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EXECUTIVE SUMMARY

INTRODUCTION

! : .
Planning the training delivery system covers the entire
system required to ensure the sustainable and cost-

cffective organization of the training. The system will

provide training services which correspond the analyzed

needs of MAJI.

MANPOWER INVENTORY

A recalistic approach of carrying oul the manpower inventory
which gave a reliable current staffing, was done by'

requesting the heads of sections Lo list down Lhe names
and job particulars of employees under their scctions. A
current staff inventory which is an essential tool for the

development of a training programme has been preparcd.

MANPOWER PLANNING

The objective of manpower planning is Lo assislt MAJL in
securing properly trained staff at all levels within the
organization based on long term commitment of assisting
the people to achieve, mainuqin and use watcer supply and
sanitation facilities. This is expected to be carried

out and-adjust within a five ycuar period.

PRESENT STAFFING

There is a great demand on the tcchnical cadre especially

at the senior level. The‘teéhhicians at RWE's office are
SN .

over staffed. They are supposed to be scattered among the

districts, in order to make a successful water policy of

all activities to be decenlralized Lo the districl level.

TRAINING PLAN
The training programme will be directed towards the arcas

- . . . o w0 ) )
of weakness. The weakness which can be climinated by

.13



training, and can be termed as a training need. The
Lraining need is the difference between what a person knows
and what is supposed to know in order to execute the
vork efficientry. Due to limited funds, the training will

Focus towards the key people.

TRATNTNG BUDGET -

The proposed training budget for the two and a hall year
plan can be summarized as follows:-
August - December 1992 4,830,000.00

Januvary - December 1993 3,045,000.00
Janaury - December 1994 7,105,000.00

Total Expenditure Tas 14,980,000.00

RECONMHUENDATIONS

A frequent routine js to be focusted on the develop-

ment of the Manapower inventory.
2. The efficiency of an employee should be evaluated,
based on performance . |

3. Employees are to be given promolions Limely and be

given ample chances for academic advancement

4.  The main objective of the training programme is to

o

. t . .
avoid ‘ad-hoc training.

(W]
s

A short term consultant is requircd in assisting the

execution of the training programmc.

e
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PREHENSTVE TRATNTNG PROGRAMME

!

INTRODUCTION

By quoting from the Project Document, phasing out
Phase VI, planning the training delivery system
covers the entire system required to ensure the
sustainable and cost - effective organization of the
training. The system will provide training services
which correspound Lo analyzed needs of MAJL.  I[n Lhis
respect the system does not only Lo include the
preparation of development objeclives organizations -
and cost-sharing systems but also to involve-the-
repeated process of revising Lhe Comprehensive
Training Programme and running the Performance

Evaluation System.

The Planning was carried out by the Training Advisor,

Mr N. Karwani, in collaboration with the Training

Cnor@iqgh&iihand consulting the local training
institutions. The Advisorn visited all the districts
of Mtwara/Lindi Water Supply‘Projcct. During the
period interviews were held with RWEs, DWEs and
Regional Officials associated with the Water Scctor.
Available data on rcgionulpand district manpower
distribution, the past and prescnt training
programmes, projcclt progress reports, Dbudget infor-
mation and other relevant documenlatlion were oxamined.
The terms of reference or job description for the

R IR R
Training Advisor is shown on @ Appcendix i
L
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FANPOWER LINVIENTORY

A manpower inventory is a tabulation of human
resources placed by grade and by job classilicallion
into job categories. The names of the employees for
Maji - Mtwara and Lindi were not récorded according
to the appropriate sections and also not according
to their job categories. If it happened that the
employees are listed according to their working
stations then the lists were not readly up-dated,
due to the internal transfers among the sections

oy districts.

The advisor decided to carry oul manpower inventory
by requesting the heads of sections to list down the
names of employees under their sections, indicating
the iob classifications, salary scales, and also the
age limits. This approach was realistic and gave the
current staffing within a sau.. time, although
there were some few cases, where the section heads
forgot the names cf some of' the employees under their
sections. The marpower inventory for Maji - Mtwara

is shown on appencix 3.

