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Manpower Classification System.

Symopsis.

It is considered to be of the utmost importance to develop a manpower

classification system to be used within the water supply sector of Indonesia.

The manpower classification system is to provide a basis from which syste-

matic recruitment and training can be undertaken to ensure that the-skills

knowledge and behaviours needed for the. efficient and effective functioning

of the enterprises are available when'needed.

To establish the basis for the manpower classification system, it is necessa-

ry to identify all functions to be completed by the enterprise, and to deve-

lop organisational structures to effectively and efficiently carry out the

functions.

The required functions are divided into tasks which can be undertaken by

individuals within the organisation, and the necessary skills and knowledge

required to carry out the work can be identified. The tasks are grouped to

form jobs, the jobs then being detailed based on the principle of minimising

educational/professional ski11.requirements consistent with the effective

and efficient functioning of the enterprise, and the overall manpower supply

position in Indonesia

The jobs are arranged to provide easily seen career development opportunities

for each grade. Remuneration should accordingly be made commensurate with the

requirement for skills, knowledge and responsibility attached to the job.

Succession planning is necessary to ensure that as far as possible, internal

promotions are established.

Promotion should be based on ability, and not related specifically to academic

qualifications. As far as practical, all persons should be employed so as to

fully utilise their abilities. Promotion should be possible to the maximum

level at which the person can work efficiently and effectively. Conversely,

people should not be employed to carry out work for which they are more than

marginally overqualified.
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Supervisory functions must be clearly defined, and the persons undertaking

this work should be recruited based on having the characteristics necessary

for successful supervision. Training for supervisors should be directed spe-

cifically toward developing the skills and knowledge of the supervisory

process.

For small water enterprises, it is uneconomical both in terms of manpower

and equipment for staff to be employed on a permanent basis to undertake

specialist tasks which are only required infrequently. Additionally,

experience would not be obtained by the specialist staff who would be using

their skills infrequently. Such specialist services must be obtained by the

water enterprise either by contract or by the use of personnel and equipment

from a larger water enterprise that has the need of the specialist services

on a continuous basis, and therefore have staff well experienced in the spe-

cialised skills.

Larger water enterprises who have the requirement to employ specialist staff

should be able to provide specialist services to smaller enterprises as and

when required. The larger organisations will provide additional career ad-

vancement opportunities for all staff.

A good performance appraisal system must be established to facilitate internal

promotion, particularly for supervisors, and to identify and plan for succesr

sion.

In the manpower classification system each position in the water enterprise is

identified; given a title; the duties and tasks to be performed; the knowledge

and skills required to undertake the duties efficiently; and detail of infor-

mation that may be useful. The knowledge and skills possessed by the job hol-

der can then be assessed, and the job holders' specific training requirements

detailed, being the difference between the skills possessed and what is needed.

The manpower classification system will apply to any organisation responsible

for providing potable water.

Using the required skills, knowledge and. responsibility required for each po-

sition in the water enterprise, a grading structure can be developed- to deter-

mine the grading of each job relative to other jobs in the enterprise, so as

to give an indication of relative remuneration levels.
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Organisational structures can then be developed based on the work requ-

irements of the specific enterprise, in terms of treatment processes

undertaken by the enterprise, distribution system, expansion plans and

overall size of the enterprise.

The organisational structures will detail the number of persons required

to undertake the work, and the Job descriptions will indicate the requ-

ired level of personnel in terms of knowledge and skills required.

*

The manpower requirements to meet the work requirements can then be obtained

both in terms of current needs, and in terms of future requirements due to

staff movements (retirements, wastage, etc.) and expansion, including the

establishment of new enterprises.

The present proposals cover all junior staff required by water enterprises,

the term of junior staff being applied to those staff who are generally

concerned with mainly routine work.
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1. FACTORS TO CONSIDER IN DEVELOPING A HAKPOWER CLASSIrICATION SYSTEM

1.1 INTRODUCTION

Before and since arriving in Indonesia, the considered importance of

the Manpower Classification System as a starting point for manpower

planning in general and for the development of training programmes in

particular has been impressed on the manpower consultant. The phrase

manpower classification system is frequently referred to in the

Milburn/Vincent report of 1979, the Milburn progress report (1980), the

report of the interim project manager (1980) and the D.H.V. phase 1

report (1980).

However important the M.C.S. might be to manpower development within

the Indonesian Water Supply Sector, the term has never been operational-

ly defined. As a first crucial step then,the term M.C.S. is defined in

such a way that appropriate actions can be taken to develop such a sys-

tem.

"A manpower classification system identifies the functions, tasks and

activities which must be carried out in a Water Enterprise and provides

the basis from which systematic recruitment and training can be under-

taken to ensure that the skills, knowledge and behaviours needed for

the efficient and effective functioning of the enterprise Are available

when needed."

