
3.3 TRANSFERS

3.4 TERMINATIONS

3.5 RECORDS

Personnel Policies here, in the area of employment practices, as in each
of the other areas of activity guide day-to-day practices.

For example, many organizations thinking of their own needs (drawing on
experience) as well as employee needs (i.e. meeting the needs of those who
aspire to be promoted and at least wish to have the opportunity to be
considered) have found that it is good practice to have a policy of promotion
from within. This means that provided they have suitable candidates
available, and the recruitment practice should be organized to ensure that
this happens, they will f£fill vacancies and new posts from within the
organization and will use external candidates to fill start of career posts
and any where internal candidates are not available. With or without a
promotion from within statement, organizations may state that all vacancies
will be advertised. Yet another approach (which again can or need not go with
the others above) is to determine to go for say 16-24 year olds, as was the
case in the example quoted in Section 1.2, when the statistical analysis of
ages revealed that age imbalance would result unless the organization
concentrated (not excessively) on the recruitment of 16-24 year olds.

Whatever policy is decided upon it is good practice to let ones employees

know it, together with the rationale for it. This is especially so if more
than one policy/practice is embarked upon as has just been implied.

3.1 Interviewing, testing, recruitment, placement, selection

Each of the items above are aspects of recruitment and selection. The
objective is to plan and carry out the activities involved in obtaining the
necessary human resources for staffing the organization in a fair and

consistent way.

Once the policy, or policies cum practices, are decided upon the process
involves:

(a) 1line managers submitting personnel requisitions to the specialist
personnel recruiters/selection staff indicating the job description
and the skills, qualifications, and experience necessary to meet the
vacancy or new post.
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EMPLOYMENT (cont'd)

3.1 Interviewing, testing, recruitment, placement, selection (cont'd)

(b) the specialists making the vacancy known, in an attractive way, to
the appropriate labour market, whether internal or external, through
advertisements, letters to previously short-listed candidates held on
waiting lists, and similar methods.

(c) specialists and line managers together deciding on and bringing in
for interview, and possibly testing, if appropriate, those who seem
most suitable. This is done on the basis of the applicants letter
and curriculum vitae or better still his completed Application Form.
The more carefully thought out the Application Form the easier it is
to make meaningful decisions. Similarly the easier it will be to
later compile personal records and employee profiles on the basis of
which the necessary statistical information can be compiled.

(d) making an offer (together with an explanation and literature on the
organization and its policles) and hopefully having it accepted by
the one that best matches the requirement (subject, of course, to
satisfactory references and medical examination).

It is costly to delay in filling vacancies, e.g. there are overtime costs,
the frustration and extra work for existing staff and it is also costly to
make mistakes. In short, it is very much worthwhile to have this service to
line managers, like all the others, well managed.

3.2 Orientation - Induction

The process of attracting good people to the organization appears to start
with advertising for staff as has just been indicated. In reality it starts
with the impression that employees from the organization take back to their
friends in the community based on their experience within.

This impression is further developed at the orientation/induction
programme that organizations have found it wuseful to arrange for new
employees. Impressions of organizations come not only from existing employees
but are also based on the reputation the organization has built up for the
quality of its services. Just as an organization's image to the outside can
be developed over time so can culture, ethos and pervading atmosphere within
the organization.
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EMPLOYMENT (cont'd)

3.3 Transfers

Clearly a policy of promotion from within implies a large number of
transfers particularly if the organization encourages its satisfactory
employees to think in terms of long-term employment (so meeting employees' job
security needs) and thus, to move across function. (This last point meets the
organization's needs if, e.g. 1t requires to close down functions and
reorganize).

This in turn implies that an organization must be prepared to re-traim its
employees and have acceptable interim transit conditions.

3.4 Terminations

This area has been partially covered already in the Grievances, Appeals
and Discipline Section 2.5. Employees should understand from the day of their
first interview, and particularly from the induction programme and the
accompanying employee handbook that is given to them as part of the contract,
that continued unsatisfactory performance can result in dismissal., In such
cases employees should have been properly warned and given a fair chance to
get themselves right, and have not responded. Again fairness and consistency
of treatment across the organization 1is essential. With personnel staff
helping line managers ensure that this happens.

There are clearly other forms of termination, like those initiated by
employees themselves, e.g. retirement, better prospects elsewhere, moving with
one's spouse or leaving in disgust. Whatever the reasons, it should be known
and understood by personnel and line managers not only for statistical
purposes but as an important morale indicator. Some organizations ensure that
all leavers partake in exit interviews.

3.5 Records

Organizations have many reasons for having up-to-date and effective
records for each of their staff, e.g., for payroll reasons, tax and social
security reasons, skills/age/length of service profiles, vacancy f£filling,
pensions, life assurance, etc. Computers, whether large, medium or small are
management aids to this end for those organizations able to afford them.
Records too must be correct, true and reliable not only to meet the
organizations needs but to be fair to the employee who thus must have the
right to check their accuracy. Legislation also requires this in a number of
countries.

There are numerous books on each of the fields of activity described here
for those who wish to take the subject further.
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3. PERSONNEL — MAJOR AREAS OF ACTIVITY (cont'd)

4 EMPLOYEE SERVICES

4.1 BENEFITS, PENSIONS, INSURANCE

4.2 PUBLICATIONS

4.3 COUNSELLING

4.4 RECREATION

4.5 MISCELLANEOUS: PARKING, CAFETERIA

Personnel Policies guide and determine the extent of this area of activity
as they do all the other areas.

4.1 Bepefits, Pengigggl Insurance

This area is generally known as employee benefits and can include a whole
range of benefits beside the pensions and life assurance that are mentioned
here. For example, they can include medical insurance for the employee and
sometimes the spouse and children, holidays, sickness benefit, study
grants/tuition refund for employee and sometimes the childrem too, housing
programmes or preferential credit, free or subsidized transport facilities,
cafeteria, discounts on purchases at certain local shops, etc.

Some of these so-called benefits are a legal requirement in certain
countries when the legal minimum is sometimes augmented by the organization.

Often the benefits are included in the basic contract which individual
employees accept on joining the organization.

Because benefits are costly and can form up to 30%Z and more on top of the
salary, a number of organizations choose to give certain benefit improvements
only on the basis of length of service. For example, holidays may be, say, 3
weeks for those with less than 5 years service and 4 weeks for those with more.

Another reason for doing this sort of thing is to reward them for service,
for actually staying, especially if after a period there is no other way of
rewarding it.

The whole area of benefits can be a very complicated mix and is very much
open to judgement. Clearly, to give benefits that are less than what is
normal in the area in which employees live is demotivating. Similarly, to
give benefits that are above the norm tends to be motivating.

It is up to the employer to judge what is needed but employees also make
judgements on benefits and so the right balance to strike is difficult. For
example, young employees often would prefer to have the money rather than
contribute to pension funds and may prefer to have assistance with housing
whereas the reverse is true for older employees. The trick is to find
benefits that are attractive but are low cost.
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4,2 Publications

There are a variety of publications which employers often make available
to their employees. They meet the needs of the organization, or employees or
both.

For example, employee handbooks indicating benefits, history and services
of the organization as well as its rules meet both needs. Similarly the
annual accounts and/or a simplified annual employee report which is a
variation on the same theme meet both needs. Organization newspapers or
newsheets, notice board announcements and video tapes of many types, e.g. with
a message of thanks for the years achievements from the chief executive, or
announcing new projects, etc. all similarly meet both needs.

All of these in their differing ways not only provide employees with
necessary information but help them feel part of the organization, give them
something to share with their families and indeed sometimes help them feel
good.

4.3 Counselling

Some organizations find it useful to provide a counselling service to
employees having problems outside of work. At the very least this offers a
shoulder to cry on which is sometimes all that is necessary. At best it can
be very helpful to individual employees who get so preoccupied with, e.g.
their domestic or financial problems that they cannot work properly.

4.4 Recreation

Some organizations have elaborate sports, recreational and social clubs
for their employees. Others have nothing of this sort. It is very much for
the employer to decide what seems to be appropriate, given the other outside
facilities in the locality and custom and practice. Such facilities do offer
advantages but they can be very costly and often are used only by a small
minority of employees.

4.5 Miscellaneous, ParkiggLicafeteria

There are a number of administrative chores that are sometimes the
responsibility of the Personnel Function like organizing parking, arranging
employee transport facilities, running the cafeteria, etc. Organizational
restaurants and cafeterias have long been areas where status differentials
were practiced. For example, with a dining room for directors, a restaurant
or two for senior and junior managers and a cafeteria for others. Many
successful organizations, in an effort to reduce costs as well as seeing the
need to draw their managerial and non-managerial employees together as a team,
have only one cafeteria. To be charitable we will say that the Personnel
Function is given chores such as those mentioned above and others like them,
as they are responsible for meeting employee needs.
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3. PERSONNEL -~ MAJOR AREAS OF ACTIVITY (cont'd)

5 WAGES AND SALARIES

5.1 JOB ANALYSIS - DESCRIPTION, CLASSIFICATION, EVALUATION
IS-03 JOB DESCRIPTION EXAMPLE

5.2 SALARY SURVEYS

5.3 WORK STANDARDS, JOB DESIGN

5.1 Job Analysis, job description, job classification, job evaluation

Organizations using titles such as these tend to have a Job Evaluation
Department that provides a specialist service to line managers on a day-to—day
basis.

The department, initially and periodically thereafter, will work closely
with those responsible for organization structuring in determining how the
groups of skills will be departmentally organized.

Once this has been determined they will work closely with the departmental
managers to fully understand, by job analysis, what is required of each job.

One the basis of this detailed job analysis, Job Descriptions will be
prepared for each job. (These are described further on page 183). This
information is then used as a basis of the Job Evaluation system, which
usually operates on the basis of points being allotted for each of the factors
of the job, as follows:

Factors of the job, to which the evaluator will allot points in discussion
with the line manager.

- abilities required to do the job (education, experience, etc.);

- effort involved (mental, physical, etc.);

- responsibility involved (for errors, for the safety of others, etc.);
- amount of supervigion undertaken or received;

- working environment conditions.

The system usually includes weighting and graduation of the factors giving
significance to their importance. Then on the basis of the total number of
points allotted for the job it is given a job grade. Each group of jobs 1is
thus placed relative to one another in an internal hierarchy described as the
Job Clagsification system. This job classification could simply be Grade 1,
2, 3, 4 and 5, with all jobs fitted into this hierarchy or it could be bigger
with say Grades 1-25, or much more complicated when broken down on a
occupational skill category basis.
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WAGES AND SALARIES (cont'd)

5.1 Job analysis, job description, job classification, job evaluation
(cont'd)

Only after this structuring has taken place is it possible to correctly
allot money values to each of the grades, in the form of a wage and salary
structure. This wage and salary structure can be determined in a number of
ways, e.g. by collective bargaining, or by salary surveys with other like
organizations or by a degree of both. Whatever the method chosen it is bound
to have some relativity to the labour market. A management policy decision is
required to determine precisely where the wage and salary structure will stand
relative to the outside. This depends on how much can be afforded and what
the likely costs will be.