In order to make this exercisc of manpower inventory
be familiar to. all heads of sections, the appendix

3 forms will be available at 0S's office and they
will be required to be up-dated once every year. In
monitoring and ev:sluating this‘work a consultant
will be available in shqrtmggr;bg§ of ten days, once

every year,to assist in the smooth running of the

T
S

exercise. C '
i ) o
lt appears that there is scarcity of getting new
. B
recruitments from Central Establishment due to
reluctancy of employces to stay in Mtwara and Lindi

regions, thus discouraging planners of the offices



to request more staff especially for categories A
and B. Incentive should be pgiven to the volunteers,
it has been agreed upon Lhat Lhrough Lraining
programme, the staff should be given training
apportunities so that they can manage the present
professional posts. However there is still a chance
of recruitment for technicians [rom WRI and crafltsmen
who are trained localy under the regional training

programme.

By interpreting the rcsuits shown on the next page,
the current staffing obtained from the manpower
inventory, it is clecarly indicating that there is a
great demand on the technical cadre especially at

the senior level. This May be due to the lack of
qualified people or no ;nnmothmé being provided

or negotiated transfers are provided without replace-
moenty. It can also be scen (rom the chart that Lhe
technicians at RWE's OEF%?Q:QFQQDVCK staflfed., They
arc supposed to be scattercd Hmdng the districts,
in order to make a successful water policy of all

activities to be decentralized to the district level.



MALT MTWARA

SUMHARY OF MANPOWER INVENTORY ;

CLCTLON STAT'F 1IN EVERY CATEGORY TOTAL

A B C ~D D I G

RWE'S OFF1CE 701 | 10| 77 2 | 19 7 1123
MTWARA URBAN 2 105 2 1 1 | 11
MTWARA DISTRICT 1 22 2 35
NEWALA DISTRICT 2 5 14 1 3| 25
MASAST DISTRICT 1 2 118 61 ! 9 | 92

T AL ' 7 2 16§ 116 101 24 201286

i |
i

A - Senior Management

B - Prolession - Senior Tech,/Admﬁn./Cluriral
C - Intermediate - Technical/Admin./Clerical
D - Junior - Technical/AdminJ/ClcricuL

L - Craltsmen ;
I - Operators
G - Unskifled and Semji-skilled

N - Community - Based Personnel

8
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MANPOWER PLANNING

Manpower planning involﬁes forecasting For the
right numbers and the right kinds of people at the
ripght places al the pyripht time and the vipht costs
to perform activities thét will benefit both the

O L'}__’,i_ll]_i_Sl(_lL_i_On and individual in it.  The ohjective
ol manpower planning is to assist Maji in securing
properly trained staff Qt all levels within the

organisation bascd on Maji's long term commitment
of assisting the population to achieve, maintain
and use water supply and environment sanitation

I . .
facilities.

It is recognized, that in many developing countrics
the bascline data for human resources planuiung 15
[requently incomplete. ©Whal i available may have
been broadly eoastimated.  Broad cstimates will perhaps
be adquate Lor an dinitinl offort at manpower planning.
flowever as cxperience i_.*s‘ agittned in the planning
process more detailed manpower inlormation will be
desired. Lack ol inl‘()l"ln:ll ifon should not discourapoe
the planner from starting; jniiiully, there will be

a lot of subjective judgements, but over Lime, the
data base will improve, not only become casier o
produce but also more mhaninghﬂu

Tt may be difficult, in the initial instance, to
systematically develop detailed stafling patterns.

It is thercfore sugg;cs"t‘cd that the stalfing patterns
be adjusted based on activitics. The column of ‘
estimated staff on appendix 3, will be [illed with
reference to the manpower required according to the
available and pr'()j(‘c‘.l.'éd '(1_(‘L'i'vit ies, This exercise
will be performed once a year, for a period of at
list five years. It is é%péCLed that an appropriate

staffing pattern will' be achicved.,

A
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I'F the total adjustment of the staffing pattern

would be imposced at a plance, it will alfecl the
el ficiency of the manforhe, cspecially when the
viclims are nol .i_n_l_'uvuu;": ol changing their dweling
sports. . The good approach is to let the change be
negotiated gradually within a spun of five yeoars.
The consultanl will be availuble, onve a year Lo
caompare and ecvaluatoe the estimatoed staff per
district or section with relorence to Lhe plannoed
aclivitics.