The second important step is to classify jobs rather than manpower. On-

ly after jobs have been identified and defined is it possible to diag-

nose the skill, knowledge and behavioral requirements and then finally

to set out the educational/professional qualifications likely to pre-

dict success in their acquisition, given the availability of suitable

training programmes.

In the case of highest level managerial and specialist jobs of course,

professional and vocational qualifications are important indicators of

existing capabilities, (e.g. a qualified sanitary engineer).

To begin developing the M.C.S. it has been necessary to answer such

questions as:

"What functions have to be performed in an effectively functioning

independent Water Enterprise?"

".What activities must take place within each function?"

etc
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It is clearly necessary to set out with an analysis of what should

happen within a W.E. rather than what JLs_ taking place in existing

W.E.'s

Once the M.C.S. is established on this basis, it then becomes pos-

sible to.

(a) Identify any discrepancies between the ways in which jobs are

defined and performed in existing W.E.'s on one hand and the

situation which should exist on the other. Corrective action

can then be taken as needed through recruitment, reorganization,

training and retraining.

(b) Ensure that new or rapidly developing W.E.'s are able to deve-

lop .effectively in manpower terms from the outset.

Any attempt at developing a M.C.S. from an analysis of existing Water

Enterprise organization, manpower systems and operational practices

would carry with it the risk of building any existing weaknesses into

new W.E.'s and reinforce existing inefficiences in established W.E.'s

To this extent, the manpower consultant has had to go back to the be-

ginning since much of the work completed to date has focussed on

conditions within existing W.E.s.

1.2 OTHER CONSIDERATIONS

1.2.1. GRADING STRUCTURE

It is apparent that at the present time there is no real grading

structure within Water Enterprises. In making best use of its human

resources and in the process of planning its own growth and develop-

ment, it will be necessary for each W.E. to provide a meaningful ca-

reer structure for employees. Planning for human resource development

is only possible on a systematic basis once it is known how each job

within a function of the W.E. relates to the jobs above it and below

it. Continued motivation of employees will also depend on establis-

hing a salary structure which takes responsibility into account wi-

thin and between functions. Any grading system should concern itself

primarily within the needs of the W.E. In particular it should pro-

vide proper supervisory and. managerial controls throughout each
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function. Establishing a grading structure represents a very important

framework within which career apportunities can be made available for those

employees with the potential to take on more responsibility. It is possi-

ble to use the M.C.S. to develop such a structure and proposals are put

forward later in this report.

Ì.2.2.. SPECIALIST MANPOWER

Differences in level of complexity between W.E.'s will mean variations in

demand for specialist manpower.

For normal operational activities^ training programmes have been or are being

designed as the basis for providing such people. Even with the more complex

technical systems (e.g.-treatment processes, treatment plants, water testing

facilities)-, the quality and enthusiasm of staff recruited so far suggests

there should be few problems in developing the basic operational skills and

knowledge» Whether recruitment of staff of the right quality becomes more

difficult as the number required increases sharply over the next fev years,

will depend very much on the way tasks have been put together to form whole

jobs. Divisit-n of labour can be achieved in several ways. It would be possi-

ble for example to train a high ability person to take full responsibility for

the operation, maintenance, fault diagnosis and repairs to a full water treat-

ment plant» To achieve this vrould require on extensive and lengthy training

programme and probably a period of planned experience in another W.E. before

the individual could be considered ready.

The extreme alternative wo..ld be to divide up the total requirement into a large

set of routine and simple tasks, each of which could be undertaken with Little

training or experience. But in this case the level of supervisory- skill would

need to be high.

The most satisfactory approach in Indonesia given the manpower situation as a

whole and the rapid growth determined manpower requirements of the water

sector, is likely to fall somewhere between these two extremes. The solution

is one in which:

(a) Present and future W.E. operational leeds can be satisfied through

relatively short training experiences



(b) These basic operational skills/knowledge can be built an by

providing further planned training experience both within the W.E.

and through Lhe facilities of MDP.

(c) The jobs are not so simpie that only low ability people are recruit-

ed. This approach would require too many people and would make

it difficult for the W.E. to build up its pool of skills to operate an

effective career structure.

The manpower classification system is aimed at this intermediate approach

because it would seem to best meet the immediate and longer term needs

of the Indonesian Urban Water Supply Sector.

There is also a question to be raised on the organisation best suited to

making available to W.E.'s those specialised resources which will be needed

from time to time but when full time employment (particularly in the smaller

W.E.'s), could not be justified either economically or in terms of the misuse

of scarce and highly skilled manpower which It would represent.