The foregoing is a very much simplified version of what actually takes
place in this highly specialized area of activity. Fairness and consistency
within the system and in application of the system 1is absolutely essential.
Grading, hierarchies and salaries too 1indicate relative status and thus
together form one of the most potentially explosive areas. Organizations
dealing with trades unions find this to be one of the most busy areas of their
joint endeavour.

JOB DESCRIPTIQONS are the heart of the matter and it may be helpful to
explain them in more detail.

WHAT ARE THEY?

A job description is a written statement describing the duties and
respongibilities of a job. The purpose of a job description is to provide
data which are useful in defining the performance required of an employee.

A job description explains to the employee:

. his authority, i.e. his right to make decisions.

. his responsibility, i.e. the duties and objectives he is expected

to accomplish.

WHY DO WE NEED THEM?

The purpose of a job description is to define exactly for an employee, for
fellow employees, and for supervision:

. what the employee is expected to do,
. what standard is expected,
. to whom the employee is responsible, and where appropriate,

. whose work the employee supervises.
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WAGES AND SALARIES (cont'd)

5.1 Job analysis, job description, job classification, job evaluation
(cont'd)

Job descriptions have other important uses as well,

Work should be arranged so that each individual wuses his/her special
skills and talents. There should be no overwork or underwork. Job
descriptions are one way to help distribute tasks among a group.

The distribution of work among the members of an organization is one of
the most important functions of a manager. When work is distributed unfairly
it causes dissatisfaction; when distributed wunclearly, people lack
information about who to go to in solving problems, and are unclear about
their own areas of freedom and responsibility.

Writing job descriptions can also give a manager a basis for pinpointing
and defining training needs. By specifying exactly what an employee's duties
are, a manager can also determine what the employee needs to be able to do to
fulfill those duties. If the employee is unable to perform adequately, then
the manager or supervisor may diagnose a training need.

HOW DO WE DEVELOP A JOB DESCRIPTION?

Job descriptions vary from one organization to another. There 1is no
standard form for their development. However, job descriptions should ALWAYS
STATE PERFORMANCE STANDARDS OF THE SPECIFIC TASKS OF THE JOB. In general, a
job description should be written under specific headings to make sure that
all the necessary information is easily available., A sample job description
(IS-03) is on page 185. A break down and description of the major headings
follow it.
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INFORMATION SHEET: 1S-03 PAGE 185

JOB DESCRIPTION EXAMPLE*

v DEPARTMENT/SECTION Accounts Department
(a) JOB TITLE: Cashier Wages Clerk
(B) DATE: 22 March 1983
(c) RELATIONSHIPS: Responsible to: Office
Manager
Responsible for: Accounts
Clerks/Typists
1 Machine Operator
HOURS OF WORK: 8.30 a.m. to 5.00 p.m.
(D) PURPOSE OF JOB: To perform, supervise and

admininster the handling/
recording of sales and
miscellaneous trans-—

actions, also of wages and
. salaries.
DUTIES/RESPONSIBILITIES PERFORMANCE STANDARDS
(E) 1. Carry out duties as follows:
(a) Handle and record petty cash Correct cash balance
transactions,
(b) Handle cash sales, receipts Cash balance; control ledger
and records. correct payments; weekly/
(¢) Work out wages and salaries/ annual tax balance; wages
including tax, insurances, ledger etc

pensions, overtime, bonuses,

commissions etc. and put up

payments.
(d) Bank Bank reconciliations etc.
(e) Check bought and sales

invoices.

(f) Analyze and report as necess— Debit/Credit ratio; payment
ary on debits/credits. times; Average never to
exceed four weeks.
. (g) Handle credit control
(h) Compile business letters, Company standard.
simple reports etc.
(1) Check ledger work. Staff errors eliminated.
. (j) Trial balances.
- (k) Compile charges book and
charges file.
: (E) 2. Supervise work of Accounts Satisfactory performance of
Clerks/Typists and Accounting their duties.

Machine Operator.

NOTE: It is obvious that the duties listed are only simple headings, and that
some contain many detailed tasks and procedures. To have listed each separate
task would have made the job description far too unwieldy.

* Adapted from "How to Use Job Analysis for Profitable Training", Food Drink
and Tobacco Industry Training Board, Leon House, High Street, Croydon.
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INFORMATION SHEET: 1IS8-03 (cont'd)

JOB DESCRIPTION (cont'd)

EXPLANATORY NOTES FOR SAMPLE JOB DESCRIPTIONS

(A) JOB TITLE: Cashier Wages Clerk

JOB TITLE: This is the standard title for the person doing the work of
job, e.g. Nurse/Midwife, or Plumbing Inspector. The inclusion within the job
title of such words as "senior", "junior", "supervisor", "operator" or "clerk"
can serve to indicate the duties and the skill level of the job. Specifying
the grade of the job achieves the same purpose.

(B) DATE: 22 March 1983

DATE: The date is included because a job description is wnot final.
People and roles change, and job descriptions should be reviewed and, if
necessary, revised - preferably annually.

(C) RELATIONSHIP: Responsible to: Office Manager
Responsible for: Accounts clerks/typists
1 Machine Operator

RELATIONSHIPS: These are simple statements concerning (1) the title of
the person to whom the worker is accountable for his work., (2) the title(s)
of person(s) whose work is supervised by the job holder.

(D) PURPOSE OF JOB: To perform, supervise and administer the
handling/recording of sales and miscellaneous
transactions, also of wages and salaries.

JOB SUMMARY: (Purpose of Job) This is a brief summary of the main
responsibilities of the job. This section provides a summary that should be
sufficient to identify and differentiate the duties that are performed from
those of other jobs. It often states the general criteria for judging
employee performance and sets objectives toward which tasks of the job should
be aimed.

*
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JOB DESCRIPTION (cont'd)

EXPLANATORY NOTES FOR SAMPLE JOB DESCRIPTION (cont'd)

DUTLES/RESPONSIBILITIES PERFORMANCE STANDARDS
(E) 1. Carry out duties as follows: As detailed on page 185.

(E) 2. Supervise work of Accounts Clerks/ Satisfactory performance of
Typists and Accounting Machine their duties.

Operator.

DUTIES (E): The major duties of the job are covered by brief statements (a to
k in the example) to indicate what the worker should do and to what standard
of performance. Duties are the major steps in the regular sequence of job
performance., The description of duties may also indicate the tools and
equipment used, the materials, the procedures followed and the degree of
supervision received.

The brief statements (a to k) are important for developing meaningful training
programmes. The listing of the basic tasks is critical to the process of
identifying the essential skills and knowledge which will be the focus of a
relevant training programme.

The following three points do not appear on the sample job description,
but are also useful areas often covered in Jjob descriptions from other
organizations.

CAREER PATH: Career Path is sometimes included in a job description to
indicate such things as the relationship of the job to other jobs with respect
to transfer and promotion possibilities. Where necessary the required
training programmes are also mentiomed.

TRAINING AND DEVELOPMENT: Job descriptions are often accompanied by a
programme for the further training and development of the person holding the
job.

REVIEW AND APPRAISAL: This could be in the form of a statement describing the
process for review and appraisal of the employee's performance. Normally the
supervisor is expected to carry out a periodic review of performance. The
review and appraisal statement would state clearly who has this responsibility.







4]

HRD HANDBOOK

CHAPTER 4: MANAGEMENT PAGE 188

WAGES AND SALARIES (cont'd)

5.2 Salary Surveys

Salary Surveys have already been referred to on page 183, when their
relativity to salary structure and structure to job classification/grading
systems was described. Since, as was mentioned there, grading, hierarchies
and wages and salaries indicate relative status and thus together form one of
the most potentially explosive areas, it all requires great care and
attention. Fairness and consistency within the whole job classification and
salary structure system on the one hand, and in management's application of it
for any one employee on the other, is essential.

It was explained that only after the job classification structuring has
taken place is it possible to correctly allot money values to each of the
grades. This would be in the form of a wage and salary structure which can be
determined in a number of ways. For example, by collective bargaining, or by
salary surveys with other like organizations or by a degree of both. In fact
managements are unlikely to be able to negotiate with trades unions a current
set of wage and salary scales without seeking comparative salary survey data.
Much of the debate will focus on whose data is most comparable.

The wider the range of skills present in an organization the broader the
required salary survey. Indeed the survey may need to take into account a
wide variety of industries in order to be sure that all occupational grades
are covered. This to some extent can be avoided by equating certain skills
with other similar skills that are easier to get information on. Employees
certainly have very clear cut ideas as to who they think it fair to be
compared with and would like to be compared with. It is clear that an
employee will not be satisfied if he/she knows that other firms pay higher
wages for equal or similar work to his/her own. The situation becomes worse
when these differences appear not only outside the firm but also within it.

The employee will accept and consider it fair that tasks demanding a
higher level of knowledge or involving greater rtesponsibility are better
paid. However, if the employee sees that a colleague is receiving a higher
salary for work equal or similar to his own, and without the justification of
higher performance or seniority (depending on which is the known deciding
factor) he will certainly feel wronged. A general situation resembling that
described above will naturally engender discontent, and even if this is not
reflected in direct complaints, it will inevitably affect the output and
productivity of the organization.

In short, there are two fundamental principles which serve to shape the
definition of salary policies, i.e.:

- the structure must be adequate and competitive

- the structure must be fair.
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5.2 Salary Surveys (cont'd)

Adequate, as regards the minimum salary level, below which the employees'
basic needs would not be met. Competitive, so as to stay in harmony with the
labour market, failing which the organization will begin to lose its good
employees to other organizations. Fair, as regards the balance which should
exist between the relative values of the different posts.

Often the timing of salary increases, relative to other organizations is
as important as is the amount given. Organizations find that it is not
difficult to get others to provide them with their salary data for the simple
reason that others wish to have salary data on a reciprocal basis.

5.3 Work Standards, job design

Little will be said on this subject largely because it is not normally
within the responsibility of the Personnel Function. Performance standards
have already been described but work standards, as stemming from work study
departments have not. Fairness and consistency is important here too. Job
design is an area that often is also included in work study departments.

Performance standards contain all information necessary to translate a
work programme into resource requirements by indicating the kinds and amounts
of resources required, procedures to be followed, and results to be expected.
The expected production is one of the most important pieces of information the
performance standard provides, indicating the results which can be expected
when specified resources are used e.g.:

PERFORMANCE STANDARD - DISTRIBUTION DIVISION

PERFORMANCE CRITERIA
Schedule installation of new service within one week afler customer request

*)

CREW SIZE WORK METHOD
Working foreman 1 1 Verify that office has been notified
Helpers 2 2 Set up signs and warning devices
Total 3 3 Lacate water main and customer service connection
4 Excavale o main
e 5 Mlake service tap- open corporation to verify tap on
EQUIPMENT - water main
6 Install service, if long-side, blow under pavement to
other side of street
Pickup with utility hody 7 Install curb stop and meter
Backhoe-trencher 8 Flush Line thoroughly
1 apping machine 9 Backhill at main and compact every 6 1n 1o oniginal grade
Small doilling machine 10 lustall meter box and backhll 1o oniginal grade
Alr compressor and condition
Hand tools 11 Sketch “as-bhuilt” for engincering and utihity accounting
Signs and warning devices divisions
MATERIAL AVERAGE DAILY PRODUCTION
Corporation stop 5 laps
Curb stop
Meter 7 taps {10-hour day)
Meter box
Poly B pipe

Service saddle

NOTES. Call office 48 hours before digging

* From article entitled Work Management Standards, AWWA Journal, June 1982.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

6 APPRAISAYL AND CAREERS

6.1 PERFORMANCE APPRAISAL
I1S-04 WORK PERFORMANCE ASSESSMENT CHECKLIST
IS-05 EMPLOYEE SELF-APPRAISAL PLANNING FORM
6.2 CAREER DEVELOPMENT
1S-06 CAREER DEVELOPMENT GUIDE - WASTEWATER PERSONNEL

This area of activity is very much linked with wages and salaries in that
Performance Standards which were described as part of Job Descriptions (see
page 185) are the standards against which performance is appraised and often,
increases awarded. This area of Appraisal and Careers is nevertheless given a
section of its own because it is very much the responsibility of line or
operational managers dealing with individual employees, whilst wages and
salaries policies and structure are the responsibility of Personnel Function.
This is not to say that Personnel Function do not have any responsibility in
the Appraisal and Career area. They do in fact have an overall monitoring
responsibility to ensure that the practice is operated and according to policy
guidelines.

6.1 Performance Appraisal

WHAT IS IT?

Effective supervision involves periodic evaluation or appraisal of the
work performance of employees. It is in this way that a supervisor determines
how closely his employees come to achieving their work targets. It can be the
basis for selecting areas for training and staff development. The good
supervisor will talk regularly with employees about targets and achievements,
successes and failures, strengths and weaknesses.

The supervisor appraises staff performance in order that the employees
may learn from experience and therefore perform more effectively. The basic
questions are:

Are work results as good as they could be?

If not, why not, and what can be done about it?

WHY IS IT NEEDED?

Appraising performance it NOT done to find fault with staff. It is done
in order to help each staff member perform as efficiently as possible; to
thank them when they achieve results to encourage them to improved effort when
they fall short, and to warn them if they consistently fall short.
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6.1 Performance and Appraisal (cont'd)

A large organization in 1its recently revised employee booklet on its
Appraisal and Counselling Programme says that its purpose is four fold:

- Appraisals let you know what you have achieved against previously
agreed objectives.

- Performance Plans ensure that you understand what is expected of you
in your job.

Counselling enables you to identify areas of your job performance
where improvements may be needed.

Employee Development Plamning helps you set realistic plans for your
further development in the Company.

It is interesting to note that this organization was a trend-setter in
effectively applying its Appraisal and Counselling programme to all of 1its
employees, non-professional as well as professional. This is another example
of the longer—term movement towards staff status for all or, simple status as
it 1is alternatively called. We have already mentioned the move towards a
common cafeteria.

HOW IS IT DONE?

Assegssment should be continous. It is bad practice to make no performance
assessment until the time comes for something as formal as an annual review.
Assessment is an on-going process and good supervisors talk with employees
regularly about achievements, progress and areas for improvement.

Managers/supervisors constantly observe the manner in which employees are
carrying out their job assignments, but some do not share these reactions with
employees. In almost all organizations, however, employees want to know how
they are doing. Most larger, and many smaller organizations have developed
formal programmes designed to encourage performance evaluation and discussion
on it by managers and individual employees.

The success or failure of programmes of performance evaluation depends on
the attitude of management and supervisory employees. Although there are
different methods for gathering data to be used in performance discussiomns,
the key to success is in remembering that the purpose is to help employees
improve their own job performance. The following diagram is a helpful
reminder to managers and supervisors of the major factors effecting
performance. It will help them keep the discussion as objective as possible.
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APPRAISAL AND CAREERS (cont'd)

6.1 Performance and Appraisal (cont'd)

FACTORS AFFECTING HUMAN PERFORMANCE

INCENTIVES

Discerning readers will recognize this diagram as a variation on the one
in the Employee Relations section, page 173. It 1is presented in this
different way here because it indicates the factors that are at work on the
individual employee. The emphasis in the previous diagram was on the factors
that were available for the manager to manage and in a positive way. This 1is
the same thing but viewed from a different perspective which in microcosm 1is
what management is all about. That is, trying to think through how employees
will react and how to get the most productive reaction from them,

PERFORMANCE APPRAISAL METHODS

1. Rating Scales

The most often used approach to performance appraisal involves rating

scales, This approach creates general categories for rating, such as
"quantity of work", ''quality of work", "job knowledge'", ‘cooperation/
dependability'", '"adaptability/attendance”, etc. The individual is rated on a

1-5 scale, usually, for each category. Rating scales are particularly useful
when performance comparisons are to be made between people
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PERFORMANCE APPRAISAL METHODS (cont'd)

1. Rating Scales (cont'd)

who have different jobs. Although it is a common approach, it is not the
best. Because a rating scale is general rather than specific to the tasks of
the employee, it can often create defensiveness. It also places the
supervisor in a 'god' like judgement role.

2, Check Lists

An alternative to the Rating Scale 1is a Check List which is closely
related to the job description of the employee being assessed. In a well
organized management setting, the manager has many aids for developing such
check lists:

- Job descriptions list functions which employees are expected to
perform.

- Well-developed work plans assign specific activities to staff members.

- Technical procedure manuals may describe in detail how to perform
specific tasks.

All of these are tools with which to develop simple and relevant
performance indicators for performance appraisal. A sample of a simplified

assessment check list using chis approach is found on page 194 (IS-04).

3. Job Description Review

Problems in performance appraisal discussions usually result when
supervisors and employees have different understandings about the job and
performance standards. Such a lack of agreement makes performance appraisal
difficult. Therefore, some managers use the interview to review job
descriptions. This focuses the discussion on clarifying the job itself.

4., Self-Appraisal

Some managers have decided that their real goal for performance appraisal
is to encourage future planning and effective communications between
supervisors and subordinates. Often in traditional approaches to appraisal,
the boss does most of the talking. The solution which some have adopted
reverses the process and asks subordinates to prepare for assessments by
coming to the supervisor with improvement plans. The supervisors in these
circumstances are put more in the role of coach. A sample self-appraisal
rating form is provided on page 195 (IS-05).

The most important point to be made is that if performance appraisal is to
be useful to both supervisor and subordinate, the targets and standards for
assessment need to be accepted ahead of the actual assessment.
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INFORMATION SHEET: 1S-04

WORK PERFORMANCE ASSESSMENT CHECK LIST

Name of Water Treatment Plant
OPErator: cevescocoscsssccsssscsnncannancs

satisfactory unsatisfactory comments

WORK RELATIONS

Relations with colleagues
Observance of regulations

O
0oa

DUTIES

Makes Water Tests

Chlorine Tests

Alkalinity Tests

Jar Tests

Bacterialogical Test

Monitors Water storage

Maintains Plant

Backwashes filter

Services Equipment

Makes minor repairs

O O0O0OO0OO0O OO0OO0oOoag
0 O0OOoOo0oo0oOo0 O0O0O0O00aAa0

Maintains records

NOTE: When a supervisor has noted an unsatisfactory behaviour he should then
make a more detailed investigation to determine exactly which step(s) in the
task needs improvement.
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INFORMATION SHEET: 1S-05

EMPLOYEE SELF-APPRAISAL PLANNING FORM

1. Reviewing your work, what seems to be:

Significant countributions to goals:

Unusually difficult problems solved:

Major work areas for change or improvements:

Major knowledge, skill or experience strengths:

Major knowledge, skill or experience gaps:

Training needs:

i

2, Reviewing your total position responsibilities, what are:

Significant responsibilities not yet undertaken:

Working relatiouships you are pleased about:

Working relationships which need strengthening:

3. Did you carry out any specific assignments skillfully or
badly:

Handle emergencies skillfully:

Badly?

4., How much help from your manager is needed or received?

5. Future planning. What action do you feel you should take to:

Make better use of talents:

Improve specific performance areas:

Add to knowledge, skill, experience:

Improve relationships with manager, peers, employees:

4

Change working methods of approach to people:

Thinking to the next year —— what would be the best use of your sgkills and
talents:

In the future, what other positions might you like in the organization?:

6. What help would you like from the supervisor in carrying out your
plans?:
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APPRAISAL AND CAREERS (cont'd)

6.2 Career development

In the Performance Appraisal section (6.1) career development was
described as one of the four fold purposes of an Appraisal and Couselling
Programme. The precise quote was "Employee Development Planning helps you
(meaning the employee) set realistic plans for your further development in the
Company."

It is important that managers put career development firmly into the
context of performance appraisal so that employees do form realistic plans.
For example, employees should clearly understand that promotion cannot be
expected unless performance at the existing level is above average. Promoting
on the basis of seniority is unlikely to achieve any performance orientation;
that is, unless it is merely used as a secondary factor to determine which of
two above average candidates should be promoted.

A policy regarding promotions and associated training and which explains
how an employee's career might develop is a particularly useful policy. We
have already referred to the worth of a policy of promotion-from-within., A
brief explanation of a career ladder policy - as they are often described -
follows. Without such a policy and when nominated for training, a logical
question for any employee to ask is, "What's in it for me?". Thus, from the
standpoint of motivation it 1is important that the employee recognizes the
proposed training not only as a potential benefit to his employer, but also as
a personal opportunity. In this regard, the career ladder or career
development guide provides an illustration for employer and employee alike of
possible advancement opportunities to other positions within an organization.

This approach appears to be especially applicable in the case of
developing countries where the improvement of existing water and waste water
systems and the addition of more sophisticated equipment, etc., place heavy
demands on sector personnel charged with the operation of these systems.

Well-defined career ladders for each position can prove advantageous to
both employer and employee, e.g.:

(a) Such a chart provides existing staff as well as possible recruits
with a perspective of their career opportunities in the utility. The
career ladder provides prospective employees with an indication that
the employer is interested in employee development. It can serve to
attract those with ambition and those with proper qualifications.

(b) Training courses will thus be designed with a view to career
development and organizational development as opposed to ad hoc,
dead-end training courses.

(c) Regardless of their level of entry, employees with potential can,
with the necessary training and experience, rise up the career ladder
to reach their full potential and be of the most benefit to the
utility.



PAGE 197

HRD HANDBOOK

CHAPTER 4. MANAGEMENT

APPRAISAL AND CAREERS (cont'd)

6.2 Career Development (cont'd)

(d)

(e)

(£)

There

By adhering to career development guides and the qualifications
contained therein, the problem of political "appointees" may be
minimized in a public agency.

Following the career ladder approach, a utility can be reasonably
assured of having qualified individuals in all positions, thus
providing the organization with valuable planning and training
resources.

The career ladder concept and the word ‘'promotion' 1itself may
suggest that all movement should be upward. However, organizations
have found it useful to require employees, at certain stages in
their careers, to take lateral moves to broaden their base of

experience before moving up.

are many examples of this type of approach, one of which, career

development guide (IS-06) is illustrated on page 198. It is taken from an
article in Deeds and Data*, a publication of the Water Pollution Control
Federation,

*

personnel.

VOEGTLE, J.A. Career development guide for wastewater facility

Deeds and data, Water Pollution Control Federation, July 1973.

w
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

7 TRAINING AND DEVELOPMENT

7.1 TRAINING AND DEVELOPMENT POLICY

1S-07 SAMPLE TRAINING AND DEVELOPMENT POLICY
7.2 PROGRAMMES:

MANAGEMENT

SUPERVISORS

OPERATORS, ETC.

PERFORMANCE EVALUATION

7.3 FACILITIES, METHODOLOGIES AND MATERIALS

This subject is very fully covered in the Training Chapter, pages 94 to
153 inclusive. However, there are a number of additional factors which affect
and involve management which require emphasis and consideration.

7.1 Training and Development Policy

WHAT IS IT?

The training and development policy is a written statement outlining
commitments and plans for enhancing skills, career opportunities and
organizational performance through planned training and educatiomal
activities. To become effective it requires designated people whose
responsibility is to carry out the policy.

WHY IS IT NEEDED?
This policy is of fundamental importance to an agency because it enables:

- clarification of the relationship between training and other
activities;

- responsibilities for training to be correctly allocated, thus
minimizing inter-departmental conflicts;

- training to be carried out logically within an agreed organizational
framework rather than on a unilateral personal level; and

- the effectiveness of training to be assessed in relation to the
organization's objectives.

DEVELOPING THE TRAINING POLICY

Some factors to be considered in a training and development policy are
listed below:

(1) Need: Procedures must be developed for defining training needs.
(See chapters 2 and 3, "Planning" and "Training”" for guidelines).
Although supervisors and managers will have a large role in this
process, an assessment of overall needs and priorities are also
necessary. The Training Policy should make clear the importance of
needs assessment.
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TRAINING AND DEVELOPMENT (cont'd)

7.1 Training and Development Policy (cont'd)

(2) Objectives: In order to work toward the goals of the organization,
trained manpower is necessary. Usually, therefore, the training and
development objectives are closely related to the organizational
goals. The statement in the Training and Development Policy should
reflect the relationship between the two.

(3) Required Elements: The following elements are required. The
Training and Development Policy should include the agency's
commitment to these elements. Some of them are:

- the establishment of a Personnel Function¥;

- a Personnel Policy;

~ a Personnel budget;

- a manpower inventory;

- a manpower development plan;

- performance-oriented instructional materials;
- planned evaluation of training;

~ performance appraisals.

Since all of these elements are developed elsewhere in the handbook it is

not necessary to repeat the detail here. However, it should be noted that an
effective way of drawing all these elements together and ensuring that the
ensuing Training and Development Policy is put into effect is to set up a
Training and Development Committee and assign to it a regular monitoring and
support role.

The following quotation is from a Personnel Policy document®:

"A training Committee shall be established for the administration of
company training programmes. It shall consist of 5 top-level staff
members necessarily including the Chief of Planning, the Chief of Human
Resources, and the Director of Training. (Preferably with the Chief
Executive or his deputy as chairman and another line director as the fifth
member ~ Ed.).

The Training Committee shall meet every 3 months, or more often, if a
special meeting is called by the Chief of Human Resources at the request
of any other member of the committee".

The Training Committee shall have the following functions:

1) Analysis of training needs of the various company work areas.

+ Alternatively described as a Human Resources Development Function.

*

From a SATECIA model presented at a Symposium on Development of

Environmental Manpower with Particular Reference to Basic Sanitary Conditionms,
PAHO/WHO, November 1979.

y
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TRAINING AND DEVELOPMENT (cont'd)

7.1 Training and Development Policy (cont'd)

2) Planning of all training resources for both professional and
non-professional personnel and preparation of the corresponding
programmes.

3) Appraisal and upgrading of precandidates for study grants,
determining the terms of leave to be granted, and recommending
the utilization thereof to top management......'

(4) Staff: The responsibilities of managers and supervisors for training
as well as the responsibilities of any professional training staff
should be clarified in the Training and Development Policy. The
personnel statement should also include reference on how the
selection and training of staff concerned with HRD will be carried
out.

(5) Procedures: The Training and Development Policy may state the
preferred methods of training, e.g., performance-oriented training
vs. theoretical learning in a classroom situation.

(6) Evaluation: The Training and Development Policy should clearly
establish that review and follow-up procedures for evaluation of
training and development are required as part of all programmes.

A sample training and development policy adapted from the Caribbean Basin
Water Management Project is reproduced on the following pages, (IS-07). A
similar policy was adopted by the majority of the ten countries participating
in the project.
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INFORMATION SHEET: IS-07

SAMPLE TRAINING AND DEVELOPMENT POLICY*

BY DEFINITION: A POLICY PRESENTS BROAD GUIDELINES ON WHICH A COURSE OF
ACTION IS BASED.

We wish to make known to all personnel the utility's commitment to
planned, systematic training and that all Managerial/Supervisory staff have a
responsibility to effect this policy. The policy outlines a deliberate
departure from traditional approaches to training with a view to developing a
higher degree of performance among utility personnel.

Need

The long-term effectiveness of the utility to carry out its mission hinges
largely on its capacity to attract, develop, suitably assign and retain staff
with the skills, knowledge and attitudes to satisfactorily perform their
individual tasks. Further, it is recognized that as utility goals are
achieved through employee efforts, suitable career ladders and opportunities
must be provided for the individual to attain personal goals.

Objectives

The immediate objective is to implement appropriate training for
waterworks employees in order to help the utility adapt to changing conditions
while assisting the individual to attain his/her potential. Through such
training the ultimate goal is to improve the quality of service, thereby
raising the health and socio-economic conditions of the people while
encouraging national and regional self-reliance.

Human_Resources Development System

To assist the utility in achieving its objectives and at the same time
provide the mechanism by which staff members can realize their career goals, a
Human Resources Development System is required. As the HRD system is
influenced by many interdependent factors related to utility as well as
individual needs, its design must include all the elements to meet these needs
and at the same time to institutionalize training. Some of the essential
elements of the HRD system are considered to be:

* Adapted from the "Training Coordinator's Handbook" of the Caribbean Basin
Water Management project.
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INFORMATION SHEET: IS-07 (cont'd)

SAMPLE TRAINING AND DEVELOPMENT POLICY (cont'd)

- Personnel Policy

~ Establishment of a HRD unit

- Training policy related to Persomnel Policy
- Defined organizational structure indicating functions
= Budget

- Inventory of training resources

- Manpower Inventory

- Manpower Development Plan

- Definition of the training methodology

- Multi-disciplinary "pool" of instructors

- Performance-oriented instructional materials
- Evaluation of effectiveness.

Procedures and Methodologx

The choice of training procedures will be on the basis of wutility and
employee needs. In general terms three basic procedures will be followed:

Direct instruction of employees by their supervisors (on-the-job)

Delegated training within the utility (in-service)

Delegated training outside the utility (external)

Specific choices within the three procedures listed above will be defined
by the training coordinator in consultation with management, for individual

trainees as required.

To implement intelligent and creative training within each of the
procedural options it is proposed to utilize the methodology illustrated below:

- THE SYSTEMATIC APPROACH -

TASK PRE~ ERFORMANCE TRAINING _" POST
ANALYS1S EVALUATION BJECTIVES + ACTIVITIES EVALUATION

& -

'
S Sy -~

objectives not achieved,
review & revise as required

bacsen =

'

’

'

1
(o
I
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INFORMATION SHEET: IS-07 (cont'd)

Personnel

Training is not viewed as a separate specialization which is added to the
utility, but rather, TRAINING IS AN INTEGRAL COMPONENT OF MANAGEMENT
RESPONSIBILITY. In support of this thesis therefore, the utility adopts the
following recommendation of the UN Water Conference (1977):

"78m. Take steps to encourage operational managers and supervisors to play
their part, both individually and collectively, as non- professional and
part-time trainers and instructors of their own subordinate staff".

Thus, it is contemplated that, wherever and whenever feasible, managers
and supervisors will implement training through in-service and on-the-job
traicing activities. All personnel selected to carry out training will have
satisfactorily completed, either through individual or group study, the 3 part
series of Training of Trainers workshops. External training will be
coordinated by local and regional training coordinators.

Evaluation

It can generally be stated that training activities are designed to bring
about desired behaviour changes in the areas of attitudes, skills, and
knowledge. The purpose of training evaluation therefore should be to
determine if such changes did occur as a result of the training. In a sense
it should be an "accountability" system for comparing demonstrated benefits to
expenditures of effort, time, and money.

Evaluation of training can provide accountability evidence, more

specifically guality evidence to demonstrate training effectiveness. It is
suggested that all evaluations cover the following:

Reaction: How well did the trainee like the training?
Learning: What principles, facts, and techniques were learned?
Behaviour: What changes in job performance resulted from the training?

Results: What were the tangible results of the training in terms of
reduced cost, improved quality, improved quantity, etc.?



"
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TRAINING AND DEVELOPMENT (cont‘'d)

7.2 Programmes

Training and Development Programmes based on the needs of each major group
of employees require to be drawn up each year as part of the annual plan.
Thus, an organization will have programmes for management, supervisors,
operators, apprentices, technicians, technologists, administrative support
staff and all the other groups making up an organization as need demands. It
is important to have programmes for each of the groups mentioned above but the
prime need is for management programmes for a number of reasons. Most things
that happen 1in an organization stem from management action or indeed
inaction. Management sets the tone and determines the thrusts and the
emphasis. All managers need to fully understand what these are and be
committed to them in order to effectively apply them. Moreover, by their
participation in training and development programmes they indicate to other
groups the importance of training and development. A number of successful
companies have made the policy decision to require all those who have
responsibility for people to spend one week per year on internal programmes
devoted to people management subjects. Not only do they so become committed
to the annual thrust, but it also gives them time to stop and think. It helps
them recharge their internal batteries, takes them away from day-to-day
pressures, lets them indulge in a little sport and eating, gives them the
opportunity to mix with colleages from other functions and so work better
together as a result. How to develop and implement a training and development
programme for managers or any other of these occupational groups is described
in the 7-Step procedure listed in Section 2 of the Training Chapter (page
122). Performance Evaluation based on performance objectives is described in
Step 3 through to Step 7 (pages 126 to 136).

7.3 Facilities, Methodologies and Materials

Teaching methodologies and materials are described in Step 3 (page 129),
and Training facilities in Step 4 (page 132). Additional information is
provided in the Reference Notes chapter, at the end of the handbook, section 4
(page 225), There are also numerous books available on these subjects, some
of which are mentioned in the bibliography, pages 214 to 217.
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3. PERSONNEL - MAJOR AREAS OF ACTIVITY (cont'd)

8 HEALTH AND SAFETY

1 EXAMINATIONS

2 FIRST AID, HEALTH PROGRAMME, REFERRAL
.3 SAFETY CAMPAIGNS, EDUCATION, INSPECTIONS
4 ACCIDENT INVESTIGATION, AWARDS, RECORDS

Organizations differ as to how they arrange for this area of activity to
be covered. The subject areas mentioned above give some idea of what is
usually the responsibility of Health and Safety Departments. Both have been
mentioned previously whilst describing the other major areas of activity. The
health side can be as little as a first aid room and as much as a full time
medical officer with elaborate equipment and support staff. It is most often
part of the Personnel Function. The safety side, because it has much in
common with the health side, e.g., accidents and first aid and safety
education and health education, is often placed under the same manager who is
responsible for health. Although this is not always so.

Whatever the organization structure, both areas are much concerned with
getting the balance right between an organization's needs, together with its
legal responsibilities on the one hand, and employee needs on the other.

The fair, just and consistent approach that we have referred to when
writing about all the other areas is equally applicable here. Just as is the
need for having expert specialist and professional staff. Again there is much
specialist literature for those interested.

4, BUDGET FOR PERSONNEL ACTIVITIES

All of the major areas of personnel activity listed in sections 1 to 8
above require adequate funding for the staff of those activities and for the
services they provide. The pace of any planned changes will often be dictated
by the amount of money available, It is good personnel management practice to
discuss potential changes with the executive board long before the budget
cycle commences and oftem, in principle, before submitting detailed costings.

During the Decade of the '80's, massive commitments are being made to
extend the delivery of water and sanitation services. Planning for these
efforts will need to be realistic; programmes will need to be practical and
supported by adequate budgetary allocations. Increasingly, national and
sector efforts will demand sound approaches to financing development needs.
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4, BUDGET FOR PERSONNEL ACTIVITIES (cont'd)

Throughout the international community it has been recognized that capital
investment alone will not ensure good water and sanitation service. Further,
it has been concluded that new and more sophisticated systems will either be
misused or under-utilized unless development of human resources is undertaken
as a parallel activity to physical improvements. It has been variously
estimated that well over 100 000 persons per year will need training if
nations are to achieve their Decade commitments. Training and Development
will become an increasingly more important and prevalent activity, both in
providing new forms of service and in improving the use of existing
facilities. In recent years lending agencies have insisted, and recipient
governments have agreed, that every improvement project must have a training
and development component. Thus, most loans have a specific dollar amount
allocated to training and development.

Creating organizational conditions where trained human resources are
likely to remain and make a positive contribution, rather than migrate to
other countries or sectors, is also important.

"If an assessment of material needs and resources for the Decade reveals
that the country requires and can pay for the skills of its own expatriates,
efforts should be made to locate, repatriate and employ them. In many
developing countries there may already be nationals with the required skills
available for appropriate jobs. This should be fully investigated before
plans are made to provide additional resources for training". Basic Strategy
Document on Human Resources Development, p.20.

- Recognizing and anticipating these major expenditures will require
considerable inventiveness in funding formats. Countries have a variety of
funding options to consider once their needs for training are identified. If
these needs cannot be met entirely from existing development and recurrent

budgetary resources, options anticipated by the Basic Strategy Document
include:

(a) An__allocation to training in__the budget of water supply and
sanitation agencies. A few countries are now considering the U.K.
-example of financing water/wastewater training through an annual levy
on the payroll of each utility. (Levy for 1979-1980 was .73%.)

(b) Funds for training as a component of loans for capital investment
programmes in water supply and sanitation. Lending agencies view

such a component as reflecting a country's interest in improving
national capacity and are generally strongly supportive of such an
interest.

(¢) Application for grants from d a i
related to high priority problems. Attractive low-cost proposals
concerning gpecific problems can, in some cases, be financed from a
donor's discretionary funds at the country level.
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4. BUDGET FOR PERSONNEL ACTIVITIES (cont'd)

(d) Funds EQE Ergégigg in connection with a research nrojgg;__uhigb
bilateral and multilateral agencles sometimes provide to governmental

agencies.

Some of the recurrent costs involved can be met by communities
themselves. Members of the community can sometimes make a financial
contribution to the water and sanitation schemes in their area or provide
subsidized, even partly voluntary, labour in exchange for the resulting water

and sanitation facilities.

Plans for funding from government budgets should include provision for new
or upgraded positions in governmental agencies at all levels, and include
fixed and recurrent costs for offices, laboratories, equipment, and transport.

Where such alternatives are not feasible, governments may need to consider
appropriate changes in their fiscal policies towards the sector.

5. EFFECTIVE MANAGEMENT OF HUMAN RESOURCES - CONCLUSIONS

In the Management Chapter, so far, we have covered, five essential points
for gaining perspective, examples of how the personnel function can be
organized, eight major areas of personnel activity and the budgets required to
ensure their effectiveness,

The preparation of these words has been very much coloured by the
prevailing situation in the water supply and sanitation sector throughout the
world. The Pan American Health Organization described the prevailing
situation starkly in their publication, Drinking Water Supply and Sanitation:

The International Decade in the Americas,* as follows:

"In the history of many of the countries in the Americas, the water
systems of important cities represent significant achievements, a source
of national pride, and the symbol of a high degree of development. At the
end of the last century.... water systems in the large metropolitan areas
were generally constructed, operated, and maintained by well-organized
companies, with good performance records....

Today that situation has changed dramatically. Few countries would
currently consider their water and sanitation sector among the most
developed and satisfactory. While.,.. other... sectors have experienced
huge improvements, development of the water sector has been somewhat
limited. Water agencies in many countries are being labelled bottomless
pits for financial resources. Indeed, most indicators of institutional
performance demonstrate that few water agencies could be considered
suecessful in achieving their goals....

* Environmental Series No. 3, PAHO/WHO, Washington, 1983.

-,
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5. EFFECTIVE MANAGEMENT OF HUMAN RESOURCES -~ CONCLUSIONS (cont'd)

A lack of financial resources and the scarcity of skilled human
resources are generally singled out as the main obstacles to achieving
better performance. Although no one could possibly doubt the paramount
importance of these two factors, they do trigger a number of questionms.
Are the human resources presently available being used to the utmost of
their actual capacity? Would more money and more people solve existing
problems, or simply create new ones? Are the concerned institutions
prepared to provide their people with the conditions and tools necessary
to perform adequately? 1In many cases the answer to these questions would
have to be an unqualified "No". Yet it is generally within this scenario
-- one that vacillates between the awareness of needs and the lack of
commitment to meet them effectively - that managers reach the decision to
carry out major training programmes. Although the lack of skilled staff
is more or less evident at every level of any organization, it 1is
doubtful that its performance could be considerably improved simply by
training people."

These words from PAHO clearly summarize the prevailing situation in the
Americas. They could just as easily have been used to describe the situation
almost anywhere else in the world. They describe a universal situation in the
water and sanitation sector today, already one third through the decade. It
is a situation that calls for a new and radical look at how best to deploy
human resources, at how best to plan for, train and manage people.

This new look needs to include decade aims such as changing emphasis
towards appropriate technology, towards the underserved, towards primary
health care and augmentation of over-stretched staff by local community-based
volunteers.

Can all of this be done? Can Decade requirements be met? It certainly
can be done if the will is there, and if a reorientation of management style
and practices takes place. Much of what has been described here adds no extra
cost. Rather it gets more for the same money. But it will take time. We
must start now 1if we have not already done so. To illustrate this we use the
example of a state run agency in Brazil that, in two and a half years, turned
itself from being in deficit to being a self-sustaining operation.t It
meant moving away from a traditiomal civil service culture. Measures to this
end included identifiying and building leadership material, loosening
management styles, changing the organizaton structure, modifying personnel
practices, making systems and work processes more organic and less
mechanistic, and looking at new ways of learning and communicating.

It takes time to bring about change of the sort described here and
elsewhere in the Chapter.

+ Described in a paper presented at the Asociacion Interamericano De

Ingenieria Sanitaira y Ambiente (AIDIS) Congress in July 1982,



HRD HANDBOOK

PAGE 210 CHAPTER 4: MANAGEMENT

5.  EFFECTIVE MANAGEMENT OF HUMAN RESOURCES - CONCLUSIONS (cont'd)

Time 1is omne factor, there are others. There are four other key
ingredients for revitalizing large organizations, according to David Anderson¥*
and his former McKinsey colleague Julian Philips. They are:

. A felt need for change

. A vision of the future

. Revitalisation 'champions'
. Momentum

LN -

1. The felt need for cultural change, can come from internal change such
as growth or a changing environment; it can come from vision - of the
gap between what is and what might be; or it can grow out of pride - the
desire to be the best.

2., Key elements in the vision of how the organization would or should be
in the future include who the customers would be; what services would be
offered; the core skills that would be required; a set of values’ that
would appeal - in other words 'what would the organization stand for?';
commitment at the top - sharing the vision among the top team and getting
them committed; and a sharp focus on the first steps — without which the
vision cannot be realised.

3. Champions would be individuals who would take on the change exercise
as a personnel project - many would come from top management but they
would be spread right through the organization.

4. The wmomentum for change would be built and sustained through
thoughtful focused planning and replanning; group gatherings - workshops
- and multiple initiatives to maximize participation - taskforces, etc;
and publicizing small early gains.

But given these conditions and innovations, success comes down to
understanding the basics of the business one is in and executing them
well.

Recapitulating. The prevailing situation in the water and sanitation
sector today calls for a new and radical look at how best to deploy human
resources, at how best to plan for, train and manage people.

It will be difficult and challenging but it can be done, in time, 1if
management ensures that the four key ingredients are ever present.

It can be done if we are prepared to learn from the successful
organizations, quoted in the chapter, who have found that:

- Human Resources Management embraces all who manage people whether
they be operational, personnel or any other type of manager. They
each have a role in all the major areas of personnel activity.

* David Anderson is professor of management at the Massachusetts Institute of
Technology's Sloan School.

)
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EFFECTIVE MANAGEMENT OF HUMAN RESQURCES ~ CONCLUSIONS (cont'd)

- Together they need to integrate the Planning, Training and Management
of Human Resources to help ensure that the total agency plan is
achieved.

- All managers have a two-fold responsibility; for task management and
for people management. It is necessary to balance these, to balance

the needs of the

organization with the

needs of the employees, to

obtain their commitment -

their motivation to their

work and the organization

so enhancing performance.

It is a common experience

in the water and

TASK PEOPLE sanitation field to find
MANAGEMENT MANAGEMENT too much emphasis on the

task side and not enough
on the people management
side.

Time taken by the Board to think through what each of the major
objectives should be is time well spent particularly if they then
ensure that all managers and employees understand these objectives.
This means that open and clear lines of communication, together with
regular opportunities for two-way dialogue and consultation are
essential. Involvement and problem solving further adds to employee
motivation.

- Balance, and the culture that goes with it, is an overall guiding

principle:
~ which includes tone, style of management and shared values
~ which is the base against which new policies and practices can
be tested before they are introduced.

Personnel Policies need to be designed to attract, retain and
motivate good people. The policies need to be balanced and
consistent with each other. This 1includes regularly reviewing
Personnel Policies and Practices and adjusting as necessary. It
means all managers being fair and consistent in the application of
policies and practices.

It can be done. Let's start now.
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INTRODUCTION

This section of the Human Resources Development HANDBOOK is your section.
It is intended to be your "HRD file" and it is hoped that as you discover
articles, papers, handouts, exercises and other types of useful information
you will put copies in this section.

If this book is to be truly useful as a handbook, you must make if your
own. You must personalize it so that it contains not only notated pages of
specific value to your work situation, but also a record of HRD activities you
have undertaken.

We begin your reference section for you. Included are:

1. a Bibliography of books and articles that will be of interest to
those of you who want to pursue HRD issues in greater depth; (p. 214)

2. a glossary of terms which will be a handy reference as you read
through earlier chapters of the HANDBOOK or other HRD publicatons,
and; (p. 218)

3. one example, from the British Water Industry Training Association, of
their series of job training recommendations, in this case for the
Resident Engineer. Each example in their series is drawn up in the
same way, with each element of the role in question, listed and
alongside of it whether off-the-job or on-the-job training is
appropriate and if so what form this should take. (p. 222)

4. explanatory notes for completion of each item of the Checklist (i.e.
Part 1 of the HRD Appraisal and Planning Guide on page 11). (p. 225)
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Employee Training and Development in the Public Service, Public Personnel
Association, Chicago, 1970.
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WORLD HEALTH ORGANIZATION - Primary Health Care Films:
(Available from WHO, Geneva, for detail see next page)

WORLD HEALTH ORGANIZATION:

Water for Thailand 1982
Sankofa - Ghana 1980

The Development of sets of Instruments to Assess

the Performance of Students and Health Personnel,

Geneva, 1982,

Instructor's Manual and Planning Guide for Training of Trainers

1978; and

A Guide for Training Manual Developers, 1980,

Prepared by the Caribbean Basin Water Management Project.

They are available

upon request from the Environmental Health Division of Regional WHO Offices.

World Health Organization
Regional Office for Africa
P.0. Box No. 6

Brazzaville

Congo

World Health Organization
Regional Office for the Americas
Pan American Sanitary Bureau
525, 23rd Street, N.W.
Washington, D.C., 20037

U.S.A.

World Health Organization

Regional Office for the Eastern
Mediterranean

P.0. Box 1517

Alexandria

Egypt

World Health Organization
Regional Office for Furope
8, Scherfigsvej
2100 Copenhagen

Denmark

World Health Organization

Regional Office for South—-East Asia
World Health House

Indraprastha Estate

Mahatma Gandhi Road

New Delhi 110002

India

World Health Organization

Regional Office for the Western Pacific
P.O. Box 2932

Manila

Philippines

Document HMD 82.5, WHﬁ,
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PRIMARY HEALTH CARE FILMS

The following two films,
available from World Health Organ

"WATER FOR THAILAND'" - 1982

Production: WHO

28 minutes

Length:

Languages: English

Thailand has developed an
efficient primary health care
programme along the lines
described in the Declaration

of Alma Ata. The Village

Health Communicators represent
the basis of the Thai system of
primary health care. They are
elected by the community and
receive a short training in basic
health education. They are
supported by sub-district health
centres, district health centres/
hospitals and a provincial health
network. The film depicts the
daily work undertaken by the
Village Health Communicators

but the main emphasis is on the
provision of clean water, one of
the most important elements of
primary health care. We see how
different systems of water supply
are implemented, taking into
account different geographical
conditions, and how latrines can
be effectively introduced. A
clean supply of water is just

one of the benefits obtained from
combined efforts of the villagers
who illustrate effective
community involvement.

both in colour, sound, are

ization, Geneva:

16mm, optical

""SANKOFA - Tradition and Development'
Ghana - 1980

Production: Ghana Film Industry
Corporation and WHO

45 minutes

Length:

Languages: English, French

The film gives a comprehensive report on
the Brong—-Ahafo Rural Integrated
Development Programme (BARIDEP) in
central Ghana. It illustrates how
people - drawing on their own resources
and traditions - work together with both
governmental and non—-governmental
organizations to develop primary health
care. Elements of the programme
depicted in the film include community
farms, school health, community health
workers, water supply, road and
cormunity facility construction,
nutrition education, traditional birth
attendants and other traditional practi-
tioners. The film shows how a

programme can be buyilt on local
traditions such as communal labour,
traditional medicine and the social
structures, and cooperative mechanisms
of the villages. Through dialogue with
governmental health and development
workers, the population develops a
strong enthusiasm to take the develop-
ment of their area into their own hands.
The film describes the part that
governmental as well as non—-govermmental
organizations can play in pushing
forward a common venture. Numerous
issues of PHC implementation are
described in the film.
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Standing Committee on
Education and Training
of Waterworks
Personnel”

Glossary of Terms

Admunistration S
Administrative  Officer 6
Appreciation Traiming 54
Apprenticeship 55
Aplitude 59
Audio-visual Aids 60
Bastc Traming 19
Block Release 35
Case Study 45
Coaching 49
Correspondence Course 38
Craftsman 9
Duy Release 36
Education 11
Educauonal Institution 32
F Im Strip 28
Further Education 12
Group Traiming Schems 47
Identification of Training Needs 56
Inducuion Traming 20
Instructional Plan 44
Job 39
Job Analysts 40
Job Description 41
Job Evaluation 42
l.¢carming Programme by
Lecture 58
Management 1
Management Development 3
Manecping 2
Manpower Planning 13
Off-the-!ob Training 17
On-the-Job Training 16
Operator 10
Performance Objective 43
Planned Experience 61
Professional Person 4
Refresher Training 53
Retraining 51
Safety Tratning 57
Sandwich Course 37
Seminar 46
Supervisor 7
Syllabus 25
Technician 8
Technologist 52
Training 15
Tiaining Advisory Service 29
Traming by “Exposure’™ 18
I'raining Consultancy 30
Training Course 23
Traiming LEvaluation 34
Tramming Function 14
Traming Manual 26
Tramming Module 24
Traimng Officer 48
Traiming Orpanisation 31
Tramning Policy 22
Traimng Vahdalion 33
Tutonng 50
Vocational Training 21

* Internationmal Water Supply Associatiom,
Standing Committee on Education and*

Training of Waterworks Personnel, Glossary
of Terms, Aqua, 1976 No. 2, 10-16.
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. Management

The whole range of people from the chief
exccutive officer to the supervisor who direct
and control the work of other employecs.

Managing -

Managing 1s an activity which 1s essentially
concerned with setting objectives and deciding
priorities, devising and implementing  the
means to achicve the objectives successfully,
and the means to assess the results achieved

Management Development

The long term, planned development of mana-
genal ability which will normally include
planncd movement within the undertaking
and within the industry, promotion; progres-
sive training and cducation which should
extend throughout a manager’s career.

Professional Person

A professional person 1s competent by virtue
of his fundamental education and training to
apply scientific method to the analysis and
solution of business problems. He 1s able to
assume personal responsibility for the
development and application of science and
knowledge His work is predominantly intel-
lectual and vanied, and not of a routine mental
or physical character. It requires the exercise
of onginal thought and judgement and the
ability to supervise the technical and
adm:nistrative work of others.

. Admuustration

That part of managing which 1s concerned
with the installation and operation of the
procedures by which the work of an under-
taking 1s communicated and carned out, and
the progress of such activitics 1s regulated and
checked against plans.

Admustranive Officer

A person who has acquired detailed know-
ledge and shills in one special arca of admini-
strative work, or knowledge and skill to a
lesser degrece 1n more than one area of
admmistrative work; is able to exercise judge-
mcent n the sense of both diagnosis and
appraisal of work, 1s required to supervise
the work of others and has an appreciation of
his working environment beyond the 1mme-
diate hmits of his duties.

Supervisor

The supervisor is at the first or second level
of the total management structure and is 1n
charge, cither directly or indirectly of a
particular arca of operations. He is primarily
concermed with planning and controlling the
work of others, whether 1n the works, on site,
or in the office.

Technician

A person who carries out functions of an
intermediate grade between the technologist
on the one hand and the craftsman on the
other The education and specialist skills of a
technician cnable him to exercise technical
judgement, 1¢ an understanding, by reference
to gencral principles,” of the reasons for, and
the purposes of his work, rather than reliance
solely on established practices or accumulated
skills

Craftsman .
A shilled worker in a particular operation.
trade or cralt who s able to apply a wide

13.

14.

15.

16.

17.

18.

19.

20
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range of skills and a high degree of knowledge
o non-repetniive work with a mmimum  of
dirccuon or supervision.

Operator

A manual worker who possesses a degree of
skill and knowledge of a narrower range than
that of a crafisman. and who 1s capable of a
lesser degree of adaptation.

LEducation ~

Activitics which aim at developing the know-
ledge and understanding required 1n all walks
of life rather than knowledge and skill relating
to a linuted ficld of activity or a specific job.

Further Education

Full time or part time cducation for persons
who have left school The term, in its widest
sense, includes higher education and adult
cducation as well as non-advanced courses.
It 15 often used in the narrower sense to
denote courses leading to technical and pro-
fessional quahifications.

Manpower Planning

The practice of planning to ensure that the
nght numbers of the right people will be
available for the right jobs at the right time.

Trarming Function
All that has to be done in meeting the train-
ing responsibilities of an undertaking. The
four main steps are:
(@) Idenufication of traming needs;
(b) The formulation of tramning policy;
(¢) Implementing the training plan;
(d) Assessment of training effectiveness.

Traiming
The systematic development of the attitudes,
knowledge and skill required by an individual

inbordcr to perform adequately a given task or
job.

On-the-Job Training

Traiming given in the normal work situation.
It may constitute the whole of the tramning
programme or be combined with off-the-job
training and/or further education.

Off-the-lob Training

Training which is provided away from the
work situation and production pressures. It is
normally only part of the whole training pro-
gramme and 1s usually combined with on-the-
job training and/or further education.

Training by "Exposure”

The unsystematic development of the atti-
tudes, knowledge and skill required to per-
form adequately a given task or job, which
15 acquired solely by practice and experience
of doing that job.

Basic Tramning
The first stage of training for a given job or
occupation, aimed at imparting the funda-

mental knowledge and skill to requircd
standards.

Induction Traing

Arrangements made by the employer to fami-
llanse the new employee with the industry,
the undertaking, welfare and safety matters,
general conditions of employment and the
department in which he 1s to be employed.
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21.

23.

24

25.

26.

27.

28.

29.

Vocational Training

Instruction and/or short periods of practice
In a variety of occupauons designed mainly
for young persons approaching school leaving
age, 1o give them a general understanding of
employment opportunities and the conditions
of employment prevailing in them Its object

is to cnsure a realistic approach to occupa-
tional choice.

Traiming Policy

A statement of the objectives of an enterprisc
relating to the training of persons at work and
the means whereby appropriate facilities are
to be provided or secured.

Tranung Course
A scrics of integrated training sessions which
are Linked together and which may form part
of a training programme with specific aims
clearly defined.

Traiming Module

Training based on the concept of building up
skills and knowledge 1n units as needed by
the individual Normally each module has a
traiming clement, an experience element and,
wherc appropriate, a further education ele-
ment. The duration of a module varies
according to i1ts content.

Syllabus

An abstract. or the main headings of coverage,
of a training course or part of a course It
may indicate the tme to be devoted to each
part of the traiming but not usually the order
in which the subjects should be learnt. (The
word “‘curriculum™ is sometimes used.)

Training Manual

A guide for the use of traiming staff or of
trainees showing in detail the subjects to be
taught. the standards to be achicved, the
methods of instruction to be adopted, the
tramning equipment 10 be used, the form of
records to be kept and the tests to be
administered.

Learning Programme

A form of programmed instruction consisting
of a progressive sequence of instructional
steps cach of which usually requires a con-
structcd response from the student. The pro-
gramme is written and tested so that each
stcp rcpresents a degree of difficulty within
the capacity of the student for whom the
programme is devised, and frames follow in
the same sequence rrrespective of whether the
student makes a correct or an incorrect
Tesponse.

Film Strip

A serics of positive photographic trans-
parcncics printed on a single length of film
often used 1n conjunction with a tape recorder
as an aid to training Each frame is projected
as a still picture.

Tramning Advisory Service

The provision of advice on any aspect of the
traiing function at national or local level.
with particular reference to identifying train-
ing nceds. assisung with the formulation of
traiming pohicy and the implementation of the
trasning  process  Traming  advisacy assign-
ments do not normally extend beyond three
months' duration

30.
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33.

34.
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40.
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Traming Consultancy

The provision of a training service at national
or local level where the assignment will norm-
ally cover the whole of the training function
from the formulation of policy to the assess-
ment of effectiveness of a training scheme or
project Tramning consultancy assignments are
normally of cxtended duration.

Training Organisation

A permanent organisation or body employing
cstablished stafl. which promotes or provides
training services of any kind; eg traming
courses.  advisory  services,  consultancy
services

Educanonal Institution

A permanent cstablishment which may be
either a university or a college of technology
or commerce which provides further educa-
tion and/or higher education

Traimmng Validation

A scrics of tests carried out on the content
of the traimming programme designed to ascer-
tain whether 1t has achieved its aim.

Tramming Evaluation

The measuremient of the overall value of a
trainng course or programme 1n social as well
as financial terms.

Block Release

A systcm whereby employers allow their em-
ployces to attend technical colleges for short
periods of full-time study, usually of several
weeks™ duration, normally without loss of pay.

Day Release

The system by which employers allow em-
ployees to be absent from work wrthout Joss
of pay, usually for one day per week, in order
to attend a course of further education.

Sandwich Course

A course consisting of alternate periods of
study in a university (or an establishment of
further education) and of associated industrial,
profcssional or commercial experience at a
pluce outside the umiversity, so organised
that about 20 weeks of cach year of the course
are spent 1n the umversity

Correspondence Course

Systematic nstruction conducted by postal
correspondence between the student and the
agency running the course.

Job

All the tasks carried out by a particular
person in the completion of his prescribed
duties.

Job Analysis

The process of examining a job in detail in
order to identify its component tasks The
dctai] and approach may vary according to
the purpose for which the job is being
analysed, ¢g traming, cquipment design,
work layout

Job Description

A broad statement of the purpose, scope,
responsibilities and tasks which constitute a
particular job

Job Evaluation )
A generic term covering methods of determin-
g the relative worth of jobs. The process
cnables jobs to be placed in rank order which
can be used as a basis lor establishing a
balanced remuncration system.
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45.

46

47.

48.

49.

50.

51.

52.

Performance Objective
A statement of what a learner will be able to
do as a result of a learning experience The
derivation of performance objective from
task and job analysis should be pre-requisite
of any training activity.

Instructional Plan

A dctailed chronological breakdown in terms
of objectives, content and method for a given
session within a tramming course or pro-
gramme.

Case Study

A learning technique in which a real situation
or a series of actual events is presented to
trainees either orally or by case papers 1ssued
in advance of analysis and consideration of
possible solutions to problems identified.

Seminar

A short course or conference for experienced
persons making extensive use of participative
mcthods and devoted to the exclusive study
of nominated subjects with the object of
furthering knowledge in those areas.

Group Training Scheme

A scheme opcrated on behalf of a group of
employers to carry out all or some aspects of
the training function and employing at least
one full-ime traimng specialist for the plan-
ning, organisation and control of training.

Tramng Officer

A speciabist who is appointed to provide a
service of advice and executive action to
enable managers to carry out their traming
responsibilitics. He may act directly as a
mcmber of the management team or may
report to a training manager, and may cover
a range of occupations within the organisa-
tion He sccks to describe, analyse and solve
those problems the cause of which appears to
be lack of skill or knowledge on the part of
the individual or group

Coaching

Systemalically increasing the ability and
experience of the employee by giving him
planned tasks, coupled with continuous
appraisal and advice by the trainee’s super-
visor or a selected person.

Tutoring

The act of giving additional knowledge and
guidance to an individual or small group in
an off-the-job informal training situation.

Retranung

Traming for the acquisition of the attitude/
knowledge /skill /performance  paltern  re-
quired 1n an occupation other than one for
which the trainee was prepared origmally, or
in some cases for a new job or part of a job.

Technologist

A person who has studied the fundamental
principles of his chosen technology and
should be able to use his knowledge and
experience to mitate practical developments,
He 1s expected to accept a high degree of
responsibility and, in many cases, to push
forward the boundarnes of knowledge m his
particular field

Refresher Trammng
Traming given to revise and up-date acquired
siills and knowledge

54.
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Appreciation Tranung

Traming designed o give a broad under-
standing of a subject which may be included
m a syllabus or traiming programme 1t 18 not
intended to cquip the traince or student to
excreise the skills or apply the knowledge
related to it

Apprenticeship

A system by which an employer undertakes
by contract, wrnitten or imphed, to train a
person or have him trained systematically for
a trade or occupation The duration of train-
g will normally be fixed 1n advance.

ldentification of Tramng Needs

An examination of an organisation’s present
and planned operations and the manpower
neeessary to carry them out, in order to
idenufy the numbers and categories needing
traming or re-traiming 1t may refer also to the
traiming needed by an individual to enable
him Lo reach a given standard of performance.
Safety Tranung

An integral part of all training programmes
to ensure that trainees habitually adopt safe
working practices.

Lecture

A straight talk or presentation, possibly using
visual or other aids, but without group par-
ticipation other than through questions or
discussion at the conclusion

Aptitude

The capacity of a person to acquire either
general or special types of knowledge or skill
Audio-visual Aids

Aids to communication, learning and instruc-
tion which utilise both sight and hearing
Thesc include sound film and film strip pro-
Jectors, broadcast television, closed circuit
television and video-tape recordings

Plunned Experience

Supervised practice and experience in 2
normal working situation, carefully planned
as an integral part of the training programme
to develop and consolidate the attitudes,
knowledge and skill already acquired and to
provide the basis for further training



SUGGESTED TRAINING

JOB TRAINING RECOMMENDATION

OFF_THE JOB

ON THE JOB

REMARKS

RESIDENT ENGINEER

INDUCTION
0.1 Induction
MANAGEMENT
1.1 Records (Plans)
1.2 Conduct of Meetings
1.3 Human Relations
1.4 Organizing Work Activities )
)
1.5 Controlling Work Activities )
1.6 Monitoring Work Standards
1.7 Oral Communications
1.8 Written Communications
SAFETY
2.1 Health and Safety Act
2.2 Use of Protective Equipment
Use of Protective Clothing
. Use of Emergency Equipment
. Safe Working Procedures
Design of Safe Working Areas

Office Safety

Road Safety & Chapter 8
Safety in Engineering Design
Identification of hazards
Stacking of materials

- .
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LEGAL - GENERAL
3.1 Water Act

3.2 Law of Contract
3.3 Legal Aspects of Construction

)
)
)
)
)
)

Safe Working 1n Confined Spaces

*
This is a course run by
that follow a similar numbering system.

By manager

NWC MMSlZ*Meetings & Committee
work

NWC MMS2 Effective Management
of People at Work

NWC MMS1 Planning, Organizing &
Controlling Work Activities

Part of MGD.1
NWC MMS4 Oral Communications
NWC MMS8 Written Communications

NWC MSM21 Health & Safety at work
NWC MSM26 Design of Safe Working
Procedures or

Local F.E. College or
Appropriate professional seminars
Part of MSM26

NWC MSM17 "An Introduction to
Law within the Water Services'

the Water Industry Training Association

By Project Engineer

or by Project Engineer

ditto as necessary

Discuss with Safety Officer

Read Dpt. of Environment leaflets

Discuss with Safety Officer

& Discuss with Legal Dept.
Discuss with Legal Dept.
Guided reading

as are all those

. v

See NWC publication "A Guide
to the induction of new
employees"

Possible use of CITB "General
Supervision'" course may be
appropriate for newly
appointed R.Es,

NWC MGD.1 Introduction to
Management may be suitable for
general management training of
recently appointed R.Es,
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SUGGESTED TRAINING

JOB TRAINING RECOMMENDATION

OFF THE JOB

ON THE JOB

REMARKS

OPERATIONS - GENERAL

4.1 Civil Engineering Construction

methods
4.2 Excavations

4.3 Trench Timbering

4.4 Formwork

4.5 Sheet piling

4.6 Legal aspects of plant
4.7 Operation of plant

OPERATIONS -~ RIVERS

5.1 River works design
5.2 Construction of river works
5.3 Dredging methods and banking

profiles
5.4 Use of measuring instruments

. OPERATIONS -~ SEWERAGE

6.1 Sewerage treatment processes

6.2 Operations of sewerage
treatment plants

OPERATIONS — WATER

7.1 Mainlaying

ENGINEERING - GENERAL

8.1 Design - structural

8.2 Design - water retaining

' structures ’

B.3 Design - mechanical aspects

8.4 Design -~ maintenance aspects
8.5 Design - electrical aspects

8.6 Concrete technology

8.7 Planning techniques

8.8 Standard methods of measurement
8.9 Conditions of contract - building
8.10 Conditions of contract - civil

Appropriate professional
seminars and

CITB Engineers Appreciation OR
Timbering

CITB Engineers Appreciation

Formwork or Cement & Concrete
Association

CITB Plant Utilization course

-at Bircham Newton OR

Appropriate professional seminars
7" - &

NWC J.203 River Flow Measurement

Appropriate professional seminars
Cement & Concrete Association

Appropriate professional geminars
“

Cement & Concrete Association
Urwick Orr & Partners

NWC MSM14 CESMM or

Building Advisory Service

NWC MSM 20 ICE Cond:itions of
Contract

Discuse with project engineer
Guided reading

Guided reading/discuss with
project engineer

Discuss with Plant Manager
"

Discuss with project engineer
"

Discuss with operations dept/
site visits
"

Discuss with operationa dept/
site visits

NWC D3 will provide practical
training i1n timbering

e
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SUGGESTED

TRAINING

JOB TRAINING RECOMMENDATION

OFF THE JOB

ON THE JOB

REMARKS

10.

11.

8.11 Conditions of contract - mechanical
8.12 Conditions of contract — electrical

8.13 Contract admimistration and
procedures

8.14 Preparation of specifications

8.15 Preparation of estimates

8.16 Tender procedure

8.17 Financial aspects of design

8,18 Civil engineering construction
practice

8.19 Surveying practice and setting
out

8.20 Design of temporary works

8.21 Construction of temporary works
8.22 Inspection of formwork

8.23 Inspection of Reinforcement
8.24 Inspection of Concrete

8.25 Interpretation of drawings

8.26 Drawing office practice

8.27 Codes of practice

ENGINEERING

SEWERAGW

9.1 Design - sewerage works

9,2 Design - pumping stations
3 Design - sewerage reticulation
.4 Sewerage reticulation

construction

ENGINEERING - WATER

10.1 Design - pumping stations

10.2 Mechanical design - water
treatment plant
10.3 Mechanical design - pumps

FINANCE

11.1 Contract Finance

(L] - u

NWC MSM.34 M & E Conditions of

Contract
L1

Included in appropriate contract
conditions course

Appropriate professional seminar
Appropriate professional seminar
or Building Advisory Service

Appropriate professional seminar

NWC J,.36 Surveying practices or
local F.E, college or Survey
Centre, Worcester

Appropriate professional seminar

Cement & Concrete Association
Cement & Concrete Association
Cement & Concrete Association

NWC A.9 "The basis of sewerage
treatment works design' or NWC
A.10 "Process design of sewerage
treatment systems' or NWC A.1l1l
"Hydraulic design of sewerage
treatment systems"

A.42 "Design of Pumping
Installations

Appropriate professional gseminar

A.42 '"Design of Pumping
Installations
Appropriate manufacturers course

Appropriate professional seminar

Buirlding Advisory Service,
University of Bradford

Discuss with project engineer

Guided reading/site visits
etc. as appropriate

OR Guided reading
Guided reading & site visits

Discuss with project engineer
1]

Appropriate site visits

& Visits to Works

OR Discuss with Finance Dept,

/"’ ..
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HRD HANDBOOK

REFERENCE NOTES PAGE 225

4. EXPLANATORY NOTES ON CHECKLIST COMPLETION

Th
comple
Guide

ese explanatory notes have been prepared to assist those who require to
te the checklist which forms part 1 of the HRD Appraisal and Planning
featured on page 11.

PLANNING To what extent is HRD planning based on:

an

an

an

an

an

an

th

an

INVENTORY of EXISTING MANPOWER?

The number of personnel employed in each occupation, e.g. civil
engineers, plumbers, water laboratory technicians, etc. With a view to
community participation, it is also important to take into account the
potential resources in the underserved rural and urban areas.

ESTIMATE of MANPOWER NEEDS?

The number and kinds of occupational skills required to meet sector
goals.

ASSESSMENT of MANPOWER PRIORITIES?

Prioritizing of the occupational skills required.

EVALUATION of TRAINING REQUIREMENTS?

Training required to correct performance deficiencies and to train new
inductees. Where community volunteers are involved with operation and
maintenance, their training requirements should also be examined.

INVENTORY of TRAINERS?

The number, speciality and availability of qualified instructors within
and outside of the sector.

INVENTORY of TRAINING RESQURCES?
Classrooms, laboratory facilities, workshops, courses, etc.

e PROPOSED LEVEL of SERVICE?

The extension of coverage as well as the improvement in quality over
the existing service level.

APPRAISAL of the Public Sector's ABILITY TO PAY training qualified

manpower?

N.B.

If promotion and pay conditions are better in the private sector it
will be difficult to keep trained personnel working for the Decade.
Salaries that are reasonably competitive with the private sector help
to attract and retain trained staff.

If further help is required on the above questions it is available in

the Planning chapter, page 24.
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TRAINING To what extent is HRD training based on:
a MANPOWER DEVELOPMENT PLAN (MDP)?
A detailed MDP contains answers to the following questions:

- WHO needs training and HOW MANY?

- WHAT training do they need and to WHAT standards?
- HOW MUCH training do they need?

- WHAT FORM of training would be best?

- WHERE should the training be done?

- WHEN should the training be done?

- WHO should do the training?

- WHAT is the estimated cost?

a NEEDS ANALYSIS?

Are needs systematically analyzed to ensure that training specifically
meets them, where it is the appropriate solution. Where it is not, are
other appropriate solutions applied?

a DEFINED TRAINING METHODOLOGY?

A step-by-step systematic approach tailored to improve job performance,
e.g. a sequence such as:

1. task analysis

2. pre-evaluation

3. performance objectives
4. training activities

5. post evaluation

a MULTI-DISCIPLINARY TEAM of INSTRUCTORS?

Teachers and trainers -- who are available -— from existing training
institutions as well as managerial/supervisory staff trained as
trainers.

PERFORMANCE—ORIENTED INSTRUCTIONAL MATERIALS?

Based on the skills and knowledge required to perform a given task and
broken—-down into step~by-step performance components.

a VARIETY of DELIVERY OPTIONS?

Short~term or long-term courses, 1in-service training, travelling
seminars, day-release courses, on—-the-job training, etc.

[
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N.B.

ADEQUATE FACILITIES and SUPPORT?

Accommodation should have adequate ventilation, accessories, seating,
tables, sanitary facilities, storage space.

Secretarial services and office supplies of all basic necessities.

Equipment:

overhead projector film projector (16mm)
slide projector (35mm) screen

flip chart easel magnetic board
flannel board chalkboard

typewriter (manual) ) typewriter (electric)
photocopying machine file cabinet, etc.

ADEQUATE TRAINING AIDS?

text books filmstips

supp lementary books microfilms, microcards
reference books, encyclopoedias maps, globes

magazines, newspapers graphs, charts, diagrams
documents, clippings . posters

duplicated materials cartoons

programmed materials (self instructiomal) puppets

motion-picture films models, mockups
television programmes collections, specimens
radio programmes flannel-board materials
recordings (tape and disc) chalkboard materials
drawing and paintings drawing materials
slides and transparencies display materials

construction materials

EVALUATION of LEARNING?

Does systematic evaluation take place to ensure that trainees have
learned what was required of them? A reliable way to determine the
success of an instructional programme is to measure how well the
trainee can perform the desired new tasks after completing the course.
By expressing instructional objectives in terms of performance
objectives trainee and instructor alike are provided the means for
making that measurement.

If further help is required on the above questions it is available in
the Training chapter, page 92,
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MANAGEMENT To what extent has training been institutionalized, e.g. so

an

an

that people in charge of HRD, and management in general,
benefit from:

APPROPRIATE ORGANIZATIONAL CHART?

Based on the thesis that TRAINING IS AN INTEGRAL COMPONENT OF
MANAGEMENT RESPONSIBILITY it is logical that the training unit comes
under the direction of a member of senior management. Does it do so,
in this case?

INTEGRATED PERSONNEL POLICY?

Is there a fully integrated Personnel Policy that achieves productive
efficiency and balance across its component parts, e.g. recruitment and
selection, pay and benefits programmes, communication and consultation,
labour relations, motivation and career development and education and
training?

PERFORMANCE-BASED JOB DESCRIPTIONS?

Are there job descriptions stemming from a task analysis of what the
individual is expected to do in terms of measureable performance?

a TRAINING POLICY?

Which provides broad guidelines on which HRD is based, with statements
covering the following: need, objectives, HRD gystem, procedures and
methodology, personnel, evaluation.

a TRAINING BUDGET?

an

an

N.B.

Has money been set aside on an annual basis to cover training needs?
Is it adequate?

EVALUATION of ON-THE-JOB PERFORMANCE?

Is there a regular system of appraisal of on-the-job performance? One
that demonstrates that good training and good work exerience leads to
more proficient employees who know their tools/equipment and what is
required of them in their jobs, and are self-initiating, and who relate
well to supervision, etc?

EVALUATION of RESULTING LEVEL of SERVICE?

The desired end result of all the effort and money put into human
resource development is —- have the agreed service targets been
achieved?

If further help is required on the above questions it is available in the

Management chapter, page 150.
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