i
i

The age distribution of [¢urrent staff can be
indicated to assist in forwvard planning for recpla-
cements due to ,retirem@ﬁts. Manning ratios of
employeces to service of¢¢rod, have tended to develop
gradually over time rather than having resulted

From systoemat ic (‘Jl’(‘lll«'l!:jl)l).‘i. Dverall stalling

in waterworks organizations fall generally in the
range of one emplovec pér 600 to 1600 population
scerved, depending on the level;of development and

the degree of  automation of its facilities.

PRESENT STAFFING

Majl's operations aru'di#tribulcd among a Replional
Unit and District Units.a At hoth Regional and
District levels Lhe organizational struclures are
virtually iddentical. The senior manapgement post
is the Regional Water;Engincer, in the districts

the District Water Enginecr.

The units are divided into lour operational secciions:

a) Finance and Administratidn
b) Project Preparation and Planning (PP &P)
<) Construction
d) Operation and Maintenancec
ce e /L0

[
L
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The repgional unit has projeel proparat ion and
planning, there is no equivalent sccltion in the
districts. |

f
Tn principle, the purpoﬁb of districts is to
decentralize the operatibns of Maji to the greatoest
cxtent as possible. Itﬁis clear that decentrall-
sabion has still a 10nxwﬁay to po, the Regional
Office has nearly a half times as many stafl as Lthe
total number cmployed din ila dintricls,
The wedighting towards LHG Regional Office may be
even more pronounced si@ce the Urban Sction 1is
within the Regional Yarq and in all probability,
there will be a substanL}aL amount of interdepe-

ndence, at least for the next few vears.

| X
The policy of handing over finished projects Lo

the villages should rc]imvo Magi ol the responsi-
bility lor minor mninrvﬁunvv procedures but introducoes
a need for the trainingiol villapge well carctakers.
Maji will also conLihué Lo ho‘rosponsibln for major
maintenance and repairs’lo broken cquipment, for the
construction of new systcms Jn'villugua not yel
scerved and For the expansion of existling systems Lo
meel the needs of incfeasjng population.

[ i
There has been a long Felt need to ostablish a
system for monitoring progress, stuandard and elfcats
of the activities in ﬁﬁg water sector. The objective
here, is to form a ﬁaﬁugcmcnt information system
which gives easy and fbblislic access to programme
achieveme nts and its‘fpjfiLMth of current objectives.
The dintroduction of mdnﬁtoring‘and evalJuating sub-
section within PP and P under RWE's office, can be

introduced.



TRATNING PLAN

~1

A Lraining [)l"()ul‘.‘lllllllt‘{il.’; an atrangement ol training
specifications indicating learning experiences or
instructional materials, Cime veguived in such
learning, place, method of instruction to be used,
cost of training trainees and people responsible
for giving such training.

i

a) Types ol Training’

The training desired for Maji, staff can bc

i

grouped into three Lypes ol Lraluning, namely

| . '
management or supervisory courses, perflormance
improvement courses and academic qualification

advancement. .
i

i) Management/Supervisory

|

P

of the tc#hnicul\staff in considering
managemept courses as clerical type ol

a profcs%ton. It was not felt from the
bcginniﬁgyithat technicians or cngincers
could be’ﬁnnunorw. Most ol the Lechnical

stalf im the waler sector are not avare

of management styles.although they can

perform well in' their Field of specia-

lization. ..

The techhiéal stafl seem to be reasonably
compctcntfon technical matters but they
have no ;rainingfor experience in manage-
ment. Very few of those in management
positions)have had any management
training.. Many have inherited poor

|

F

' )

e /12

l It has beén 'a common practice for most
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management procedures and praclices
that were  in place belore they came

into their jobs.