Such specialists would include chemists and bacteriologists (capable of carrying

out complete laboratory based analyses of water samples), highly trained staff

for repairs to meters, pumps, waters, electronic equipment etc. and design

engineers (e.g. for reservoirs).

The above list is by no means a complete one. However, at this stage it is clear

that many specialists will be is increasingly short supply as the momentum in

W.E. development builds up over the next 2-3 years. i'Even if such people can

be recruited in sufficient numbers with appropriate educational qualifications

they would in many cases still need extensive training and experience.

There are several ways in which the problem can be tackled:

1) Development of existing W.E. technical staff

Much has been said concerning the most appropriate educational qualifications

for newly recruited staff. The general conclusion is that recruitment should

not take place at educational levels in excess of those required for successful

completion of initial training and effective job performance.
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Although that is the correct approach in general (and the case is argued in

this paper), and is necessary to meet the lower level operational demands

which are rapidly increasing, sight should not be lost of the need to plan

for the longer term.

The long tern success of any business enterprise depends on the ability of

the enterprise to develop its own people. This implies that the potential

for development exists. The recruitment policy should therefor be one which

makes minimum demands an entry qualifications (because adequate training

will be given), but should be reasonably selective in the range of abilities.

Some highly able,lower level recruits will be needed, people who can be

quickly taught an operational job but who can also be systematically deve-

loped for one or another of the many specialised roles. Equally, each water

enterprise will need to recruit considerably larger numbers at lower

ability levels, people who are trained to do a job well and who expect only

limited career opportunities. To recruit only highly able people would create

a great deal of frustration in the longer-term» The balance is important for

the health of the enterprise.

2) Provincial Service Dnits

The proposal put foward in 1) is a partial solution to the development of high

levels of skill and knowledge within W.E.'s. It is also longer-term and

there are some Limits to its value for the next few years. Such internal

recruitment should be considered as a key objective for the period following

REPELITA III. To achieve such an objective will require that programmes of

training and planned experience to develop able people beyond the first stage

of operational skills be prepared within the next 12 months. The MDP together

with the Provincial Development Assistants should play a vital role in the

design and coordination of these later development.

As an alternative, it is possible to establish Provincial Centres. Each* Cen-

tre would have the full range of specialist facilities and staff, capable of

providing all specialist services to W.E.'s within the Province. Logically,

the centre would be located in and be an integral part of the P.D.A.M of the

Ibu Kota Propinsi.

Its primary responsibility would be to the PDAM in which it is located, but it's

resources both technical and manpower, should be sufficient to ensure that all

facilities and services are available to every W.E. in the Province. Some

services will be needed on a regular basis and can be planned for to ensure

full use of resources. Other services will have to be provided on an as needed

basis.
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Although refered to as Provincial Service Units, the name is a reference to

their function within the Province. It is not intended to suggest a physically

seperated entity.

The advantages of such <s Provincial organisation would be many.

They include:

1. Concentration of available financial resources on the development of

Provincial Service Units would represent the most cost effective use of

those resources for plant, equipment, machinery and highly qualified

manpower.

2. It would promote the development of high levels of competence which

would not be at all easy if the same manpower resources were distribu-

ted among many Water Enterprises. The bringing together of a number

of highly qualified staff into a Provincial Team would encourage the

further development of 'knowledge of the water industry both Provincially

and nationally as it applies to the Indonesian situation.

3. It would make available to each W.E. within the Province, a range of

highly specialised and experienced services.

4. It would make possible the effective full-time use of able people whose

employment would be difficult to justify in any other way and whose

motivation and capability can be maintained and developed in a well-

resourced , professional environment.

5. Such units could provide an excellent training ground for certain spe-

cialised skills needed on-site in all or at least some of the other

W.E.'s within the Province. There could be an important role here for

the Provincial Development Assistants. One of the advantages of such

an approach is that the Provincial Service Unit would be Identified

as a "centre of excellence" for the province, setting and maintaining

high standardes for key activities in all W.E.'s.

6. They would provide a basis for much more effectively ttp.nita'ring standards

and for ensuring the effective implementation of policy regarding the

proviBíon of potable water to the Urban population. It is not suggested

here that the Provincial Service Unit should have any formal authority or

control over other W.E.'s. Rather that through its conduct and demon- ~

strated capability it influences all W.E.'s.
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It is appreciated thrt the legal framework within which W.E.'s are

established and function, together with the somewhat complex-

distribution of responsibilities may make the implementation of such

a structure difficult. It is for the those Indonesian Authorities

concerned with the sector to determine whether such an arrangement is

sufficiently attractive to stimulate the changes in legislation which

would make it a realistic possibility.

A further practical,but not insurmountable problem would be that since each

PDAM is expected to be seIf-financing (including future development), the

PDAM in the Ibu Kota Propinsi could not be expected to finance services

which it is providing for other W.E.'s (PDAM and uPAM in particular).

Some mechanism would need to be found for costing and charging out to

each W.E.,for those services which it uses,on a non-profit making basis.

However, the independent status of each PDAM might at the same time influence

then not to use external facilities for which they have to pay until a situ-

ation develops when it becomes inevitable.

Such problem would be very much easier to resolve within the framework of a

comprehensive Indonesian Water Act. Even without such an act it should be

possible to establish some form of Provincial organization within the

framework for example of the Provincial Project Offices.

3) A Shared Specialization Approach.

This is a variation on 2) above. Again it provides a full support system

within each Province, but responsibility for maintenance and provision of

specialized resources is shared between the larger PDAM*s in the Province

As an approach to effective utilisation of resources, it is not as unusual

as it may seem. It does for example form the basis of operation of Regional

,Forensic Science laboratories in the U.K. Each laboratory is responsible

for providing a complete scientific service to the police forces in it's

region. For much routine work (e.g. finger printing, blood-sample testing)

each is able to work from i.ts own resources and facilities. For more

specip'ized work, each laboratory has highly qualified and experienced staff

for one major area of investigation. Each of these major facilities is made

available on a national scale through requests for assistance from the appro-

priate regional laboratory. One for example specialises in firearms another

in drugs. In addition to providing the specialized service}each conducts

research as the basis for developing that service.
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A similar situation could be envisaged in the Indonesian Provincial Water

Supply organization. Each W.E. (whether PAM, PDAN, BPAM etc.) would have

the basic support facilities necessary for operational efficiency (e.g.

routine servicing, simple repairs, comparator test equipaent etc). For

more sophisticated or complex facilities each W.E. would request a particular

service from the P.O.A.M. specialising in providing it.

Advantages of this approach would include many of those listed for 2) above,

namely: 1,2,3,4,5.

Difficulties would also be much the same as those set out under 2) above.

In addition, the integration, coordination and accounting management would

be more complex.

Developing staff (as in 1) above) should be regarded as an ongoing feature of

development within each W.E. It is the opinion of the manpower planning

consultant that serious consideration should be given to some form of

Province-based professional and specialist service organization. In the long-

term, such an organization can only be of benefit to the development of high

levels of expertise within the sector and will provide the kind of framework

needed for providing a range of high quality services in the most cost-effective

way.

Of the two alternative forms of organization set out above, it is recommended

that ? be given priority.

A list of services and facilities which might be included in a specialist

Provincial unit is as follows.

1. Fully equiped and staffed laboratory for detailed water analysis

(bacteriological and chemical). Possibly also including research

facilities.

2. Fully equiped workshops for major servicing, overhaul and repairs

to-pumps

- meters

- electric motors

- Diesel engines

- Valves

- Electrical control equipment

- Electronic control equipment

- Vehicles

- Plant

3. Workshops to include mobile units to undertake on-site servicing/

repairs where this would be the most convenient and/or cost-effective.
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4. A provincial store for major items and with an effective stock

control system. It would also be cost-advantageous for the

provincial stores to be responsible for bulk buying of items

routinely needed by all W.E.'s within the province.

5. Plant which can be made available on an as needed basis to W.E's

within the province, especially plant which cannot be hired on a

cost-effective basis locally.

The existance of such Provincial units would place increased demands on

management. Management of the units themselves would require considerable

decision-making and priority allocation skills. In addition, the relation-

ship between the unit and W.E.'s in the Province would demand a high level

uf cooperation and effective communication.

On the plus side, the more effective use of highly skilled nanpover would

reduce the total number of people who would otherwise have to be recruited

and trained.

1.2.3. TECHNICAL EMPHASIS

For two reasons, the M.C.S. places an emphasis on the production and distribu-

tion functions. Firstly because administration and finance organization and

prefered procedures are well documentati. Training needs for tbese areas have

already been to a considerable exttnt identified. What is more,Indonesian

consultants have already been involved in the design and implementation of

training courses and have a comprehensive knowledge of the systems used.

Secondly, the technical functions have received nowhere near the same degree

of attention.when the manpower consultant arrived in Jakarta, few technical

roles had been defined with adequate job descriptions to aid recruitment,

training and retraining (in existing W.E.'s) on a planned national basis.

Yet there is now and will be for some years to come, an urgent need to pro-

vide competant staff for technical departments and these will be needed in

significant numbers.

Thus the focus on technical manpower resourcing reflects present realities

rather than a devaluation of the important roles within administration and

finance functions.
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1.2.4. SUPERVISORY ROLES

Considerable mention is made within the H.C.S. of supervisors. Discussions

with a number of people make it apparent that the nature of the supervisory

role, the concept of supervision and its importance to the efficient functi-

oning of a Water Enterprise needs clarification.