It has been ecarlicr thoupghlL thal manapge-
ment is a talent, it cannot be tought in
schools.vahcexpmﬂence has proved that
even those talented type of people can

do well if there are exposed to manage-
ment styles. The Advisor will take this
opportunity to expose the tob cream managce-
ment to courses leading to managerial
styles. “ﬁhe guiding factor in selecting
the parti&ﬂpants for management courscs

is the re&ponsibility. The District Watcer
Engineeréh‘tho Heads and sub-heads of '
Soctions%gnnd also the Repional Water
Engineer% and the Makonde Water Supply
RCSidanﬁ%ﬂﬂiﬁ?ﬁﬁfwill be required Lo

J

. N
qual;l.fy ]_n IIIEH’]U}’)(?IHCHt Course.

There will be another group of people who
will be fcquired to join the above mentioned
group beé@uéo they are in senior job
categofyg Sometimes, these people arc
required}to act on behalf of their heads
when thc# ure‘auéént.

i

R
Performance Improvement

Al ,
The majog'objectiyc of this training.pro-
gramme is to. improve Maji workers in per-
formance., The performance courses can be
grouped iqtq;job categories with respect

to the options,.that is the water oriented

..{‘..1“-/13 "
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courses ahid Lhe supporting courses.

Without performanée training the efficiency
of a worker is expected to reduce as years
pass awayﬁ espociﬁlly with this new tech-
nolopy C(Hnil1n into the syatem.  The brain
is equated ' to a sharp knife, if it is

uscd Sevérhl times withoult sharpening

it, it becomes blunt. so, Lhe brain has

to be sharpened wusing performance

orjiented training.

Before the development of the.course out-
lined for the performance improvement the
workers have to be interviewed then the
course outiined has to focus towards the
differcnce between what  Lbey know and
what they are supposed to know in order

Lo, " S g
to work eEliciontly, I'he course outlines
{ i

"

are shnww o append i 5.
i I

POy st b

Academic Qualilication Advancement

According to the ‘interviews conducted,
most of Mqﬁi cmployees are interested in
academic{qualificntion advancement. The
rigidityf&f,tﬁn svatem for promoLion and
salary increasce hased on qualifications
does not- courage Lhe dmprovement ol work

quality pnd,qunnLiLy.

Due to fiﬂauciql strains, employeces have not
been considered in academic qualification
aclvarntcrmérfﬁ. tlu)rff woere obvious casoes
related ﬁq the shortape of qualified staff.

For example Maji - Mtwara does not have

enough enginecrs and in most of the

Districts, technjcians are filling the
post of District Water Engineer. Although
they are,apparedtly able to do the jobs of

ol 14
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DWE, their pay scales are those of
Lechniciang. "'l‘ln‘:;(' people do not have
the confidence and the ability to
exercise their authority. It has been
recommondodkLhuL thnL technicians should
go for academic qualification advancement
and become engineérs, olherwise they

should be replaced by engineers.

The main governing‘factor for olfering the
academic qualification advancement is the
vacancies at higher posts. A cautionary
note must be introduced concerning the
limitations of training. Training by
itself is not cecnough to improve employce's
performance some of the other factors which
arc vitally dimportant include, incentives,
working condilions, supcervision, Lools and
ecquipment, qtandardﬁ and procedures. Thus,

Vi e e -~
ptimize the benefits to

in order toio
derived from investments in training, the
preceding factors must bhe present and

homuniously linked togother.

Comprehensive Tradining Programme Approach

Since the training iﬂ‘mdin]yibnﬁod on perflormance
improvement, Lhe‘lac&l iﬁgtitutions are expected

to be the best trainérs."“}nspjtd of beinpg cheap .
to handle, it is easy;for thewm Lo detect the

common problems andtckecﬁLé'Lhe course outline®
accordingly. Traiﬁiﬁﬁ instilutions have been
selected basing on“phéir reputable Lraining
experiences which are reflected from former

v

trainces.
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The summary ol the’Lypes ol courses desirced

and trainers is clearly shown on appendix 4.
Fach course will be conductoed by one external
trainer, being assisted by a Maji counterpart.
fhe pumber of participants For every course will
be 20, that is 10 participants from each region,

preferably 2 participants from cvery district,

The combination of participants working in

different areas with dilfcrent problems and with

of experiences amohg themselves will be very
useful in gaining khowledge and skills . Due
to limited funds the training will be focused
towards the key people.  The people who can

I easily disseminate‘;Lhcir knowledge and skills

to their work mates.