A further reason for singling the role out for particular attention in this

introduction is based on observations within existing W.E.'s and discussions

with consultants and others involved with current developments. Taking the

second point first, the actual operational role behaviours of many people

in many existing W.E.'s show considerable defficiencies. The problem in

many instances is not that staff are unaware of what they should be doing.

In spite of understanding what should be done however, aany important tasks

are simply not carried out.

The failure to carry out procedures and routines is apparent in many of the

technical operations areas. Some illustrations to make the point clearer;

are listed below:

1. Badly maintained treatment plant, including cases when the filter

medium ¿should have been changed years ago because of infrequent back-

washing. The attitude seems to be-"if it produces a reasonable

quality water, leave it alone".

2. Chemicals nixed on a guess work basis. Explained away as an approach

which works because it is based on experience. Yet often the dosage

levels are inadequate.

3. Flow-meters which have been unserviceable for months or in some ca-

ses, year8.

4. Unservic&ble equipment.

5. Large numbers of consumers meters out of action and no systematic re-

porting of these. Insome W.E.'s, the proportion is very high indeed.

These and numerous other examples indicate a failure to recognise the importance

of attention to detail and the importance to any continuous flow system of the

application of routine monitoring, checking and servicing on a regular and

systematic basis.
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If the existing malpractices are accepted as normal for new W.E.s

it is likely that few would be able to determine whether or not they were

meeting the self-financing objective as set out in Buku-Pedoman because

there would be insufficient accurate data available. More important from

a practical point of view would be the severe restrictions such organiza-

tional weaknesses would place on growth expectations.

With the background illustrated above it is clear that operational emphasis

must be placed on performance monitoring and control systems. The most

critical of these is the development and use of effective supervision.

To return to the concept of supervision as it applies to W.E.'s in

Indonesia.

It is the process of monitoring and controlling the task performance of all

operations personnel to ensure that all tasks are performed within the

framework of systems, procedure and performance standards laid down for the

Water Enterprise.

The most important role in the process is that of the supervisor. He is the

person with direct ¿esponsibilityfor ensuring that the above conditions are

met.

Meeting that responsibility requires some clear actions on the part of the

supervisor.

He should: - Make sure that work objectives are clearly understood

- Give clear task instructions and make sure they are

fully understood.

Make sure that people are fully aware of the procedures

and practices applicable to each of their jobs

Set acceptable performance standards and make sure these

are met.

- Ensure that problems which result from inadequate training

are notified to management so that action can be taken.

- Take action when Job' behaviour does not meet accepted •

standards.

Training for supervisors should be directed specifically toward developing

skills and knowledge of the supervisory process as set out above.
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Selection of people for supervisory roles should be very carefully carried

out. Because the supervisor has considerable responsibility, it will be seen

from the grading system established by the M.C.S., that the role represents

a line of promotion within the W.E.'s.

In line with the proposal put forward earlier that promotion should be from

within the organization, it is anticipated that the majority of supervisors

will be recruited from existing personnel in established W.E.'s.

Such people should be recruited on the basis of the following

characteristics, all of which are important in successful supervision.

- A complete technical knowledge and a high level of experience of

those jobs for which they will be supervising others.

- A high level of self-discipline and willingness to accept standard

procedures and practices as demonstrated through their own job per-

formance.

- The ability to communicate effectively with other people

- The ability to command the respect of staff for who» they have res-

ponsibility.

The majority of supervisors should therefor be those people who are skilled»

high-performers in their present jobs, together with the social skills which

are necessary as the basis for influencing others. The supervisor should lead

by example.

The grading system put forward later also shows the reporting relationships

between supervision and management. These links are an important part of

the management communications system and managers should ¡jive full support

to supervisors to ensure that the supervisors' authority in dealing with his

staff is real and effective.

In newly developed enterprises in particular, it is likely to be the case in

the early days that the supervisory role will be combined with a practical

working role. In such cases it might be expected that the best performer in

a work group would take en the additional supervisory responsibilities. At

a very early stage» liaison with training staff should provide useful indications

as to who these people might be. They could then be singled out and given addi-

tional training.
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The same situation might also sometimes exist in some sections of scalier

W.E.'s, vhere effective supervision will be needed but when the full-time

use of a highly-skilled person on "non-productive" work could not be

justified.

1.2.5. MANAGERIAL ROLES

The M.C.S. fill have its most significant immediate impact in recruitment

of and training activities for technical operations personnel.

The ability of each'W.E. to achieve Its business objectives will however

depend heavily on the quality and performance of its management team.

A basic understanding of the management process, higher level technical,

administrative and financial knowledge, and a clear understanding of the

aims and responsibilities of a Water Enterprise should be sufficient to

provide an effective management team during the operational start-up phase.

Refering again to observations and experience of existing W.E.'s, it must

inevitably be concluded that the defficiencies which exist at junior levels

are ultimately the responsibility of mangement. Whereas junior staff per-

formance weaknesses seemed in many cases due to lack of motivation and long**

established bad habits and not so much due to lack of skills or knowledge,

with managers the situation was somewhat different.

In many instances discussion showed that managers and sometimes senior mana-

gers, lacked the professional managerial skills needed for effective managerial

performance.

Full analysis of manager development needs will therefore' be very important.

The senior management team in particular will need to develop considerable

competence in such areas as:

Planning

- The nature of business

Identifying organization strengths and weaknesses

Coordination of functional activities

Decision-making

Applications of management-information systems.

This cannot all be achieved immediately, and in any event should not be under-

taken until a clearer picture of more precise Water Enterprise management

needs is obtained.



For the future though it can reasonably be predicted that if mangerial

performance is not developed, then many existing W.E.'s will not achieve

growth targets once the management team assumes full responsibility.

The main reason for this is that management at present has an orientation

forward maintaining the status quo rather than growth.

1.2.6. THE ROLE OF M.D.P.

Since one of the main purposes of tie M.C.S. is to establish a national tra-

ining programme, for which the MDP and its staff have considerable respon-

sibility, it would be quite wrong for the development needs of M.D.P. itself

to be ignored.

However since proposals for such development are a product of conclusions from

the M.C.S», they will be the subject of a separate document.

1.2.7. PERFORMANCE APPRAISAL

For the MCS to have benefits which will be available throughout the

decade and beyond, it is important to establish effective personnel

systems within each Water Enterprise. One of the most important is

a performance appraisal -systen which can be used by those who have

staff responsibilities and is acceptable to those who are affected by its use.

Indeed, it is not just the HCS and the grading structure proposed within it

which makes the development of an appraisal system of paramount importance.

It is just as important to the success of manpower planning and to satisfying

the principle of development and promotion from within as set out earlier in

this report.

What will have to be determined is the nature of an appraisal system which

is suited to the needs of W.E.'s in Indonesia. This will have to recognize

and take into account the opportunities and constraints which exist in W.E.'s,

the sector and any national regulations which affect carreer structures.

Following the development of the system it will then be necessary to develop

procedures for its implementation at W.E. level. These will include.

1. Establishing the means of monitoring and when possible, measuring

individual performance, and performance improvement. This will

have to be done through the managerial and supervisory structure.
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2. Designing administrative support procedures. Yhese will include

documentation and procedures for evaluating and actioning the

outcome of individual performance appraisal.

3. Training W.E. staff who will have responsibility for the performance

appraisal of subordinates to include explaining the purpose of the

system, use of administrative procedures and for managers, it should

also include training for conducting performance appraisal interviews.

1.2.8. WHAT IS AN APPRAISAL SYSTEM?

It is important to clarify what is intended in the context of the Indonesian

Water Sector so that the confusion and misuse which often accompanies the intro-

duction of such a system can be avoided.

It is a system for the planned identification of individual potential and tra-

ining or development needs, through the process of systematically monitoring

individual job performance characteristics in relation to present Job needs and

future manpower requirements.

As such, At is not an alternative to the normal day to day line managers or

supervisors responsibility for achieving effective work performance.

A good performance appraisal system can be seen to fit into the overal manpower

planning process at W.E. level as shown on the diagram overleaf.

1.2.9. SUCCESSION PLANNING

If it is the intention that recruitment of staff should where possible take

place through internal promotions, then for senior pc?ts in particular, there

should be a succession plan.

In practice this means that the replacement of key personnel should be planned

for,by identifying suitable candidates employed by the W.E. For effective

succession planning, it will be necessary to determine hovlong it would take

before a-candidate can be regarded as ready to take over should the need arise

and to establish a programme of'formal development and work experience to en-

sure that time-scales are met.

It is usually the case in large organisations with many operating units that

senior posts are advertised widely so that any suitably qualified and experienced

person from within the organisation can apply.
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It is appreciated th't at the present time there are difficulties in the

way of making apportunities available to employees who do not work for the W.E.

in which they occur.

However for the most effective use of highly qualified manpower on a national

basis, it is urged that serious consideration be given to creating conditions

where this becomes possible.

If there is restricted movement of labour from one W.E. to another, serious

difficulties are likely to be created for the future.

1. High quality staff might be reluctant to join the water sector if

limited promotion upportunities exist.