The training centers have been sclected by putting
] ) IR 1N R TR NPT o . .
into consideration “the availability of training

facilities and teaching alds.

i

I

' _ assistance of external trainers, the exchange

i

' Vor Lhe purpose ol evaluating the full training
programme, the participants will be required to

' Fill din the cvaluation forms. The objective of

' forms will be, Eo geﬁ the “feed-back from Lhe

' coursc contents and tarpgels of training needs.

The evaluation form is’shOWn on the next page.

B
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COURSE hVALUATION FORM |

This form is designed to give a feedback from course
porticipants. The rating ranges from 5 being the highest
to 1 being the lowest. The participant will be required
to write oniy a number in the box against each statement

which indicates a truc impression about t(he course:-

5 = Very Good 3 - ©Satisfactory
& - Good 2 - Poor
1 - Very Poor

1. How would you rate the contents of the course? [:::j
2. What is your feeling on tutor prescntations? J:::]
3. llow would you rate the coverage of topics? L_u_l
4, Were practicals, discussions or ficld visits o

uscful? !:::J
5. Do you (hink the course duration is coouph? l____]
0. Did the course bring a positive performance

attitude to you? | | [ 1
7. What is overall asséssmvnt ol Lhe coursce? E;;J
8. Were there any topics of least effectivcness? l __'
9. What points were you cxpecling from the coursce

but were not talked qbout? Name at least three

points:-

]

L e e e e

L U
10. Put down your CommqﬁGQ;add‘édcommendations which

you fecel will be helpful to course organiscrs.

oy

L. e e, e e s e e e e e e e e e
\

2. e . . . . . e e e .

3. . e e e e e e e e e e e e e e e e
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TRATNING BUDGET”

Many of the costs associated with training programmes

can be assessed fairly and accurately.

The training

budget can be prepared in'terms of allowances of

participants and fees for instructors or tutors:-

a)

1
Local Training Instf&ution
R

Night allowance for:ﬁarticipants awvay from their
regular places of work is paid at the governmeht

rate, which wvaries 'according to location and

grade of the employee. The rate which applies to

cities and towns, varies from 2400 to 3800 Tas

per day.

R
When the employece is' taking a coursec at the

working station or when 15 staying at full boarding

Iinstitutions, will q@ required to get a pocket

money of 500 Tas pém%day,wpmhis pockel money is
valid for short couu&cs which are not more than
three months. For full bearding, at long term

of more.than 3 munths, only text books and

stationary allowancelis provided.

The fees for the.tptors frohHWR[ has Dbeen
calculated by taking a night allowance of 3000
Tas per day plus ppqingqhing allowance of 3600
Tas per day. The qus ﬁq;igﬁher-local institu-
tion has been takcnviumpﬁpmq according to the

round figures obtained [lrom them.
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Averape Cost Lstimales Por Couruse

Fxternal Trainer

zﬂﬁ" Tas.
pir Ticket - 20,000.00
Airport charges h 2,000.00

Consultance fee N
14 days each 6,600.00 92,400.00

Total 114,400..00

Local Instructor (cOhnterRQrt)

Teaching allowance
12 working days

each 1,800.00 S 21,600.00
Night allowance Y 7

14 days L

each 3,400.00 i 47,600.00

Total 6Y9,200.00

20 Parvticipunts

Night allowance i
14 days x 20 Parti-
cipants cach 2,800.00 784,000.00
25,000.00

Fuel o B 22,400.00

P
o sl ! —_ S

Training matcrials |

Pt
P

The cost per coursc) 1,015,000.00

R

i

Short Term Consultancy - .

In order to makc?sﬂrc Chuy)Lho developed training
programme is exepqped aécprding to the plan, it

has been agreed pp&n, that a shorl lerm consul-
tant will be available to monitor and evaluate the

Ve e

/19
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progress ol the planned programme. (L has also
been recommended Ohaﬁ the person involved in the
development of thiS“kraining programme should be-
employed as a short term consultant.

This consultant will also assist in Lhe adjust-
ment of the staffing pattern. He will be avail-
able for 10 days pefiod in the month of December
every year. The tobél payment sum for monitoring
and evaluation work will be taken as US$ 30 per
day. The training budgct For every yecar, cxtracted
from appendix 4 is c'learly indicated on the next

page.

SUMMARY OF COURSES AND COSTS (TAS)
T

AUGUST - DECEMBER 1992

1. Management Trai&inﬂ 800,000.00
2. Supporting Activitics
- Computer programming 2,000,000.00
- Safe Driving - . . . 1,015,000.00
- Electricity - ' ' 1,0L%,000.00

P o 4,830,000.00

JANUARY - DECEMBER 1993

1. Hand pump Secfdft‘ i,
- Shallow Well Survey & - o
0

5,000.00
- Store Kecping o, 0 1,015

1
15,000.00
2. Supporting Activily

- Qffice Procedures: 1,015,000.00

;ij‘j | 3,045,000.00



JANUARY = DECEMBER 1994

)
1. Water Works Sector

- Pump mechanies

- Water Treatment 1,015,000.
2. Supporting Act{vjtiuﬁ

- M V Mechanicyg 1,019,000.

- Plumbing {j 1,015,000.

- CarpenLry i I,OIS,OOO.

- Masonry L 1,015,000.

- Welding , 1,015,000,

1,015,000,

GRAND TOTAL

DSERVATIONS AND RTFOMMENDATION?

Theve is no contralized

h
collecting inlormat ion o ‘
job function and so Ioth means that scveral infor-

mation sources have to be LOHSU]LCJ. A [requent

routinge on manpowver JnVODtOLy should be introduced,

which will act as a data baac for HRD.
\\}

sy“temdfor promotion and salary
lncrga e based on quallflchlon; does

The r:gldlty of the

not oncourage
the improvement of the wgﬂ<quaL1Ly'and quantity.
should be found for reward1ng bottor than average

performance  but care mug;_be taken to allocate such
e

revards judiciously. L
N
There is a preat demandvon\thv;rvchnicnl cadre
especially al Lthe scenior 1Lv<] Chis

of qualified pcople, or 10 prumotzon or ncgotiated
transfers are provided WthOUL replacement. It is
therefore recommended that tht employees should be
highly motivated by pLOVldLng them with academic

qualification advancement and timely promotions

/21 !;

o
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personnel department, therefore

personnel, their prade, thelr

Ways

may be due to lack



4 . The main objective of the

training programme 15
. P .
to avoid ad-hoc training,; therefore the arrangement
gt
of the course in the sequencial order should be
.

followed.




. APPENDIX 1

TRAINING ADVISOR Sy

(POSTED IN MTWARA)

JOB DESCRIPTIN ;

I . To prepare with the relevant MAJI personnel a
proposal for a sustainabld ~delivery system including

training facilities and training aids.
}

2. To prepare in cooperation with the relevant MAJI
personnel and other advisors a comprehensive training

programme for Phase VI.

To advise the Training Codrdinators for both regions
hi
in arrangement of individual training events according

to the comprehensive training programme.

4, To establish together WLLh the relevant MAJI personnel
cooperation with CXLJLLH“ Tanzanian Ltraining institutes
to obtain their dbblSLanCC in derytnp out the

comprehensive training proprammo

(¥}

To supervise the prcparaLMOn ol performance oriented

training materials by trajning institutes and
individual trainers. s
‘I O I L

0. To prepare with the LlevanL MAJT personnel and other
advisors a performance - erenLQd cvaluation system

of the results of training.

7. To instruct the MAJI persdpnel and advisors giving

training to other in the q$e of the appropriate
training methods. i

! ‘]:
8. To assist the relevant MAJI personnel in evaluating

Lhe results of training ualn& LhL poriormanvg -

s }dllﬁgggll G G I G I G B BN B UGN T WS s IR -
LS ]

oriented evaluation &ychm.

1

9. To advisc the relevant MAfl personnel din the collection
and use of follow-up datawon training.