2. To restrict promotion to within the single W.E. would lead to limited

use of the abilities and potential of the more able employees, parti-

cularly in the smaller W.E.'s

The problem will of course be most severe for those people at senior levuis

who have already reached the more senior positions and for whom further pro-

motion can only come from moving to a larger W.E.
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2. MAKPOWER CLASSIFICATION SYSTEM (HCS) FOR DRBAK WATER SUPPLY SECTOR-

INDONESIA.

2.1. INTRODUCTION:

The rapid development of any sector can be facilitated by a system which

identifies in an unambiguous way, the jobs which need to be carried out

and the types of people needed to carry then out. The MCS represents

the basis for a coherent sector wide recruitment and training/development

programme.

Given the rapid growth rate within the water sector» careful consideration

must be given to the ideal relationship between the operation and

growth requirements of the Water Enterprises (W.E.'s) on the one hand and

the skills, knowledge, qualifications and experience characteristics of

the employees who have to satisfy those operational and growth require-

ments on the other

The ideal relationship is that in which the effective functioning of

the W.E. is achieved at the lowest possible manpower costs. Another way

of expressing the issue is that for all jobs and at all levels in the

W.E. there is a need to identify the minimum skills» qualifications etc.

consistent with effective job performance. This is particularly important

in a situation where there are likely to be competing demands for highly

qualified manpower from other sectors.

The water supply sector presents considerable advantages in this respect. .

First, any W.E., whatever its size and technical complexity, has to

carry out the same functions. Secondly, within each function it is

possible to identify and define specific jobs quite clearly. These too

display considerable consistency between W.E.'s regardless of size and

complexity. Thirdly, since it is likely that the majority of personnel

for each W.E. will be recruited locally, it is necessary to acknowledge

probable limitations on the availability of highly qualified manpower in

some Cities and the more ready availability of semi-skilled and unskilled

labour.

Limitations on local manpower availability as described above together

with the low level of labour mobility apparent in Indonesia(except

possibly at more senior leveIs),makes it even more important to classify

manpower in such a manner that the best possible use can be made of what

is available.
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Such limitations also present opportunities. In any effective

organization manpower development takes place from within.i.e. the

organization is Structured in such a way that it can continue develo-

ping its employees to make greater contributions and maintains em-

ployee motivation as well as organizational efficiency/effectiveness

by offering career opportunities. Thus the aim should always be to

promote from within. External recruitment should normally only take

place at the lower levels in the organization in order to replace

people who have been promoted or retired. ' '

In aost#cases, W.E.'s will be growing quickly, with demands for the

recruitment of additional staff. Again these should be recruited at

lower levels (where the greatest expansion vili be in any case).

Clear exceptions to the general rule will exist from time to time.

At various stages of growth it will become cost/effective to employ

full-time specialist skills as an alternative to using specialist.,

skills provided by a larger W.E. or by some central agency (e.g.

Provincial or Regional).

Yet another consideration is whether in practice a W.E. should buy-

in skills on a temporary basis when full-time employment cannot be

justified. This is more likely to need deciding under one-off

circumstances (e.g. during a short-term but extensive expansion or

renewal activity).

Whatever specific circumstance-based decisions are made within any

W.E. with regard to manpower recruitment and development, the M.C.S.

will provide the basis from which its requirements can be determined.



2.2. THE ADVANTAGES AND DISADVANTAGES OF A MANPOWER CLASSIFICATIONS SYSTEM

2.2.1. ADVANTAGES

An effective M.C.S. offers several advantages to any sector at an

early stage of rapid expansion. The more important of these are:

1. It provides the basis for a standardised approach to the recruit-

ment and development of staff.

2. It will indicate the levels of education/experience ideally re-

quired at each job level.

3. Importantly at sectoral level, it provides the basis from which

training/development needs can be more clearly identified and

programmes designed to meet those needs in a more systematic

and more effectively controlled way.

4. It represents the starting point for the development of sectoral

manpower plan from which present and future manpower needs can be

identified and appropriate actions to meet those needs taken.

5. It is a useful starting point for the design of organization

structures appropriate to the aims of enterprises within the sector

and the needs of employees.

With the particular characteristics of the Indonesian Water Supply

Sector in mind, there are additional benefits to be obtained from a

manpower classification system and which should perhaps be pointed out

here. They are:

1. The geography of the country and the large size of Indonesia as

a whole,requires the establishment of many independently functi-

oning water enterprises in order to meet the needs of the urban

population for potable water under Repelita III and beyond. The

considerable range of types of water enterprise {(in terms of size,

water sources, sophistication of treatment plant etc), also inte-

racts with the decentralised character of the sector to produce a

situation in which there is a clear need to provide central

influence and guidance. A manpower classification system offers

just one mechanism through which an integrated and systematic

sectoral growth can be more effectively achieved.
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2. A number of consulting companies and development agencies are

currently involved in numerous projects designed to meet the

objectives of Repelita ZII. The urgent need to commision W.E.'s

has inevitably led to staff recruitment and training inputs

designed to meet the requirements of water enterprise operation

(for example the DHV crash training programme).

Such programmes are essential at the present time and many will

no doubt find their way into the training schedules ultimately

developed for a National training programme. However it is

acknowledged that there is an over-riding need to look at the sector

as a whole rather than make assumptions about national recruitment/

training activities from experience with a relatively small number

of W.E.'s. A. national sectoral M.C.S. will therefor be of value not

only to those responsible for managing W.E.'s but also to consultants

involved in the development of W.E.'s

3. The important and rapidly growing need to design appropriate

training programmes for staff at all levels and to determine

the numbers requiring such inputs at different levels, can

largely be met through the Manpower Classification System.

4. Involvement in the processes and activities which lead to the

formulation and implementation of the M.C.S. will provide important

development experience to those people within the sector who

will in the future be regarded as specialists in the field of man*

power planning/development/training and who will provide a vitally

important advisory service to the W.E.'s .

In particular this applies to the staff of M.D.P. and to the

development Assistants fonerly referred to in the Milburn/Vincent

report as Regional Manpower Development Officers. It is on the

competence of such people that optimum manpower decisions will be

made in the future at provincial» regional and local W.E. levels.

5. Finally but by no means less important is the development of

the HDP itself as a fully functioning central manpower advisory

unit. Achieving this status, not just formally, but gaining

recognition as a high credibility source of information and ideas

on a wide range of manpower related issues.
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In this respect the M.C.S. will contribute toward a clearer under-

standing of medium and longer terra staffing requirements and of the

need for and direction of specialisation within M.D.P.

Having set out the key advantages both generally and as they apply

to the particular circumstances of the Indonesian Water Supply

Sector, it is perhaps useful to mention potential problem areas.

2.2.2. DISADVANTAGES

1. Although a classification method is sometimes employed as the

basis for determining wage and salary levels, it is not necessa-

rily regarded as the most effective. Manpower Classification

should not therefor be assumed synonymous with Job Evaluation.

Although a sectoral Manpower Classification system will provide

guidelines for a grading structure, it will not provide the

detailed job by job comparisons of skill and knowledge levels

considered desirable for the formulation of an equitable wages

and salaries system. Many more sophisticated statistical and

analytical methods specific to this purpose are available.

Having sounded that note of caution, it is essential for staff

recruitment, motivation - and retention that realistic wage and

salary structures exists. This is one which recognises and re-

wards skills, knowledge, performance and levels of responsibility

in a consistent and acceptable way.

It should also be a structure based throughout the salary range

on realistic comparisons with other sectors making competing

demands on similar manpower within Indonesia.

2. Any system of standardization or classification can be applied .

too rigidly. The M.C.S. developed here, is intended to assist

W.E.'s in the process of manpower planning and decision-making.

As such, it is based on an assessment of the experiences so far

available within the Indonesian water supply sector (operational

and developmental) together with the knowledge of what any W.E.

minimally requires in order to function. Two specific points

should be made clear under this heading:
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(&) The continued effectiveness of the K.C.S. itself will

have to be monitored. Early recruitment, training and

development experiences will indicate any feature of

the system which may need modification. It will be

necessary to develop feed-back from the W.E.'s to

' M.D.P. in order to determine the effectiveness of the

M.C.S. Equally important will be the development of

evaluation skills within M.D.P. A start will be made on

this during the first three months of the manpower

consultants assignment in Indonesia.

(b) At each job level established by the M.C.S., recommenda»

tions are made regarding the basic educational level

likely to be required. However, once a person has joined

the W.E. his progress through the organization should

become less dependent on meeting formal educational cri-

teria and increasingly dependent on his actual job perfor-

mance and potential.

It is in this respect that Inflexible use of the M.C.S.

can lead to failures in identifying and developing talent,

whatever the level of educational attainment at the point

of entry. When a particular educational level is refered

to in the M.C.S., it should be taken, to mean that the indi-

vidual who will perform a job at that level well, is one

who is likely to have abilities about equal to those requ-

ired for success At' that educational level. It does not

necessarily mean that he has actually experienced the

educational system up to that level.

To demand increasingly high educational qualifications at

different levels in the organization is both irrelevant and

will seriously limit promotion opportunities for those people

who join a W.E. at junior level but who show obvious talents

and abilities which the W.E. should make good use of..

The Manpower Classification system proposed here,acknowledges

the basic nature of the ideal Indonesian Water Enterprise as

setout in Buku Pedoman. Namely:


