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WORKSHOPS ON IRRIGATION MANAGEMENT:
DELIVERY OF TNA RESULTS,
STRATEGIC PLANNING AND HUMAN RESOURCES DEVELOPMENT

25 - 30 September, 1993

GENERAL PLAN

INTRODUCTION

MO! and IIMI initiated a new collaborative program focussing on institutional
development for the Ministry of lrrigation and Water Resources (MO} as part of a
comparative study of three countries, Malaysia, Bangladesh and Sudan. Two activities
were planned to be conducted in 1993, They were the Assessment of Training Needs
and Organizational Constraints Assessment (TNA) and workshops on lrrigation
Management for the top managers and senior officiais of MOI.

The first activity TNA, which was composed of a series of eight workshops, was
conducted from 7 - 18 August in Wad Medani, and invoived 335 MOI staff, including

managers, researchers and prospective trainers.

The second activity will involve workshops on lrrigation Management for the top
managers and senior officials of MOI. This is the subject of this plan.

GENERAL OBJECTIVES

The workshops promoted by MOI and M| aim to present the results of the Training
Needs and Organizational Constraints Assessment (TNA}, and introduce the Strategic
Planning and Human Resources Development related to irrigation management to the
top managers and senior officials of the Ministry of lrrigation in Sudan.

The major objectives of the workshops are:

1. Deliver the results of training needs and organizational constraints assessment
(TNA)
2 Raise the awareness of national participants to major trends and issues in water.

resources management in general, and in the irrigation sub-sector in particular,

3. Demonstrate to the chief executive and his senior policy-makers the
effectiveness of Corporate Planning as a management tool to develop the
agency’s obje=tives in harmony with national planning policies, and to manage
the change process.

4. Demonstrate the vital role of Human Resource Development Planning in these
endeavors.
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5. Introduce these concepts to a group of senior and middie managers, to develop
a critical mass of professionals and managers in the agency who will facilitate
the adoption of these concepts throughout the agency.

5. Exercise Action Plans to facilitate implementation of activities which aim 10
operationalize the concepts discussed during the workshops.

PARTICIPANTS

The workshops will have 20 participants for each session. They are the MOI! top
managers, their assistants and senior engineers who participated in the TNA exercise
last August. They will attend the events in the following way.

1st group: 25 - 27 September : Under Secretary and Directors

2nd group: 28 - 29 September: Chief Engineers, Division Engineers, Resident
Engineers, Assistant Director of Finance

3rd group: 30 September: Under Secretary and Directors and some from the
second group.

TENTATIVE SCHEDULE

The sessions will be conducted from 8:00 to 14:30 for the five days and from 8:30
to 13:30 for the last day of the exercise.

STRATEGY, METHODS AND TECHNIQUES

The strategy of the workshops was designed to facilitate discussion of staff skiils and
MOI constraints with the view of exercising Strategic Planning and Human Resources
Development for the organization.

This strategy incorporates a series of methods and techniques which promote
opportunities for individual and group exercises.

Among others, the following techniques will be used to facilitate the participants’
interaction and learning.

Case study -
Trip around the table

Brainstorming

Group discussion {small and large groups)
Integrated panels

Nominal group technique

ooRLN =

INSTRUCTIONAL MATERIAL

The following instructional materials will be used during this program: transparencies,
video, texts (hand-outs), exercise sheets, flipcharts, etc. Bibliography will also be
provided to the participants for later readings and studies.

2
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RESCURCE PERSONS

The following resource will participate in this program:

a
b
c
d

— — — —
— — it et

e

Prof. David Constable - Strategic Planning Specialist, IIMI Consultant
Dr P S Rao, Senior lrrigation Management Specialist, {IMI Consultant
Dr M S Shafique, Head, {IMi-Sudan

Mr Charles Abernethy, Senior Technical Adviser, IMI

Dr Zenete Peixoto Franca, Training Specialist, IMI

EVALUATION STRATEGIES

Process _and Program Evaluation: Since these workshops will be mostly developed

through group process and individual methods, the participants will be invited to
evaluate the process of learning, interaction, practicing planning, skills, etc. which will
They also will assess the organization, planning,
implementation including methods, techniques, trainer’s performance, instructional
materials, etc. used during the program.

take place during the events.

feedback also to evaluate the activities as well.

CONTENTS OF THE WORKSHOPS

SOONOOR LN =

0.

MOl TNA and organizational constraints

Global issues in irrigation management

Irrigation management - National perspectives

Planning and management processes - Corporate planning concepts
Management process - Role of Leader/Manager

Agency role - Key issues (Mission Statement)

Translating mission into action-setting objectives

Performance categories, measures and standards

Human Resources Development Plan - Strategic context

Concepts in Human Resources Development.

EXPECTED QUTCOMES

(B8]

The group will be invited to give oral



WORKSHOP TO DELIVER TNA RESULTS
25 - 30 SEPTEMBER 1993, SUDAN

QUTLINE OF THE WORKSHOPS SCHEDULE

TIME DAY I TIME DAY H TIME DAY Ui
8:00- 8:30 |Welcome by MOI & lIMI 8:00- 9:30  Planning & management 8:00- 9:30 | Performance categories,
8:30- 9:30 |INTRODUCTION - Interactive processes - Corporate and standards
exercise planning concepts
- Program and
objectives
9:30-10:00 |Sudanese breakfast 9:30-10:00 | Sudanase breakfast §:30-10:00 |Sudansse breakfast
10:00-11:30 | Video show and presentation 10:00-11:30 | Management process - Role of | 10:00-10:45 | Performance categories,
- of TNA results & discussion 10:00-11:30 | Leaders/Managers measures, ... (contd..)
11:30-11:40 | Refreshments 11:30-11:40 | Refreshments 10:45-11:30 [HRD Plan - Strategic context
11:40-13:00 | Global Issues In irtigation 11:40-13:00  Agency Role - Key Issues 11:30-11:40 | Refreshments
management {Mission statement} 11:40-13:00 | Concepts in HRD planning
13:00-13:10 | Refreshments 13:00-13:10 | Retrashments 13:00-13:10 | Refreshments
13:10-14:30 | Irrigation management 13:10-14:30 | Translating mission into 13:10-14:30 | Summary, review, workshop
- National Perspectives action - Setting objectives evaluation and closure.
. DAYl DAY It FINAL DAY
8:00- 8:30 |Welcome by MO & IIMI 8:00- .30 |Davelopmaent of division and 8:30- 9:30 | Actlon plans: discussion and
8:30- 9:30 [INTRODUCTION - Interactive branch oblectives exerclse
exerclse Performance categories,
- Program and measures and standards
objectives
9:30-10:00 |Sudanese breakfast 9:30-10:00 |Sudanese breakfast 9:30-10:00 |Breakfast
10:00-11:30 | Global issuss in irrigation 10:00-10:45 | Performance ... {contd..} 10:30-12:00 |Action plans: working group
managerment 10:45-11:30 | HRD Planning - coi#apts and presentation of resuits
11:30-11:40 |Refreshmants 11:30-11:40 | Refrashments
11:40-13:00 | Planning & management process | 11:40-13:00 | Development of HRD Plan
- Corporate planning concepts
13:00-13:10 |Refreshments 13:00-13:10 |Refreshments 12:00-12:15 |Refreshments
13:10-14:30 | Agency mission and objectives 13:10-14:30 | Synthesis and conclusions, 12:15-13:30 |Wrap-up meeting and next
Management process - Role workshop evaluation and steps of the MOIIIMI
of managers closure. program & GOOD BYE!




NATIONAL WORKSHOP ON IRRIGATION
MANAGEMENT

cTyY

CONTEXT OF WORKSHOP
GLOBAL ISSUES IN IRRIGATION
DEVELOPMENT :

crm
em— ——

Historical Devel  rigati

* irrigated agriculture has been traditionally viewed by
Governments as a means of:
- meeting food and fibre needs of increasing populations.
- increasing rural incomes and stabilizing rural populations.

. By mid 1980's the irrigated area in the world had passed
250 million hectares.

. 1800 - 1950 area expanded from 40 million to 80 million
hectares.

. In last 30 years there has been a three-fold increase.

. Rate of development has slowed down since mid 1980's.

*

Currently more than 80% of water use is for irrigation.

Government Intepvention

- In most countries significant Government intervention has been
required to facilitate this development by:
5



L-2

- making available land and water resources in extent and

location required.
- marshalling large amounts of investment capital.

ISLIDE L1-2

Shows average annual lending for irrigation by international
lending agencies.

>

To this must be added investments by National Governments.

Note rate of investment in mid 1880's, in real terms had fallen
to one-third level of the 1970's.

FUDEU-S’

Some of the reasons for this decline were:

*

Expansion into new areas is reaching the point of diminishing
returns, i.e.: there are limits to readily available and suitabie
land and further development of water resources is more
costly (the most economical developments have been done
first).

Competing demands for additional water, (urban & industrial)

Concerns about the environmental effects of clearing new land
for agricultural development.

Evidence of low levels of productivity or poor standards of
maintenance of existing schemes which reduces capacity for
projects to service the capital debt. or provide a flow of benefits
to maintain the facilities at effective operational standards.

The emergence of social and health problems related to
development projects in some areas.

6



]SLIDE LI-4

Popul

World Population has passed 5,000 million.
Will reach 8,000 million by year 2025.

Demographic Trends - Urbanization

*

-

By year 2000, there will be 22 metropolises with populations

greater than 10 million
(18 of them in Asia. Africa and Latin America).

By year 2025, 80% (5,000 million people) of world population
will be living in cities and urban communities.

Consequential increased demands for urban and industrial
water supply and sanitation.

Potential for further pollution and degradation of available
water supplies. '

Dil or World ,

How to provide adequate food and water for increasing
populations without creating long term environmental
degradation. which would further diminish available resources.

Against this background World Heads of Government met
at the UN Conference on Environment and Development
(UNCED) in Rio de Janeiro in June, 1982.

Outcomes from UNCED

Future strategy development will be guided by philosophies
expounded in Agenda 21 - Chapter 18.

)
Acknowledgment that the availability of clean. useable water
~ill be limiting in most countries.

“7
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+ ' Development and Environmental sustainability are in-separably
linked.
* That the alleviation of poverty and provision of adequate food

are priority objectives.

¢ Necessary skills, technology and resources must be shared.

|SLIDEL1-5 |
- Agenda 21 - Priority Thrusts (D)

. Integrated W.R. Development:
- institutional strengthening, |mproved national Policy
- formulation.
- increase in public awarement and political commitment.
- changes in legal, administrative and institutional processes.
- increased training and development of human resources.

+ Improved Water Resources Assessment:
- both surface and groundwater.

* Protection of Water Quality and Eco-systems:
- prevention of future pollution.
- abatement of existing pollution where feasible.

. Dnnkmg Water Supply and Sanitation:
- - currently.one-third of people in developxng countries lack
minimum standards of W.S. and sanitation.
- - need to involve local communities in decision making and
: management v

+ - Water and Sustainable Urban Development:
- water supply. waste water and pollution control.

* Water for Sustainable Food Production and Rural

Development:
- major challenge to increase efficiency of water use and
. increase food production.

8
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+  Impacts of Climate Change:
_ research to overcome current uncertainty of climatic change.

7.  Economic Development Institute { World Bank Analysis
Central guiding principles to address Water Sgctoi” issues:

¢ Water management - comprehensive, inter-sectoral approach:
- integrating policy, institutional, economic, financial, technical.
environmental and social dimensions..  ° o
- to plan, develop and operate water systems in a sustainable
manner.

* Capacity building required:
- institutions and people who influence programs for efficient
management of water sector.
- create an enabling environment, with appropriate policy and
legal frameworks.

+ Human Resources Development: |
- creating awareness of issues and approaches for resolution.
- developing a critical mass of informed people.

{§LIDE L1-6

8. C i itdi
Required at four levels:

. Sector Level
- National Assessment
- Planning / Policy Development / Water Law

¢ Institution Level
- Integrated Resources Management
- Strategy and Program Co-ordination

¢ Organization (Agency Level)
- development of integrated policy/planning/management
processes.

9
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- marshalling collective skills of staff in achievement of the
organization's objectives

Individual Level
- enhance skills and work satisfaction of individuals in

facilitating achievement of the organizations objectives.

This workshop is directed to Levels 3 and 4

@

‘Previous Relevant International Initiatives .

E'cono?mic':v Devek')pvment Institute / Wokrld Bank. Two initiatives
in recent years have resulted in the pgbl_ication of two
companion documents dealing with guidelines for developing

~national strategies for improving irrigation management.

These are:-

World Bank Technical Paper No. 89

"Planning the Management, Operation and Maintenance of

Irrigation and Drainage Systems

- A Guide for the preparation of Strategies and Manuals”

- Prepared in conjunction with the International Commission on
Irrigation and Drainage.

Economic Development Institute of the World Bank / United
States Agency for International Development "Public Sector
Irrigation Training - Guidelines for Preparing Strategies and
Programs. '

The syliabus material for this workshop has been drawn from
the guideline documents, and the workshop program has been
designed to apply and extend these concepts at the National

level.”

International lrrigation Management Institute

The syllabus material has also drawn heavily on the experience
of the International irrigation Management Institute in the
development of irrigation management training programs in
collaboration with the Department of Irrigation and Drainage,
Malaysia; the Bangladesh Agricultural Development
Corporation, and the Ministry of Irrigation, The Sudan.

10



FIGURE 1: WORLD IRRIGATED AREA 1900 - 1985

~ MILLION
- HECTARES (gross)

300_I _______ G e . s

250_ ....... o ',_. ________________________________

150 S

100 _ .....................................................

0 . |
1900 1920 1940 1960 1980 2000

Source: Lester R Brown. The Changing World Food Prospect: The Nineties and Beyond. Worldwatch
Paper No. 85 Washington, DC: Worldwatch Institute. October (1988). p.24
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Table 1. Average annual lending and assistance for
irrigation by the World Bank, Regional
International Banks, and Bilateral Aid Agencies.

Year Lending and assistance for irrigation

World Bank Other Development Total

Agencies (millions (millions

of US$) of US$)
1974-76 1,093 165 1,258
1977-79 1,191 289 1,480
1980-82 989 419 1,408
1983-85 811 368 1,179
1986-87 589 - 283 872!

Source: World Bank, Regional International Banks, and
Bilateral Aid Agencies

I When adjusted for inflation, this nominal level of annual investment in 1986-87
drops to US§ 495 million, which is approximately one-third the peak level of
lending and assistande, $1,480 million, in the late 1970’s.

12



POSSIBLE REASONS FOR
DECLINING INVESTMENT IN
IRRIGATION

1. Scope for expansion limited

- Point of diminishing returns
2. Competition fér water
3. Environmental concerns - land clearing
4. Poor performance of existing schemes

5. Social and health problems

13



Population in 1000 million

WORLD POPULATION GROWTH

8,000 Million

2025

1980

©...90 2000 : 10 20 2030

year
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UNCED 93 - AGENDA 21
7 PRIORITY THRUSTS

. Integrated w.r. development
. Improved w.r. assessment

. Protection of water quality & eco-
systems |

. Drinking water supply & sanitation
. Water & sustainable urban »develdpment

. Water for sustainable food production &
rural development

. Impacts of climate change

15



CAPACITY BUILDING

SECTOR LEVEL

National asséssment policy/planning
INSTITUTION LEVEL

Integrated resources management

Strategy and program coordination
ORGANIZATION LEVEL

Integrated Policy/ planning/ management
processes | |

‘Marshalling collective skills of staff

o INDIVIDUAL LEVEL

Enhance skills and work satisfaction

- Facilitate ach1evement of orgamzatlons
objectives

16



| WORKSHOP ON IRRIGATION
WORKSHOP OMIRRIGATION

. ARIGATIONMANAGEMENT . |
.+ | “NATIONAL PERSPECTIVES ~ = "~

"+ Tha Ghallengés for irigation Managers . |

e e it mactiad et
S e = e Pt —
o

]suDELzﬂ

| - 'World fosd needs
- increasing tural incorhes

+  Willbeakey de‘(ermihant .i‘r{”malhféining food andﬁbreproduction ‘

« . Developriient of irrigated agriculture represents a very substantial = -
intervetition in‘land and water regources arid has freqliiréd; in most
couritries, major Government involvément and irivestment.

- 'in most countries more than 80% of water use-is for irrigation

ISLIDE L2 -2|

. Not all the interventions have produced all of the anticipated benefits.

. Some outcomes of past development have been undesirable.

+ There is some commonality of issues in most countries:
-~ irrigation cannot be managed in isolation and must be managed
as an integral element in the hydrologic cycle and in harmony with
other economic, social and natural resources issues.

17 -



Concept of Substainability

‘SLIDE L2-3 l

‘ - Discuss definition

[SLIDE L2-4 |

¢ Substainability in Irrigated Agriculture Production System, involves
3 elements conjointly: - ¥
- the physical resources of land and water and associated ecosystems.
- the farming systems (and farmers) |
. the infrastructure forming the irrigation supply and drainage systems
and the relevant management institutions.

Accountabilities in the Water Sector

[SLIDE L2-5 |

Two aspects to Accountability:

. Legal responsibility.

+ o Palitical and Social responsibility.

. Latter aspect not always'easily judged - a public sector organisation
nees to adopt special measures 1o discharge this obligation.

~rf..('NQte:‘This'.,isvsiue is an important element of the Corporate Planning Process
to be discussed in next lecture).

[SLIDE L2-6 |

¢+ Waterusers and Beneficiaries are accountable 10 the community
" “.as a whole for the way in which they use resources. ' '

+ In an irrigation system they are accountable to fellow-users to
comply with the system rules.

¢ The institutions are accountable: - .
- to Government for the efficient and effective exercise of the
functions and powers delegated to them.

> 18



12-3
- To consumers for meeting the "level of service” obl}gations.

(Note:Many lrrigation Departments do not acknowledge a distinction
between "Government" and "Department” in this context. in that they
see their role purely as implementing Government policy.

In an effective governmental process, the Department must exercise

a policy evaluation and formulation role, as well as an administrative one).

P it for Disct T ' tabilit

¢ Institution | !
+ An effective Policy framework. ’

* Clear and precise definition of functions and objedi#/es.

+ Clear "action space” i.e. minimum of overlapping or.divided

functional responsibilities. :
- leads to the requirement for "mlgg@tgd_m_anaggmﬁm" -
aggregate as many mutually dependent activities as possible

under a single management and co-ordinate the remaining ones.

i Access to and control of adequate resources. -

Features of the Water Resources systems to be manaoéd |

[SLIDE L2-7_|

“The functions and associated activities which need o be managed in a
typical river basin include: o

19



. 1 I .ti
1. Resource Development & - Headworks management
Conservation - catchment protection
” ' - recreation, multi-use
management.
2.  Conveyance - river management,
navigation

- control of abstractions

- management for instream
" requirements

- ﬂopd protection.

3. Irrigation Supply - Primary system
S - Tertiary or farm system.
4. Drainage-Surface and/or - interoeptibn
sub-surface Groundwater - collection
Management ‘ S - disposal
5. Quality Control of Receiving Waters - establishment, regulation

and monitoring of standards,
surface and groundwater.

Ejgnnjng_gnd_Mﬁ_niggmeﬂleﬂlsagQ&

(Note: The following discussion represents a summary of these issues, which
are more completely set out in the World Bank/ICID Publication Technical
Paper No. 99 "Planning the Management, Operation and Maintenance of
Irrigation and Drainage Systems". |

If copies of this document are notavailable within the Agency, workshop
participants should be issued with photo-copies of the Introduction-Section B).

[SUDE 28 |

. The dynamic interactions which might influence the development of
the planning and management objectives for an individual irrigation
agency are depicted.

20
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+ Note that there are four key areas of interface with its "externalities".
- with Minister / Government ‘ |
- other Government Agencies. e.g. Economic Planning, other Resource
Management Agencies, other Sector agencies.
- water usersf/farmers
- community.

. Response to Minister/Government, requiring the Agency to
| - develop plans and programs in accordance with the
Government's policy objectives SN
- be accountable to Government for their effective implementation
and management. ' |

. Critical importance of "Level of Service" sﬁeciﬁcation :
- a basis for design (and re-design) of the canal system
- a focus for development of the project management objectives
and measures for performance evaluation. SR
- information to farmers of their entitlement to supply of water -
- a basis for continual review and improvement of canal operation. -

7. Objectives for Irrigation System Management

SLIDE[2-9 |

Primary Objectives for system managers:

. To operate the system to deliver seMoes to farmers in accordance
with the Level of Service (L.0.S.) obligations.

. To maintain the system infrastructure Ln_p_emejun,y to satisfactory
operational standards. S

. To manage the system at minimum achievable costs.

. Financial Management implications

- sustainable management will require the development of asset

management strategies aimed at preventing loss of service
capability ' 4

- identification of relevant cash flow requirement and impacts of under
provision on Service Life.

21



+  Financial Linkages

SLIDE L2-10

*

The majority of existing Irrigation Departments could be classified
as Financially Dependent Agencies.
- case (b)

There will be increasing pressures on Governments to push agencies
to be more financially independent. >

- case’(a)

For case (b) agencies, the relationship between the cost of the
service and the capacity or willingness to pay that cost is often
obscure. '

In case (a) that relationship is more sharply focussed.

“"However, the adoption of a business-like or "commercial® approach

to management of system assets and service delivery (giving value
for money) is equally important for both.

Assignments of water are generally defined as allocations from the
River Basin resources sanctioned by Governments for use within
a specific project area.

The cumulative aséignments within a river system provide the basis

~ for developing the river regulation and storage release rules.

Within a particular project area, the Project Water Assignment forms

the basis of determining the entitlements to water of individual water

users. -

In most. maturing sysfems, these "rights" acquire value over time and

'\'/;vyill" need to be specified.

As eﬁiéiency'of operation improves and competing demands for

‘available water emerge, mechanisms will need to be developed 10

provide for:
22
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- increases in existing individual entittements
- supply to additional project lands

- a combination of the above

- transfer of rights to alternative uses

9.  Summary of Issues for Future Management
. Each of the developmental activities depicted in Slide L2-7 'niay have

outcomes which can have short and / or long term effects on both
water and land resources.

¢ Policy options and strategies for irrigation from the perspective of
water resources management, need to be considered conjointly with
issues associated with sustainable land management and agriculture
production systems. R

¢ The progress towards self-sufficiency in staple food crops may result
in the transition, at varying rates of progress in different countries, from
subsistance farming economies to market driven economies. |

Two Maior Guestions for an lrigation A

¢ What impact will the shift to integrated water resources ‘m'anagement
policies have on the role and functions of this agency?

¢ What are the likely changes in agricultural prbduc:tion in the short to
medium term say (5 - 20 years) requiring appropriate policy changes
in the agency? S

The exploration of these issues might be assisted by considering the
following questions:. : .

1. What are the relative roles of Government; Government Institutions
(including the irrigation agency) and the private sector (including

farmers) for irrigation and drainage for agriculture?

2. Are existing Water Laws and / or Proclamations and Regulations
appropriate as far as specifying and protecting individual entitlements
to the water supply service, and in defining the accountability of
institutions?

23



10. .

» Not-es’:

10.

L2 -8

How do Government, their Institutions and Farmers interact at the
strategy planning and operational level?

By what processes should the defined "levels of service" be determined
and specified?

Are the existing "levels of service" to be provided to users of the

~ system clearly defined and capable of being met?

Will improved or changed "levels of service" be required to meet the
demands of irrigated agriculture int he future?

~'Can these re-defined "levels of service" be provided by improving
.EeX|st|ng operatlonal performance?

' ls addltlonal investment required in modernizing systems or improving

existing serwces'?

f.iiHow should the costs of re-development and on-going operation and
malntenance costs to provide these "levels of service" be identified and

'recovered or shared?

Are the existing Management Information Systems. appropriate to
provnde a basis for management decisions in the short and longer

“term?-

Introduction to Exercise No. 1 (Vol. |, Annex D1-5, page 43 to 47)

The objective of this exercise is to focus the attention of the policy makers on
National Priorities and to identify those issues which are relevant to the

Agency and which should be addressed by Agency policies and programs,
... ejther. exclusively by the Agency in conjunction with other relevant agencies,
' either pubhc or prlvate

Exercise no. 2 will ask participants to briefly analyze and review existing
Agency policies in comparison with their findings in Exercises No. 1.

24



These general issues should serve as a guide to consideration of the
specific issues for the agency. '

Additional resource material could include:

- World Bank Sector policy reviews |

- Government Planning forecasts and statements of development
objectives

- Agency forward plans

The list of Strategic Concerns extracted from ISRAN Annual Technical
Report - 1988 (Table 5) might be useful additional resource material.

In the formulation of Working Groups careful consideration should be
given to the role of the Chief Executive. _ :

In some cases, the C.E. might be prepared and-willing to participate

in Working Group discussions as a equal member.

However, on balance, the preferable situation is that he might serve

as a Resource Person, so that he is not put in the position of dominating
Group Discussions (or defending the status quo).



FOOD PRODUCTION

Ulp fo 1980°s - as a global approximation:
Food Production = population growth (approx.)
Increases from:
‘ 1. Expansion of land under cultivation
| 2.‘ vvCrop intensification

3. Yield improvements

ROLE OF IRRIGATION

- By 1980 55% of total grain production
2000 65% " " !
2025 irrigated areas will contribute

80% of incremental food output
(over 1990 levels).
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j FUTURE MANAGEMENT ISSUES

- m Some commonality across national
~ boundaries despite differing social and
economic systems

B Limits to available land and water
 resources

B Competition for water

B Environmental concerns/land
degradation/diminished productivity

U

NEED TO DEVELOP
"SUSTAINABLE" PRODUCTION
SYSTEMS.

28



SUSTAINABILITY

"A system of resource
utilization and
management to meet the
needs of the current
generation 1n a . manner
which will ensure that
those resources will be
able to meet the
continuing needs of future
generations”

.29



SUSTAINABILITY OF PRODUCTION

SYSTEMS

Three elements to be considered conjointly:

1.

Physical land/water systems and
associated eco-systems

- 'in relevant political, social and
economic contexts

The farming systems, which use land
and water for irrigated agricultural

production

The infrastructure forming the
irrigation and drainage systems

and the relevant management
institutions.

30



- ACCOUNTABILITY OF
ORGANIZATIONS

“What is accountability?

Two aspects:

m Legal responsibility

Liability associated with performance
of functions

. Political and soéial responsibility

Effectiveness of the organization in
meeting the expectations of:

m Government

- = Farmers/Community

31



ACCOUNTABILITY IN WATER

Government

Formulation of:
National
objectives
policies

Legislation for:
allocation and
control of
resources:

- Financial

- Water

Delegation of
functions

- Powers and
duties

SECTOR

InStitutions

Formulation of:
institutional
objectives and
policies

Control water
allocation

~ Exercise

delegated
functions of
institutions
planning
design
construction
operation
maintenance
supply services

32

Water Users/

‘Beneficiaries

Use water and "
land
productivity

Obey laws

& Make
demands

— Pay fees
for services



IDEALIZED IRRIGATION SUPPLY SYSTEM

MANAGEMENT

FUNCTION ACTIVITY
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3) E PROTECTION - -
8|S  RECREATION MULTIPLE
1 21k Uses
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8 RIVER MANAGEMENT
4 CONTROL OF ABSTRACTIONS
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Figure 1: Sustainable Development & Management: Management
Linkages

National/State Policies & Objectives

Social and Economic Development

[ Environmental J [Water Resources J [ Agriculture J )
7 - j]; )
/ \
/ Irrigation Agency Objectives \

/ Project Management Objectives \
/ \
v 1 ~

National Resources Agencies Irrigation & Drainage Farm Production 'sy'stems’v
Infrastructure | :
: I» Farm water distribﬁﬁoh :
Iéand & Water Associated > Operation | systems-operations &
cosystems ) ratit :
> Catchment management > Maintenance l maintenance
> River management . Management l> Field water management .
> Flood management e Crop management .
_ | g :
> ‘Waterlogging salinity |> Soil management :
> Groundwater management > Marketing, etc.
Management . . -
Li £ Co-ordinated A critical inter-dependence
inkages . " o
Co-operative ] Level of Service
Specification
* 11, . "
Interest * Community * Agency staff Clients
Groups * R
* Special i * Project staff armets
Special interest groups roject sta

* Farmers organizations
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Figure 2: System Management Objectives

e e - — — — — T

of Service

Higher Levels

Level of
Service

A

Y

Manage system assets
to meet L.O.S.
obligations at minimum
achievable cost

\ %
s\ %
% o\ O
%\ %
¢\ ©

2.
2\ %
%\ %
8\ o

L3

‘significant additional investment.

35

Maintain . : . . .
Operation _systems | Maintenance/ Provision of Financial
| to operational Renewal required cash Management
standards flows
Notes:
1. For a specific Level of Service (L.0.S) there will be an associated
identifiable cost. ‘
2. In poorly managed systems, improvements in L.O.S. can be achieved by
- improving management processes and control (often by some additional costs
and by re-ordering financial priorities).
) In well—mahagéd systems, substantial increase in L.O.S. will genérally require



Figure 3

Supply of water in accordance

with L.O.S. agreement

Water Users Supply

Payment of charges to |
/1

meet costs of supply /

/ 9)
Government ;e &

(a) Financially Autonomous Agencies (minimum government intgv\entibn)

—_— ~

/
/ » \'\
/ LN
\ o

' o | . _
J Supply of services in accordance , Supply .

Water Users

—_— —_ — -

with L.O.S agreement } o A’gency ,

(b) Financially Dependent Agencies —(maximum overnment intervention)
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. NATIONAL WORKSHOP ON lRRlGATION
MANAGEMENT |

LECTURENO.. 3
PLANNING & MANAGEMENT PROCESSES

"Managing an Organization” .

Notes: This Session comprises 3 elements

1. Ashortgeneral discussion on organizationel management which:
- defines the nature of the “irrigation business"
- introduces the organization chart for this Agency
. - outlines the simple concept of the management process

2. BxercistNo.: 2-which sots outto explore the extentto which the Agency’s
policies are in harmony with National policies

3. A czontinﬂatio‘n of tha lecture which introduces the concepts of Corporate
. Planning
i The lecturs should also be seen as setting the stage for Lecture No.: 4-

Role of Leaders / Managers.
1' [g ]["' 'L‘I -d'l' g .
?Whydowe need an organizetion.

Pagrti‘cipants' might be asked to respond to this question: Some Answers:

. Th.é'rié‘:are’many different tasks involved in managing an imigation system - |
from headworks to farms '
. Many different disciplines and skills are involved
4 There is a geographical spread of activities - requiring.a number of people

. to be involved, even for common tasks

[SLIDEL3-1 |

Points ¢ An arganization is notan end in itself




13-2

A common criticism of some public sector orgahiiatioris’"‘i‘s-t'hatihéy do exist
for themselves: »
- concerned with inputs and internal process. rather than focussing on

outcomes
- because they are funded from central Treasuries, they lack a commerciel

approach to costs and the velue of money

- the annuality of the Budget allocation process encourages inefficiencies in
the use of funds

is Irigetion supply & "business" ?

Participants might be asked to address this questiori.

Tests for irrigation supply as & business

*

Assets - whatis current replacement value of the Agency's essets?
- whetis service life (some assets have avery long life - in excess of
100 years) )

Who are Owners{Shareholders - Govemment
B - Farmers
- Community

Product? - Water, Water delivery service

- Inputto agricutturel production

- 7Value of irigated agriculture production
Manufacture/Retailer - supply bulkwater

- manage distribution systems

Resources used - financial, material, human
On this analysis an irrigatioh undertaking can be regarded as averylarge

pusiness. and although there are some special features of this as a public
sector activity, many business concepts and practices are applicable.

|n_summary, an orgarization comprises alarge number of people, generally in groups, who
have to be grganized and managed to achieve the purpose for which the organization has
been established. R

’

2. Organizational Structure

An organization chart (or organogram) depicts the lines of responsibility and the
functional relationships within the organization.

. 38



t{SLIDEL3 -3

Some of the factors which influence the shape of a chart are displayed.

*

The enabling legislation (or charter, decree) will define the nature of the
governing body e.g. Department with a Director-General; 8 Commission
or Corporation.

The need to provide a focus for mejor respansibilities for echievement of
specific objectives may dictate the disposition of functions and staffing.
The important point to meke is thet each organization is ynique, Even two
organizations with similar functions will not have the same characteristics
because of the unique situation, size. dientbase, social and cultural
influences, management style and organizatidnal ethos.

3 Organization Chart for thi

¢ The chart for the Agency should be evailable and briefly explained,
.. preferably by ane of the course participants.
4. The Management Function
People in an.agency need to be organized and managed.
9 The Group could be asked to identify the Key aspects of the management

SLIDEL3-4

*

function in an arganization.

Managing workers and work activities at the field or action level is the most
obwvious.

The other two are not always clearly identified but are also critical for
success.

The overall management of the business, setting the direction, policies and
plans, and determining and controlling the budget outlays are fundamental
to discharging the accountability obligations of the organization. This is
clearly the responsibility of the Chief Executive, shared to some extent with

B Senior policy warkers.

Managing the managers; the “middle managers" are those inthe
organization who:

- translate policies and strategies into action plans

- gllocate and co-ordinate resources
- provide "feedback”, analysis and evaluation to senior managers and
policy makers.

39



|SLIDEL3-3

Some of the factors which influence the shape of a chart are displayed.

*

The engbling legislation (or charter. decree) will define fhe nature of the
governing body e.g. Department with a Director-General; a Commission
or Corporation.

| The qeed to prpvide afoc:us for mejor responsibilitiés fdr aéhievement of
specific objectives may dictate the disposition of funtions and staffing.

The mpgﬂgnmgjnﬁo maeke is that each organizetion is unique, Even two
organizations with similar functions will not heye the same characteristics
because of its unique situation, size, client base, social and cultural
influences, management style and orginazational ethos.

3. Organization Ct :

+

The chart for the Agency should be available and briefly explained,

preferably by one of the course participants.

4. The Manager Function

People in an agency need to be grganized and managed.
The Group could be asked to identify the Key aspects of the management

function in an organization. L

Managing workers and work activities at the field or action level is the most
obvious.

The other two are not always clearly identified but are also critical for

T SuUCcess: -

The overall management of the business, setting the direction, policies and
plans, and determining and contralling the budget outlays are fundamental
to discharging the accountability obligations of the organization. Thisis
clearly the responsibility of the Chief Executive, shared to some extent with

Senior policy workers.

Managing the managers; the “middle managers" are those in the

organization who:

- translate policies and strategies into action plans

- allocate and co-ordinate resources :

- provide “feedback", analysis and evaluation to senior managers and

nolicy makers. 40



5. Constraints to Effective Performance

13-4
2 Who is “Management”. :
- includes all persons inthe organization who ere officially invested with
authority for directing the work of others e.g.
Board of Directors
Chief Executive
Department Heads
Supervisars, Foremen

“Management® is a vitel activity for eny orgenization and is a seperate

* activity to the exercise of professional, disciplinery or technical skills.

- this aspectwill be explored further in Lecture 4 and the associeted
exercises.

Peop

*

L 4

.

le in every organization suffer from "constraints".

A “constraint' can be defined as factors which individually or collectively
prevent people in organizetions from achieving the highestlevels of
performance.

Participants should be asked to nominate the most serious constraints they
perceive in their organization. Brief mention only - the discussion could be

- endless!
*Minimising the effects of constraints is clearly an important part of

SLIDEL3-5

_ Discuss “Real* and *Apparent’ examples from those nominated by

management.

participants.

Positive management action is required in either case:

Quote the "Managers Prayer": ,
"Give me the courags to change those things which can be and ought

to be changed:
Give me the strength to endure those things which cantbe changed;

Grant me the wisdom to distinguish between the two".

The management process within the organization must provide a systematic
process to identify those constraints which can be removed or minimized,
and for ptanned and co-ordinated action to overcome them.

Only rarely doss improved performance of an organization result from one

flash of brilliance
- poverall improvement comes about through a farge number of successive

small improvements.
41



3-9

6. The Planning and Management Process

L

The basic concepts of what constitutes an effective manégerhent process
are relatively clear and simple. Co
- Common sense applied in & logical sequential manner

There are many "sciences* and methodologies which heve been published
since organizations have been studied. . '

Remember thatthe meanagement theories have been developed from

+ studies of successful organizations and successful managers. .

Given that every organization is unique, methodoldgieé cannot be translated
from one to the other without adaptation, and the management literature
should be read with that in mind. T .

The best management process for any organization is the one that produces
the bestresult

Describes the essential steps

- Determine objectives - what do we wantto achieve?

- Plan and Implement activities to achieve thoss objectives,

- Monitor and evaluate progress - identify gaps in performance and
measures to minimise constraints.

- Review and adjust programs and activities in the light of that evaluation.

Breakfor #xevaige no. 2 .
'ReviewongenoyProgrammes in National Context®. (See vol. 1, Annex E1-3,
page, 52 to 54. .
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" Assets are costly, and some have very long service lives.

l'tnprovides an essential input (water delivery) to farmers engaged in irrigated
agriculture, involving & high degree of day-to-day interaction between
farmers and system operators.

Irmigation is planned to be long-term (sustainable).

The development of land and water resources involves a major intervention

in the hydrologic cycle, with potential for environmental effects within and

outside the project lands. .

There will be increasing pressures to increase the efficiency of water use
and to minimise the costs of operation.

B: S .IE . [ lI IS

SLIDEL3-7

‘Giventhe special features of irMgation systems, effective menagement systems will need
the following characteristics: : _

*

Long term in outiook.

. Interactive - with special attention to under disciplinary co-ordination and

formal mechanisms for farmer / water user involvement in policy and
operational decisions,

Dynamlc-wrth 6apat;ityt0 respond to changés in its external operating
environment. '

Corporate Planning is the name given to particular planning and
management techniques to assist organizations in developing strategies
for the longer term, particularly in dynamic operating environments, in which
there is less certainty about longer term outcomes.

The process aims to keep the organization strategically positioned in
successive planning cycles to maximise its performance in changing

circumstances.
43



3-7

¢ Whileitwas originally developed for Corporations in the private sector, the
concepts and techniques have been further devg[opeq foruse in public
sector organizations. The Govemment of Victoria. Australiat'is one'which
is known to have published meterial, following & epeciel consultency by
management consuftants and Government FONCY MaKers. A copy Ot hat
documentis part of the resource material.available with this training module.

Dﬁ.. '

SLIDEL3-8 | | SLIDEL3-9
Eunctions
M A listing of Activities or Responsibilities

. Note thetitis only a listing of empowermentsthere is-no indication of pﬁorﬂy |
or extent of activity required. ' o

Vision
*  Astatement generally prepered by the Chief Executive and Senior Officers,

which portrays they future characteristics and attributes desired forthe
organization. A .

A A concise statement which sets out the essential pumose ofthé org.ar’li.ziéti'on."v

Obiect |

. A statement reflecting values or desired outcomes related to a vision'of the
fuitlt:;?éating what is to be achieved by canying out a function;:

* Objectives are hierarchical in arder, broad in scope stthe highest level of
management, specific and detailed at the action feviel. .-

Goal

. The ultimate end paint perceived for an objective. -

Target

. A naminated position along the path to the goal.

Strateqy

A Aline of action and key pricrities established to achieve an agreed

~ objective. 44



Plans. Proarams. Budgets

*

A set of deteiled activities to be implemented in eccordence with the egreed

strategy ' ‘
The budget sets out the financiel implications of the &ctivities.

L 4
Carporate Planning
. Anintegrated and systematic approach to the manegement and
co-ordination of the total range of activities for an agency.
©10.  The Corporate Planning Process | o
SLIDEL3-10 .
. An ivntegrated and systematic approach to the meanhagement and
co-ordination of the total range of activities for an agency.
It points the agency to the future by requiring itto:
- Review its purpose, clarify,or re-define its role if required by changes to its
operating environment.
- Note that re-defining the purpose does not necessaily involve a change in
~ functions carried out-only a shitin priorities and focus
- Onthe other hand & change in functions for the agency will almost certainly
require a re-assessment of its essential purpose.
+ Assess wheréfit is now.

- Aninternal analysis of activities to determine how the agency is currently
using its resources, e.g. the funds and staff resources devoted to particular
activities, and an assessment of relative levels of performance and
capability - the strengths and weaknesses ofthe agency.

Decide where it ought to be in response to Govemment requirements and
“‘client'needs.. .

? Who are the clients.

- Government

- Farmers, Water Users
- Other Government Agencies with whom the agency must collaborate

- - Public

Establish how and when it should get there
- The development of Key objectives

" Monitor and eveluate its progress
4



[SLIDEL3-11 |

The process is facilitated by addressing three basic questlons
- Where are we now?
- Where do we wantto be?
- How do we getthere?

[SLIDEL3-12 | . _ -~

The process is demonstrated on the flow chart:

. Note that i v
- Case Study No. 1 is part of the process of the external environmental
assessment

- Case Study No. 2 is part of the intemal assessmentprocess

i ‘Each key objective determined bythe Senior Pollcy Makers requlres the
identification of Key result areas, i.e. activities which most signifi cantly
affect the level of overall pel:formance inthe partncular orea under review.

. The process provides for a “top-down" approachto pnomy.!dlrectlon setting
and a *bottom-up* epproach to devising deteiled stretegies end activities.
- responsible managers prepare proposals for programs and ectivities to
achieve the objectives and goals established by Senior Management.
- itis an interactive process. sometimes requiring anumber options to be -
evalusted before the final programs are agreed.

SLIDEL3-13
i Summarises the essential features as listed.
. Determination of “clients” is an important element.
- refer back to the external interfaces to be managed
SLIDEL2-8

[SLIDEL3-14 |
11.  Advantages of Carporate Plaoning

. Designing the future - the process recognizes that the air of certainty about

long term plans. which existed up to the 1980's. is no longer valid.
46




[ 3-10

. The team approach uses the talents and develops the capacity of middle
and junior level managers, and leaves time for senior managers for policy
evaluation end formulation.

"12.  Corporate Planning as a Management Eramewark

' [SLIDEL3 - 15 ']

M The Corporate Planning process provides an effective framework for
e improving overall agency performance. :
. Performance is eveluated by results achieved against explicit objectives
and targets. v

¢ The targets should be challenging but achievable.
M Improved performance comes about by addressing the “performance gep*

- diagnostic analysis to identify the constraints and reasons for
underachievement ( negative feedback).

- identificetion of measures to minimise constraints or réfﬁedy deficiencies
(positive application of negétive feedback).
- How can we do it better?

13.  Outcomes from the Integrated Planning/Management Process

[SLIDEL3-16 |
| ’ . The prﬁcess results in the formulation of set of management plans, which set
the direction for the agency for the short to medium term, say 3 - 5 years.
‘updated generally on en annuel basis.
* Atypical set of management plans might com;ﬁrise the following:
- Development Plan - Outlining:
(1)  newservices to be provided
. (@ newfacilities. programs or activities
(3)  major modernization or sugmentation of existing facilities
4) . Sewvicestobe developed to Water User groups or landholders

{5  servicesto be diminished or discontinued
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- Plan for Operstions and Maintenance

(1)  apermanent set of documents and instructions, work procedures,
programs and schedules - see World Bank Technical Paper No. 99

- Research and Development
(1)  operstions research
(@  materials research

(3)  new orimproved technology

- Management Support Plan .
(1)  developmentand review of organizational stqicfure
(2) development of managérhentinformatiqn systems
(3)  technical and administrative support - |

49) size. type and locafion of accommodation to meet'perceived needs

- Human Resources Plan
(1)  categories and levels of resources to carny out specific tasks

(@)  newskills required, or existing skills no longer required, to address
future activities o

(3)  training needs analysis based on pragrams in the three plans
above, outlining:
+ reguler or routine ongoing training programs, e.g. induction. skills
training, management training
*+ special programs to meet specific needs

- Financial Plan

(1) expressing the extent of the organization's agreed programs in
manetary terms

(2)  indicating sources of funds and cost recovery policies and targets

48



'MANAGING AN ORGANIZATION

- Why do we need an "Organization"?
An Organization is not an end in itself

m ]t is established to achieve some objective or
purpose

m ]t is established to conduct a business

| Iljrigation supply - A business?

49



IRRIGATION SUPPLY - A BUSINESS

It has assets

Has owners/shareholders

Sells products

Can be a manufacturer and/or reta_i,ler'
Uses resources

Spends (and collects) money

50



ORGANIZATION_STRUCTURE

- SOME CONSIDERATIONS WHICH SHAPE A
STRUCTURE OR CHART

Enabling legislation

. Functions. to be performed
.- Objectives and priorities
Number of staff
Geogfaphic ‘dispersion

m Activities

m Staff

. Management style of senior management

,,Maﬁagement capacity of individual managers

51



THE MANAGEMENT FUNCTION

THREE ASPECTS:

1. The economic function

®  Managing the business
2. Managing the managers

3. Managing workers and work activities

52



, MIN IMIZING CONSTRAINTS

Constramts may be.

T T (0 s N S U
11484 Boegy e

ST LLZAN NS R |
- REAL: - Unchangeable in short term e.g.
oo government directives budget limits

| APPARENT: Changeable by appropriate
- management action - staff
skills/attitudes ‘

POSITIVE MANAGEMENT APPROACH
* REQUIRED IN EITHER CASE

- REAL - APPARENT
l U
M‘amml:ze Planned &
- performance  coordinated action
- within limits targeted to
constraints overcome

constraints _
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MANAGEMENT - A SIMPLE PROCESS

COMMON SENSE APPLIED IN A LOGICAL
| | SEQUENTIAL MANNER |

Identify clear policies and objectives

Plan and implement activities to achieve those
objectives

Monitor and evaluate progress - identify
performance gaps :

Review and adjust programs and activities.
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- DESIRABLE ATTRIBUTES OF
MANAGEMENT AGENCIES

MANAGEMENT SYSTEMS NEED TO BE:
B Long Term in Outlook
. well developed strategic planning procedures

® . INTERACTIVE-INTERDISCIPLINARY
- COORDINATION

- formal mechanisms for farmer/water user
involvement

B DYNAMIC

- . capacity to respond to changes in the
external environment
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DEEINITIONS/FUNCTIONS OBJE i
AND MISSI()N : |

: FUNCTIONS

Llstmg of act1v1t1es or reSpcnmblhtles o

VISION

A statement whieh pertrays future attrlbutes'?}
des1red for the orgamzauon | | A

MISSION STATEMENT »» ‘_

A cenmse short statement Wthh sets out the |
ess tnt1a1 ',ur';ose of: the Orgamzauon .

OBJ ECTIVE

Speelﬁes the deslred otitcome from performlng a.
function. -
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DEFINITIONS. (cont.)

. GOAL

The ultlmate end point perceived for an objective

J %'z

| Tﬂ*fRGET

A nomlnated position along the path to the goal

~ STRATEGY

Line of action and key priorities established to
achieve an agreed objective o

PLANS, PROGRAMS BUDGETS:

..... A set of detailed activities to be 1mplemented in
uf f_av;cqordancve with the agreed strategy.
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CORPORATE PLANNING

| A PROCESS

| An mtegrated and systematic approach to

the management and co-ordination of the
total range of activities for an agency

T POH\E S TO THE FUTURE BY

REQUIRING THE AGENCY TO o

B

iReV1ew its purpose
| Assess Where ,_11- is. NOW. e

,,.Demde Where 1t ought to be in resp@nse to
. (govemment requlrements and chent needs

.‘Estabhsh how and When 1t should get there

 Monitor and evaluate its progress
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. CORPORATE PLANNING

THE 3 CLASSIC QUESTIONS

. WHERE ARE WE NOW?
AN ANALYSIS OF:

lThe current & forecast external environment
in which the organizational will be operating

» Jts existing strengths & weaknesses

. WHERE DO WE WANT TO BE?

I Identiﬁcation of realistic, achievable but
challenging objectives with time based
targets.

HOW DO WE GET THERE?

m  Formulation of Strategies, Programs and

Activities Directed towards Achieving the
Agreed Objectives
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- present factors

- future trends

- challenges‘
- tisks :

Determlne
Mlssmn/Goais ‘

CRPORATEPLANNING

Lol . |
P N T

Identrfy Key
| Issues

. Internal
Assessment

Act1Vrty Aud1t
| Identify: .

- strengths

‘ ‘:»’,éf;»__x';:— Weaknesses
I OmISSIOIlS

W q X r R
-t - at

. ,‘I:.

v NI

ReSburce
Consrderatrons

e.g.0

- staffing o

- finance

Y I

Ident1fy Strategrc
Alternatrves

B ;)

. A [ R
NN P2 R

S ¢1¢Ct Strategies

|

Set Progrém
Objectives

!

Determine
Performance
Indicators
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ESSENTIAL FEATURES OF PLANNING

Planning is a process of:
- thinking, analysis & decision

Which determines:

Who are clients of the "business"?
What are we trying to achieve?
What resources do we have?

- strengths
- weaknesses

What are the challenges and constraints in our
management environment?

What is the action plan that results from the analysis?
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ADVANTAGES OF CORPORATE PLANNING

Greater purpose and direction for the whole agency
- 1t designs the future, and invents ways of
bringing that future about.

Sharing of common goals by the various component
units

- develops a "team" approach to management

It creates an agency sensitive to the external
environment

Identification of strategies to react to that environment

Provides a step by step process towards the future
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IMPROVED AGENCY PERFORMANCE

Corporate planning process provides a framework for
performance improvement.

1. Performance is evaluated by results achieved
against explicit objectives and targets

2. Improved performance comes about by addressing
the "performance gap"

- Diagnostic analysis to identify constraints or
reasons for under achieve (negative feedback)

- Identification of measures to minimize

constraints (positive application of negative
feedback)
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Figure 4: Outcomes from Strategic Planning Process
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NATIONAL WORKSHOP
IRRIGATION MANAGEMENT TRAINING

LECTURE NO.: 4

MANAGEMENT PROCESS
ROLE OF LEADERS / MANAGERS

1. This Session is intended to raise the awareness of the
role of the Chief Executive and his senior policy makers
in issues of leadership and management of the
organization.

2. While critical self-analysis i$ an attribute which eftective
managers should embrace as part of their own personal
development, the issues may need to be approached
with some sensitivity, if participants have not previously
participated in sych sessions.

3. This session obviously can only serve as an introduction -
to the subject. It woild be hoped that, with the raising of
their interest in the issues, the participants would initiate
action to arrange for follow-up activities.

4. Resource material for these lectures includes:-

. EDI Training Material: Principles and Practices of
Management (285/013 CN 849, 850 May 1980).

5. Considerétion might be given to break-up

the lecture period by interposing two exercises
as indicated. (Exercise no. 3)
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1. Managing an Organization - Aspects of Management

SLIDE 1.3-1 |

+ In Lecture L3 it was established that for complex undertakings,
such as managing an irrigation system, many people with
different skills are needed in the management organizations.
Those people need to be grganized and managed if their
individual skills are to be used effectively in a collective sense
in helping to achieve the purpose of the organization.

ISLIDE 13-4

. it was also established that there are three specific aspects to

"management”.

1. The Economic Function

2. Managing the Managers

3. Managing Workers and Work Activities

2. The Need for |_.eadership

¢ The responsibility fof the overall performance of the
organization ultimately rests with the Chief Executive, and this
responsibility is shared to a certain extent with the Senior

policy makers

ISLIDE 14-1
. They need to make three fundamental decisions
1. What to do?
2. How and when to do it?
3. Who will do it?
¢ What to do: - the ob]ectivéé to be achieved by the

organization
- the relevant economic. technical and

financial decisions in carrying out the
organization's functions in order to
achieve the obiectives.

- these decisions can only be made by the
senior execulives
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L4-3

+ How to do it: - almost all of the necessary activities to
Who will do it: implement those decisions will be carried
out by others in the organization.
- the Chief Executive can only get things
done by the efforts of others.
- the staff must not only be managed and

organized, they must be provided with
leadership,
3. i ts of Leadershi .
|SLIDE 14-2 |
. The ultimate genius of Leadership ig not in personal

achievement, but in being able to unleash the talents of others:

- to have a vision of what the enterprise could be.

- inspire trust so that staff share the vision, and commit
themselves into making the vision a reality.

- inspire staff to participate in creative teamwork.

. Within the framework of the decisions on organizational
objectives, the overall performance of the organization as a
whole will require:

- developing the managerial capacity of individual managers.
- improving internal management and control processes.

4. i t ior i v
'SLIDE 14-3 |
. Planning: - analysing trends, developing objectives
and palicies, economic and financial
analysis.

- identifying change.

¢ Organization and - organization charts
Staffing: - functional charts, position descriptions,
performance standards.
- job evaluation.
- staffing recruitment.
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Direction and - delegation

Leadership: - motivation and training
- group dynamics
- morale, job satisfaction. discipline
- productivity

Co-ordination: - communication (up, down, across)
- integration of activities
- within the organization
- within departments
- between departments
- between Head Office and Field
- with other agencies, community

Controls: - performance criteria
- schedules and time tables, check points
- performance appraisal
- remedial action
- audits and reports

IBREAK FOR EXERCISENO. 1 - LEADERSHIP ISSUES |

5. Management Functions at Middle Management
and Supervisory Levels

*

Leadership is required to be exercised at all management
levels, however, with a slightly different emphasis in each case.

Middle Managers need to lead in developing strategies to

achieve the organization's objectives:

- it would be counter productive if these managers ignored
these objectives and tried to lead their units in other
directions.

SLIDE 14-4

*

Middle Management Functions

Executives at this level develop the detailed strategies and plan
the tactics to achieve the organization's primary objectives;
including:

- setting of supporting (secondary) objectives and targets.

- developing detailed strategies and programs
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L4-5

- determining and allocating overall resources required
- co-ordinating and controlling programs

- determining performance indicators

- developing staff

*

Supervisory Level Functions

Supervisors plan and supervise the detailed activities and
individual actions for each element of a program. including:
- work layout, individual assignments

- detailed and specific schedules, resources and timing
monitor progress, identify remedial action required

adjust schedules and resources 1o complete assignments
training and developing staft

Note: Managers at all levels have an important role in
¥ : - : :
Refer again to Slides L3, L4, LS.

6. The Importance of Organization Structure
[SLIDE L4-6 |

*

A sound organization structure makes possible effective overall
management because it creates the pattern that determines the
accountability, relationship and performance of all members of
"management”.

However, without a clear statement of the organization's basic

(or primary) objectives it is very difficult to:

- design a sound structure

- develop adequate criteria to measure the achievement of
results; and

. evaluate the effectiveness of management performance

While the Chief Executive remains accountable for the
achievement of the overall objectives of the organization, itis
desirable to “personalise”, as far as possible the accountability
for each of the basic objectives of the organization to a single
senior executive, by uniting the associated critical activities
within the one management unit.
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SLIDE LA4-7 |

*

The structure as a whole should be designed to facilitate the

achievement of the established objectives and to encourage:

_ direct, clear—cut lines of autharity, accountability. responsibility

- smooth work flow and natural integration of all administrative
activities

- optimum performance by each of the functional groups
(avoiding overlaps and gaps of responsibility)

- ease of communication and co-ordination - up, down, across

- periodic performance appraisal of the work of each functional
group, and

- high morale and job satisfaction for every person in the
organization.

It could be suggested to Workshop Participants that they might
undertake a review of the organization structure following the
wark on establishing the mission and objectives later in the

program.

[BREAK FOR EXERCISE NO.3. _|

See Vol. I, AnneX F1, page 58.
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LEADERSHIP

[Leaders Make 3 Fundamental Decisions

1. What to do?
2. How and when will it be done?

3. Who will do it?
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REQUIREMENTS OF A LEADER

The ultimate genius of Leadership is not in personal
achievement, but in being able to unleash the talents
of others.

A Leader Must

m  Have a vision for the enterprise
m Inspire staff to share the vision

m Inspire staff to creative teamwork.
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MANAGEMENT FUNCTIONS AT
SENIOR EXECUTIVE LEVEL

Planning - trends, objectives, policies,
economic and financial analysis

Organization and Staffing
Direction and Leadership
Co-ordination/Communication

Controlling
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MIDDLE MANAGEMENT FUNCTIONS

Developing supporting objectives and targets
Developing strategies and programs
Allocation of resources

Co-ordinate and control programs

Assess performance

Staff development and training
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SUPERVISORS MANAGEMENT FUNCTIONS

= Determine work layout, individual assignments
= Detailed schedules, resources and timing

m  IJonitor progress - identify remedial action

. Adjust schedules and resources

m  Training and developing staff
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THE IMPORTANCE OF
'ORGANIZATIONAL STRUCTURE

Good structure is essential

_ creates pattern for accountability relations and
performance |

Good structure needs clear organizational
objectives

Need to "Personalize" Accountability for basic
Objectives

- uniting critical activities within the one
management unit.
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ORGANIZATIONAL STRUCTURE

Design to facilitate:

Clear lines of authority, accountability,
responsibility

Smooth work flow and natural integration of
administration activities

Optimum performance by functional groups (no
overlaps - no gaps)

Periodic performance appraisal of the work of
each fundamental group

High morale and work satisfaction of staff
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SupE 5-4

NATIONAL WORKSHOP

IRRIGATION MANAGEMENT TRAINING

LECTURE NO.: S
MANAGEMENT PROCESSES
Translating the Mission into Action

Development of Agency Objectives
and Strategies

1. Definitions and Levels of Objectives

*

All objectives relate in some way to a vision about the future -
reflecting values or desired outcomes, so understanding the
needs, demands and expectations of stakeholders is an
important element in the objective-setting process.

There are generally three orders or levels of objectives:

- objectives of purpose (mission and broad objectives at the
organizationa!l level).

- objectives of strategy (strategic objective).

- objectives of tactic (operational objectives).

The objectives of purpose:

- will inttially be drawn from the agency mandate or charter

- are broadly stated and expressed in terms suitable for the
present, but reflecting very long-term ideals and purposes.

- once stated for an agency. these broad objectives mirht he
relativety unchanged for several years.

Objectives of Strategy:

- at any particular stage of development there will be a set of
specific issues and priorities which need to be addressed in
the short to medium term

- these issues arise from the agency's interaction in its
operating environment.
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L5-2
Note: that in times of rapid change, this analysis may cause
some redefinition also of the mission and broad objectives.
- these objectives will generally be formulated at the functional
or Divisional / Branch Level.

* Objectives of Tactic:

- in delivering its services within a strategic framewaork, an
agency develops a set of programs, and devises operational
objectives for the short term.

- in the corporate planning process. the need to alter or amend

the programs and activities may occur on an annual basis.

2. Hierarchical Nature of Objectives

¢ The objectives are hierarchical in nature, broad in scope at the
top level, more detailed and specific at the operational level.

. They are mutually compatible and supportive - the detailed
objectives be drawn from the top level broadly stated
organizational objectives.

¢ Objective setting in anviterative process, objectives of purpose
and strategy being set by Senior Management, operational
objectives set in response by operational managers - a top-down

/bottom-up process.
3. Development of Strategies

{ SLIDE L3-12

¢ Each strategic objective will have a number of associated key
issues, which need to be explored in developing the final strategy
and relevant programs and activities.

¢ There may be a number of alternative scenarios which need to be
explored as part of an effective framework for analysis. This
requires time and effort by participants, but offers some

advantages:
- exposes new sets of possibilities and contingencies

- challenges conventional thinking
- raises a range of possibilities for the future. and opportunities

for the agency to influence events.
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. Participation is a fundamental principle of corporate planning, involving
firstly relevant agency staff, and often, staff from other agencies, client
(e.g. farmer) representatives.

. There is a variety of techniques which can be used to assist
participation
- conferences, surveys, task forces, working groups.

Performance Measures

. The development of an objective requires a nomination of expected
outcomes, expressed as goals, targets, milestones, etc.

. The strategies and activities formulated to achieve an objective result in
actions, which will be monitored or measured.

. The use of performance measures is a way to ensure that appropriate
and purposeful action does result.

Performance Measurement_will be the subject of Lecture no. 6

Introduction of exercise 4 - Step 1 and Step 2 to the Top Managers - First
Group.

Title: Agency Role in the Future - The Mission and Vision. See Vol. I, Annex
G1-5, page 64 to 68.

Introduction of exercise 4 - Step '3 to the Chief Engineers, Divisional
Engineers, etc. - Second Group.
Title: Interpreting the Mission of MOI. See Vol. |, Annex G1-5, page 64 to 68.

Introduction of exercise 5. Title: Development of MOl Objectives. See Vol. L,
Annex H1-2, page 75 & 76.

Introduction of exercise 6 to the Chief Engineers, Divisional Engineers, etc. -
Second Group. Title: Development of Strategies. See Vol. I, Annex 11, page
82.
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LEVELS OF OBJECTIVES

All objectives relate to a vision of the future,
reflecting desired outcomes. |

Three levels:

m  Objectives of purpose
- drawn from agency charter

m  Objectives of strategy
. derived from environmental analysis

m  Objectives of tactic
- short term operational objectives
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NATURE OF OBJECTIVES

HIERARCHICAL
- broad in scope at top level

- detailed ana specific at the action level

MUTUALLY COMPATIBLE AND
SUPPORTIVE

OBJECTIVE SETTING PROCESS

- an iterative top-down/bottom-up process
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DEVELOPMENT OF STRATEGIES

Each strategic objectives will have a number of
associated key issues

Possibility of alternative scenarios
Participation the key principle..

- conferences, workshops

- surveys

- task forces

- working groups

Performance measures
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NATIONAL WORKSHOP
IRRIGATION MANAGEMENT TRAINING

LECTURE NO. 6:

PERFORMANCE ASSESSMENT

INTRODUCTION

Performance assessment is an essential element in the determination of the degree of
achievement of the objectives set in the strategic and operational planning stages.

Performance assessment of the institutions, organizations, and agencies deals with the
quality of the management conditions established, or are available, and the
management processes that occur continuously in the organizations as they carry out
their functions to conduct their business and serve their essential purposes. In this
case, the Ministry of Irrigation and its directorates, etc. constitute the institutions and
agencies, whose performance is of interest.

Performance of the irrigation éystems based on the outputs delivered and impacts
generated also needs to be evaluated with reference to the objectives and targets set
for the systems at the planning stage and during the operations.

Performance of the institutions and agencies is a critical determinant (or casual factor)
of the performance of the irrigation system.

Performance assessment of institutions is the subject of this lecture and the exercises:

PERFORMANCE CATEGORIES

Performance category is a set of related skills, procedures, and capabilities which
define a particular area of institutional function or performance. - A performance
category describes a generalization or pattern of performance which can be observed
or verified through research. For purposes of institutional assessment, a performance
category is a major area of enquiry such as the following:

a) Organizational autonomy

b} Leadership .

c) Management and administration
d) Commercial orientation

e) Consumer orientation

f) Technical capability
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g) Developing and maintaining staff
h) Organizational culture

i) Interactions with key external institutions.

DESCRIPTION OF PERFORMANCE CATEGORIES

Organizational autonomy

Degree of freedom and independence to conduct its affairs and meet its responsibilities
with minimum interference and controls by other entities. Power to make decisions
on important matters: budget, revenues, hiring levels, pay and incentives, control of

personnel, institutional policies. '

Leadership

The ability to inspire others to understand the institution’s mission, to commit
themselves towards that mission, and to work towards its fulfillment. It goes well
beyond proficiency in management skills. An institution needs effective leadership at
many different levels to perform its functions in a competent manner.

Effective leaders serve as positive role models and set an example, motivate managers
and staff, help transform the institution by making it active, energetic and visionary,
and by making the sum of the parts greater than the whole.

Management and Administration

Management is organizing people and resources to accomplish the work of the
institution. Effective management is demonstrated by the capacity to get the most out
of the resources available {(human and other) in a deliberate or planned manner. Good
managers have a clear sense of goals and priorities; they know who to rely on to get
a job done and how to delegate to them the means to do it; they are aware of
operational details; they monitor the work and follow-up consistently. An effective
management climate is characterized by teamwork, cooperation, and good
communication among the staff.

The counterpart to management skills is the existence and use of key administrative
systems. These are the policies and procedures which regulate and guide the actions
of management. The mature organization has designed or evolved effective sub-
systems such as personnel, budget, accounting, financial management, commercial
procurement, and management information systems.

Commercial orientation
Commercial orientation is the degree to which actions in an institution are driven by

cost effectiveness and operating efficiency. This orientation can be viewed at both
policy and operational levels, and both levels are important.
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Commercial orientation is important at policy level, even if significant revenues are
routinely derived through subsidies. Subsidies, if any, should be identified and tied to
specific areas for which the controlling authority has taken a political decision to
subsidize, rater than provide a blanket subsidy.

Operationally, everydiay activities are guided by quality standards and by constant
attention to cost factors and achieving the best value for money spent.

Consumer orientation

Consumer orientation is organizing and directing the services of the institutions
towards the consumers or the end-users. People who staff an effective institution in
the sector see serving consumers as their primary function. All work, all programs, all
innovations are directed towards greater efficiency, effectiveness, and equity in service
to the consumer. Staff at every level are aware of this consumer orientation and see
it as governing positively their important daily operational decisions and actions.

Effective institutions have workable means wherein consumers can interact with them.
These may include emergency outlets or ‘hot lines’ when there are crises, clearly
identified places where disputes about bills or service can be arbitrated, ways that
interested consumers can make suggestions to influence overall policy, and so on.
Where consumerism is not present, appropriate, practically acceptable means are
employed to attain an effective level of consumer protection in the institution.

Technical capability

Technical capability is the measure of the institution’s competence in conducting the
technical work required to carry out the responsibilities of the institution. Most of this
technical work is performed directly by skilled, qualified employees, but outside
specialists (like contractors) whose work is supervised by the institution’s staff may
be used where appropriate.

Developing and maintaining staff

Developing and maintaining staff include those activities toward recruiting staff,
providing skills to do the jobs and grow professionally, and providing adequate job
satisfaction and wages and benefits to retain competent personnel.

Effective institutions develop and maintain their personnel. This includes both formal
training programs and informal training that occurs through on-the-job training,
apprenticeships, and job rotation. In addition to a regular process of skills transfer,
effective institutions maintain staff through providing sufficient .incentives,
compensation, employee benefits, and promotion opportunities so that there is a
minimum of unwanted turnover. Institutions that develop and maintain staff feel that
people are their most important asset. There is a constant emphasis on learning.
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Organizational culture

Organizational culture is the set of values and norms which inform and guide everyday
actions. The culture forms a pattern of shared beliefs and assumptions which translate
into behavior which can be observed.

An organization’s culture is conveyed in a number of intended and unintended ways.
Although often unstated, cultural beliefs, behaviors, and assumptions serve as a
powerful means for defining and justifying organizational operations either in positive
or negative ways.

Another factor in organizational culture is now the institution has dealt with change or
crisis. When a major change has been introduced (new technology, organizational
restructuring, or new leadership), people are often required to alter the way they
operate. It is important to know how the organization has responded to new systems
or personnel. Does it realign in forces positively to support innovation? or, is it highly
resistant to change? The answer is an indication of the overall organizational health.

The organization with a positive culture has a clear sense of mission and identity.
People take pride in belonging to the group and a sense of history of the organization
which is passed on from old to new employees.

Interactions with key external institutions

The institution’s capacity to influence positively and strategically those institutions
which affect its financial, political, and legal ability to perform is the essential
characteristics of this category.

Many entities in the external environment affect the performance of an agency or
organization. These include the political (parent ministry and legislative bodies),
financial (lending sources, and budget/finance ministry), and regulatory entities
(state/provincial government agencies), which have an influence over operations. An
effective organization has the ability to influence and adapt to these external entities
to achieve its goals. This is accomplished by anticipating activities which might affect
the institution and establishing strategies to deal with them.

PERFORMANCE INDICATORS ‘

Performance indicators are a set of specific measurable behaviors or procedures related
to a performance category which, when analyzed together indicate the degree to
which competence standards are met in the performance category. The performance
indicators neéd to be determined on the basis of observations of successful
performance of currently operating institutions. Examples of performance indicators
are provided in the accompanying exercise. :
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-APPENDIX
Excerpts from’

Guidelines for Institutional Assessment: Water
and Vastevater Institutions

Chapter 4
PERFORMANCE CATEGORIES

A. Definition and Use of Performance Categories

As indicated in Chapter 1, a performance category is a set of related skills,
procedures, and capabilities' which define a particular area of institutional
function or. performance. These have been grouped together for purposes of
analysis. For example, "commercial orientation" includes cost effectiveness,
operating efficiency, financial planning, quality standards relating to cost,
monitoring and accounting systems, and staff awareness and commitment to
commercial goals. ’

A performance category describes related skills, procedures, and capabilities
vhich can be observed or verified through field research. In the ‘assessment
process, a performance category is a major area of inquiry: data are gathered
and analyzed to form a generalization about organizational performance in the
area. The results are compared against an agreed upon standard. In this
document, the standards are called "indicators of high performance."

B. Hov the Categories Were Determined

Field research was conducted in two institutions selected to represent
examples of outstanding performance in ‘the sector. The institutions were
selected after reviewing approximately twenty possible sites nominated by well
recognized experts in the field. The institutions represent situations where
donors and lending agencies normally operate so ‘that the categories would
provide lessons learned in overcoming the normal barriers to development by
the institutions under study. In addition, an effort was made to select both
urban and rural agencies involved in both water and wastewater with a
development history and demonstrated excellence in a full range of
organizational and technical areas.

One institution selected was a very large state water and wastewater
institution  in Southern Brazil (SANEPAR) comprising both urban and rural
systems. SANEPAR was formed and developed into an outstanding institution in a
short period (fifteen years). This was accomplished within the context of a
setting typical of development situations (political turnover, rising prices,
the need to rapidly address growing urban expansion, inheriting old municipal
systems with untrained staff, and related problems). The other example
selected was in Malaysia: the water supply agency for Penang. This institution
does not provide wastewater services but meets all the other criteria. It is a
very old system which was started during colonial days and continues into the
present. It serves the entire island which has a mixture of rural and urban
populations.

1
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The fiel% research methodology followved the basic tenets of social field
research. No prior hypothesis was made on the outcome: the researchers
followed a plan of inquiry which focused primarily on the question: "Yhat are
the factors, ingredients, and causes of success in this institution?" The
ansvers emerged from the results of the inquiries.

Research techniques included reviewing written documents (published output
measures), interviews, and observation. Two teams, consisting of two
individuals each, conducted research at the two sites at approximately the
same time period with no cross-communication between tedms about the data
during the field work. After two wveeks of field research, these data were
analyzed for patterns by each team separately. Performance areas were defined
and measures of performance were recorded.

At the end of the field research the two teams met to compare their data and
to determine -a single set of performance categories. Although the institutions
under study were in very different cultural and economic settings (Malaysia
and Brazil), there was a striking unanimity of opinion on the reasons for
successful performance by the two institutions. Even though the institutions
had very different histories and wvere organized in completely different ways,
each performed with highly successful results. The performance categories
below were derived from this analysis. '

C. How to Use the Performance Categories and Worksheets

The performance categories and indicators listed in Section E below represent
a set of competency standards for success. Each performance category is
defined with a generalized statement wvhich characterizes the category and
states why it is a key area of institutional performance. The definition is
followed by examples of key indicators for high performance. The indicators
are followed by a worksheet which consists of examples of typical questions
and guidance for gathering the data which relate to the category. (The
 worksheets are not included in this excerpt.)

The research process requires that sufficient information be gathered to
justify the performance rating for each indicator listed. When sufficient data
are gathered, the team should analyze them and rank the performance indicators
under each category as high, medium, or low. Justifying evidence should be
listed under each indicator in the final presentation of the analysis.

Although each indicator is provided vith a rating scale in this document (from
lov to high), it is assumed that team members will organize data and
supporting evidence informally on note pads, and not be limited by the wording
or scale given on the performance indicator pages. Supporting material must
be collected in a fluid, non-rated manner, and 1atér analyzed and ranked as
patterns become evident. I '

For a detailed explanation of this methodology, refer to L.
Schatzman and A. Strauss, Field Research, Strategies for a
Natural Sociology. Englewood Cliffs, N.J.: Prentice-Hall, 1973.
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After each performance category is researched, an overall analysis should be
made within and among categories using a procedure which is explained in
Chapter 5. 2

D. Team Approach to Gathering Data in Performance Categories

In order to manage the process of gathering information in nine separate
categories, it is suggested that all team members gather information in all
categories during the first round of interviews using the general guidelines
for interviewing described in Chapter 2, Section C (Methods for Data
Collection). Institutional information tends to be crosscutting in nature and
many individuals within an institution will have information in a number of
areas. After initial information gathering, the team can assess where the
information gaps are and assign specific follow-up data-gathering tasks within
the areas of technical background of team members. Decisions about who should
interview whom during the first round of information gathering is an internal
team matter. It is suggested that the background of team members be taken into
account vwhere useful in order to establish credibility and relationships with
different divisions of the institution.

+

E. Performance Categories

The performance categories to be assessed are listed below. Each performance
category 1is presented in a separate section which includes a definition,
performance indicators, and worksheets.

1. Organizational autonomy

2. Leadership

3. Management and administration

4. Commercial orientation

5. Consumer orientation

6. Technical capability

7. Developing and maintaining staff

8. Organizational culture

9. Interactions with key external institutions
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ORGANIZATIONAL AUTONOMY

DEFINITICN

Organizational autonomy is the insti
national government or other governmental or regulatory bodies. While no

unrestrained, this independence must exist to the extemt that the institutiogg
is able to conduct its affairs and meet jts responsibilities in an effective

manner with minimum interference and controls by other entities. c

tution’s degree of independence from thiﬂ:

-

Effective organizational autonomy is characterized by the power to makes
decisions about the following important matters: budget, revenues, hirin§E
levels, pay and incentives, control of personnel, institutional policiesm‘E
+ planning and construction of projects, and organizational goals.

An adequate level of autonomy is a prerequisite to the success of institutions

in this sector. €
. c
INDICATORS OF HIGH PERFORMANCE
€
1. Sets own organizational policies and goals and changes them as
" necessary to provide guidance and direction in achieving the €
objectives of the institution.
¢
Very Low Medium Very High d €
2. Develops strategies to achieve organizational goals "¢
: . |
Very Low Medium Very High
. {
3. Conducts such studies as may be necessary and carries out long-term
planning to meet the expected demands on the institution; approves ¢
and acts on such studies and plans, jncluding the construction of
recommended facilities. {
Very Low . Medium Very High
4. Prepares annual capital and operating budgets consonant vith needs
and available revenues; is successful in obtaining approval for the
budgets.
Very Low Medium Very High
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10.

Mo taULLDIIES  allu dmplemeltls  devels 0oL 1arirts and service charges

sufficient to meet costs.

Very Low ‘ Medium Very High

Maintains control over all revenues generated and collected.

Very Low ' Medium Very High

Establishes and maintains staffing levels sufficient to meet needs.

Very Low Medium Very High

Employs, discharges, disciplines, and promotes personnel within
established and approved guidelines adequate to institutional needs.

Very Low Medium Very High

Establishes levels of employee compensation, including salaries and
benefits, sufficient to attract and retain capable staff.

Very Low Medium . Very High

Determines own organizational structure including roles and
responsibilities of major divisions.

Very Low Hedium - Very High

W
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LEADERSHIP

DEFINITION

Leadership is the ability to inspire others to understand the institution’s
mission, to commit themselves to that mission, and o work tovard its
fulfillment. It goes well beyond proficiency in management skills. In order
to perform its functions in a competent manner, an jnstitution in any sector
needs to have effective leadership at many different levels.

Effective leaders serve as positive role models. They provide motivation for
managers and staff to perform their functions in often difficult and sometimes
apparently unrewarding contexts. Effective leaders help transform the
jnstitution by making it active, energetic, and visionary and by making the
sum of the parts greater than the wvhole. 1In effective institutions, such
leadership does not reside only with the top manager. Elements of it can be
seen at various levels of the organization, from the foreman level to the
general manager level, although these elements may differ slightly from level
to level.

The indicators below are generally written from the perspective of a generic
leader who can be at any level of the organization.

INDICATORS OF HIGH PERFORMANCE

1. Provides clear sense of mission; articulates mission; involves people
vith the mission so they get a sense of ownership of mission; gets
people excited about the mission, believing in it.

+

Very Low Medium Very High

2. Serves as a positive role model (e.g., honest, hard working, balances
people-needs with organizational needs, believes in hard work, is
enthusiastic).

Very Low Medium : : Vefy High

3. Has a sufficient level of operational knowledge to inspire trust.

Very Low . Medium Very High



10.

11.

Works hard and works overtime as required; gets out in the field or
visits other offices; is visible to the rank and file,

Very Low \ Medium - Very High

Demonstrates competence, is visibly interested in work.

Very Low Medium Very High

Is oriented tovard producing results which move work toward meeting
goals.

Very Low Medium Very High

Identifies clear performance standards and is strict but fair; gives
positive and negative feedback where due; disciplines where necessary
based on performance.

Very Low ‘ Medium Very High

Listens as well as instructs.

Very Low Medium Very High

Is active, has "we can do it" attitude; assertively makes decisions,
moves things.

Very Low Medium Very High

Maintains sense of balance between future vision and everyday opera-
tional matters ("keeping nose to the grindstone and eyes to the
hills").

Very Low Medium Very High

Demonstrates personal integrity (i.e., does not claim false overtime,
take money, or cut corners for personal gain); instills sense of
integrity in others.

-

Very Low Medium Very High




12. Shows sense of dynamism and energy in everyday contact with others.

Very Low HMedium ‘ Very High

13. Sets positive problem-solving environment (i.e., creates a sense that
uncovering problems is desirable and that creative approaches to
their solution are effective).

Very Low Medium Very High

14. Continuously guides technical staff on need to ensure that levels of

technology used by the institution are those which are most suitable

in terms of simplicity of operation and maintenance; monitors activi-
ties in this regard. :

Very Low Medium Very High
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MANAGEMENT AND ADMINISTRATION

DEFINITION

Management is organizing people and resources to accomplish the work of the
institution. Effective management is demonstrated by the capacity to get the
most out of the resources available (human and other) in a deliberate or
planned manner. Good managers have a clear sense of goals and priorities;
they know who to rely on to get a job done and how to delegate to them the
means to do it. Effective managers are avare of operational details; they
monitor the work and follow-up consistently. An effective management climate
is characterized by teamwork, cooperation and good communication among the
staff.

The counterpart to management skills is the existence and use of key admin-
istrative systems. These are the policies and procedures which regulate and
guide the actions of management. The mature organization has designed or
evolved effective sub-systems such as personnel, budget, accounting,
financial management, commercial procurement, and management information
systems.

INDICATORS OF HIGH PERFORMANCE

Management Skills and Capabilities

1. Managers have a clear sense of their own and others’ roles and
responsibilities. They communicate roles and expectations clearly to
others and involve them in the process of defining their roles and
responsibilities.

Very Low Mediun Very High
2. The mission of the organization is clear and understood by all

managers.

Very Low Medium Very High
3. VWhen asked, staff are able to describe clearly their responsibili-

ties. -~

Very Low Medium Very High
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11.

12.

Managers know how to plan and delegate to get work tasks accomplished
(tasks are allocated to the right people). Work planning is done with
staff involvement. People have a free hand to get work done and are
supported in doing it.

Very Low Medium Very High

Managers regularly set goals with staff and have a sense of priori-
ties. Goals are limited and realistic and mesh with organizational
mission and priorities.

~Very Low Medium Very High

Departmental/organizational objectives are clear and understood at
many levels.

Very Low Medium Very High

People are held accountable for getting work done.

Very Low - o Medium Very High

Follow-through on task assignments is done consistently. .

Very Low Hedium Very High

There is good communication within and among all levels; information
is shared openly.

Very Low Medium Very High

Managers set and use performance indicators (standards) to evaluate
wvork performance. They are understood at appropriate levels.

Very Low Medium Very High

Management maintains a climate of teamwork and cooperation among the
staff.

Very Low Medium Very High
Communication flows freely within and among departments at all
levels.

Very Low Medium Very High
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13. Managers at all 1levels wuse and are well informed about the
administrative systems.
Very Low Medium Very High
Management Administrative Systems
14. Administrative systems for the following functions have been
developed and are regularly used. (Note: rate each system for
effectiveness.)
a) Budgeting
Very Low Medium Very High
b) Commercial
Very Low Medium Very High
c) Accounting
Very Low Medium Very High
d) Procurement
Very Low Medium Very High
e) Management Information
Very Low Medium Very High
) Personnel
Very Low Medium Very High
- g) Maintenance Management System
Very Low Medium Very High
h) Stores, Supplies, and Inventory Control
Very Medium Very High

Low

Do
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COMMERCIAL ORIENTATION

DEFINITION

Commercial orientation is the degree to which actions in an institution are
driven by cost effectiveness and operating efficiency. The performance of an
institution’s functions should be guided and disciplined by a strategy to
achieve financial self-sufficiency at an appropriate stage of growth. This
orientation can be viewed at both operational and policy levels, and both
levels are important.. At the policy level, commercially oriented institutions
structure and stage investments, expenditures, and revenues to achieve
financial equilibrium annually.

Operationally, everyday activities are guided by quality standards and by
constant attention to cost factors. The institution strives to establish a
reputation as a financially well run business in the eyes of the financial and
outside community in order to obtain financial support for growth and to
maximize financial and operating autonomy. '

(Note: Commercial orientation may be more readily achievable by water
institutions but it is also important for vastewater institutions, even if
significant revenues are routinely derived through subsidies.)

INDICATORS OF HIGH PERFORMANCE

1. Maintains yearly balance between expenditures and revenues. Revenues
may be partly drawn from subsidies which are phased out according to

a planned schedule.
‘ ,

Very Low Medium Very High

2. Requires economic and financial feasibility for its projects and
other institutional activities.

Very Low Medium Very High

3. staff actions throughout the institution are guided by cost
effectiveness as well as quality standards.

Very Low Medium Very
: High
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Takes into account cost effectiveness when individuals and groups
plan and organize work. .

Very Low Medium ~ Very High

Honitors expenditures against approved budgets.

Very Low ' Medium Very High

Maintains attitude of consumer orientation throughout the institution
and is responsive to client needs and requests.

Very Low Medium Very High

Maintains clear, auditable financial records.

Very Low Medium Very High
Staff espouses a commercial orientation and thinks of their service
function as a business.

Very Low Medium . Very High
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CONSUMER ORIENTATION

DEFINITION

Consumer orientation is organizing and directing the seryices of the insti-
tution towards consumers. People who staff an effective institution in the
sector see serving consumers as their primary function.. All work, all
programs, all innovations are directed toward greater efficiency, effec-
tiveness, and equity in service to the consumer. Staff at every level are
awvare of this consumer orientation and see it as governing positively their
important daily operational decisions and actions.

Effective institutions in the sector have vorkable means wherein consumers can
interact with them. These may include emergency outlets or "hotlines" when
there are crises, clearly jdentified places where disputes about bills or
service can be arbitrated, ways that interested consumers can make suggestions
in overall policy, and so on. Creative and cost-effective ways are sought to
inform and educate the public. Where consumerism is not present, appropriate,
politically acceptable means are employed to attain an effective level of
consumer protection in the institution.

INDICATORS OF HIGH PERFORMANCE

1. Staff at every level demonstrate they are oriented towvard serving
consumers; when observed, their decisions and actions are clearly

driven by what is best for the consumer.

¢

Very Low . Medium Very High

2. There are identifiable mechanisms for consumers to interact with key
areas of the institution over important matters (e.g., emergency

hotline, bill disputes, service problems).

Very Low Medium Very High

3. There is clear evidence that the institution responds to complaints,
emergencies, and suggestions which consumers make.

Very Low Medium Very High

4. There are identifiable, ongoing, and effective measures to educate
consumers about institutional services and requirements.

Very Low Medium Very High
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The institution makes efforts to invite and evoke an effective level
of consumer participation (e.g., consumers bring concerns/complaints
to the institutions).

Very Low Medium Very High

There are concerted efforts made to project a positive image of the
institution to consumers. .

~ Very Low Medium Very High

The level of complaints from the public is relatively low.

Very Lov Medium Very High

103



TECHNICAL CAPABILITY

DEFINITION

Technical capability is the measure of the institution’s competence in conduc-
ting the technical work required to carry out the responsibilities of the
institution. Most of this technical work is performed directly by skilled,

qualified employees, but outside specialists whose work is supervised by the
institution’s staff may be used where appropriate.

INDICATORS OF HIGH PERFORMANCE

1. Consistently makes sound technical decisions and effectively serves
management by conducting technical studies and planning as requested.

Very Low Medium Very High °

2. Ensures effective control of the quality of the end product and all
other technical”operations.

Very Low Hedium Very High

3. Successfully completes projects which meet intended objectives in a
timely and economical manner.

Very Low Medium Very High

4. Ensures that technical tasks at all levels are completed properly.

Very Low Medium Very High

5. Develops and maintains staff with adequate technical skills to
perform needed services; promotes broader knowledge of aspects of
technology beyond the individual’s specific area of expertise.

Very Low Hedium -Very High

6. Uses or adapts technology which is suitable for the specific needs of
the institution and avoids temptation to use more exciting--but not
appropriate--technologies learned by staff who were trained in other
settings. '

Very Low Medium i Very High
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Maintains levels of in-house technical skills adequate for routine
technical responsibilities and sub-contracts to outside specialists
those tasks which are either beyond the institution’s own
capabilities or necessary to meet peak needs.

Very Lowv Medium Very High

Conducts practical research and experiments to improve existing uses
of technology for local conditions and needs.

Very Low Medium Very High

 Technical information is routinely shared among planning, design, and

construction units to ensure smooth technical coordination.

Very Low Medium . Very High

Technical staff members demonstrate a strong interest in technical
learning and keep up with new information in the field. )

, Vefy,Low_ Medium Very High
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DEVELOPING AND MAINTAINING STAFF

DEFINITION

Developing and maintaining staff include those activities directed toward re-
cruiting staff, providing skills to do the jobs and grow professionally, and
providing adequate job satisfaction and wages and benefits to retain competent °
personnel.

Effective institutions develop and maintain their personnel. This includes
both formal training programs and the informal training that occurs through
on-the-job training, apprenticeships, and job rotation. In addition to a
‘regular process -of skill transfer, effective institutions maintain staff
through providing sufficient incentives, compensation, employee benefits, and
promotion opportunities so there is a minimum of unwanted turnover. Institu-
tions that develop and maintain staff feel that people are their most
important asset. There is a constant emphasis on learning.

INDICATORS OF HIGH PERFORMANCE

1. Mechanisms exist and are utilized to promote skill transfer.

a. Organized skill transfer training programs (such as seminars or
demonstrations) are designed and used to meet institutional
goals.

Very Low Hedium Very High

b. There is an informal process (such as internship) to effectively
transfer skills.

Very Low Medium Very High

2. A clear process for determining skill needs exists and is the basis -
for designing training programs.

Very Low Medium Very High

3. Managers are actively involved in skill transfer and training, as
supervisors or through delivery of courses.

Very Low Medium Very High

4. Personnel express an interest in learning new ways of doing things.

Very Low Medium Very High



5.

10.

A system exists for developing competent managers and supervisors.

Very Low Medium Very High
The institution provides adequate incentives to maintain staff.

a. Salary levels are adequate to maintain personnel.

Very Low Medium Very High

b. The institution provides opportunity for social support (e.g.,
social centers and sports clubs).

Very Low Medium Very High

c. Employee benefits (pension, vacation time, sick leave, insurance)
are an important part of the overall compensation package and
together with salaries provide adequate incentives to maintain
staff.

Very Low Medium Very High

d. Employee turnover is at an acceptably low level.

Very Low Medium Very High

A clear system exists for hiring qualified personnel and firing or
disciplining personnel when necessary.

Very Low Medium Very High

Employees demonstrate good morale and openly state that the
institution is a good place to work.

Very Low Medium Very High

Attive Systems are in place for providing ongoing formal and informal
feedback to personnel about job performance.

-
-

Very Low Medium . Very High

Employees feel involved in and informed about the institution’s
activities.

Very Low Medium » Very High
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ORGANIZATIONAL CULTURE

DEFINITION

Organizational culture is the set of values and norms wvhich inform and guide
everyday actions. The culture forms a pattern of shared-beliefs and assump-
tions which translate into behavior which can be observed.

An organization’s culture is conveyed in a number of intended and unintended
ways. Although often unstated, cultural beliefs, behaviors, and assumptions
serve as a powverful means for defining and justifying organizational opera-
tions either in positive or negative ways. This will sometimes be expressed by
introductory explanations given by staff with the message "this is what we are |
about here." It will be unintentionally expressed in the tone of the message -
(excited, bored, harassed, organized). It will also be expressed unintention-
ally in the way facilities look. Are they clean, kept up, or in a shambles?

Another factor in corporate culture is how the institution has dealt with
change or crisis. When a major change has been introduced (new technology,
organizational restructuring, a new billing system, new leadership or
influential staff), people are often required to alter the way they operate.
It is important to know how the organization has responded to new systems or
personnel. Does it refuse to change, pretend to change, change superficially,
change only for a short term or in a distorted fashion, or does it realign its
forces positively to support innovation? An unhealthy corporate culture will
be highly resistant to any change; forces will line up to protect narrow self
interests (such as graft or petty bureaucratic authority) at the cost of
overall organizational health.

The organjzation with a positive culture has a clear sense of mission and
identity. This is often expressed by a majority of the employees in the form
.0f "legends about the organization" or messages about "who we are." In
positive terms, this often takes the form of a sense of pride in belonging to
the group and a sense of the history of the organization which is passed on
from old to new employees.

INDICATORS OF HIGH PERFORMANCE

‘1.  An observable team spirit exists among the staff.

Very Low Medium Very High

2. People express a sense of ownership and pride about working that is
communicated by such statements as "this is a good place to work."

Very Low Medium Very High
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Employees are able to articulate the history and legends of the
organization in positive ways. '

Very Low Medium Very High
Continuity in the organizational culture is maintained (even with
staff turnover at high or low organizational levels).

Very Low : HMedium Very High
Staff place a value on 'haintaining the physical plant (offices,
treatment plants, grounds) of the organization. Facilities 1look
clean, well maintained, and attractive.

Very Low : Medium Very High
Pover and status are defined as something the entire organization
shares in varying degrees, especially the status associated with
doing a good job. ’
Very Low Medium Very High
Sub-groups and alliances within the organization serve as a positive

means of informal communication and a rallying point in the
organization during periods of crisis or to support healthy change.

Very Low Medium Very High
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INTERACTIONS WITH KEY EXTERNAL INSTITUTIONS

DEFINITION

The institution’s capacity to influence positively and strategically those
jnstitutions which affect its financial, political, and legal ability to
perform is the essential characteristic of this categorys

Many entities in the external environment affect the performance of a
vater/vastevater jnstitution. These include the political (parent ministry and
legislative bodies), financial (lending sources and -budget/finance ministry),
and regulatory entities (municipal government, state government, health
ministry) which have an influence over operations. An effective organization
has the ability to influence and adapt to these external entities to achieve
its goals. This is accomplished by anticipating activities which might affect
the institution and establishing strategies to deal with them.

INDICATORS OF HIGH PERFORMANCE

1. Top management stays wvell informed about external policy, financial,
and regulatory issues and actions.

Very Low . Hedium Very High

2. Management maintains direct contact with the key individuals in all
important external entities..

Very Low Medium Very High

3. Specific strategies are formulated to influence poliéies,
legislation, and other activities to obtain necessary approvals and

resources.

Very Low Medium Very High

4. Programs are developed to influence the public in support of
institutional goals.

Very Low Medium Very High
5. Management adapts creatively to obstacles (e.g., supplements
inadequate salaries with other kinds of incentives). '

Very Low Medium Very High
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NATIONAL WORKSHOP
IRRIGATION MANAGEMENT TRAINING

LECTURE NO. 7:

HUMAN RESOURCE
IN THE ORGANIZATION

INTRODUCTION

Human Resource is thought to be the most important asset within the organization,
however, it seems to be neglected by its management. To overcome this weakness,
the organizations are expected to develop an effective human resources planning
systems to get the best possible productivity from their personnel.

Human Resources Planning must respond to the organization’s vision, mission, goals
and objectives through a careful linkage with its strategic and operational plans.

The Human Resources Planning is a process through which the management of the
organizations defines the right amount of people with the necessary skills to work in
the right places, at the right time, performing tasks that result in accomplishing the
organizations’ mission and goals.

There are several processes int he development and implementation of an integrated
Human Resources Planning system. Among others, there are:

1. Strategic planning which defines deliberate plans of actions taking into
consideration the future of the organization in a systematic way. The definition
of the organization’s vision, mission, goals, objectives, strategies, and others
are part of the strategic planning.

2. Definition of personnel requirements, including the number and kinds of people,
job descriptions, etc. to make sure that the organization has peopled needed for
the work to be accomplished along with clear and well defined position
descriptions, and work standards.

3. Planning for human resource development (HRD) which includes various
programs to guarantee motivation and high performance of the personnel. The
HRD is further described below.
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PLANNING FOR HUMAN RESOURCE DEVELOPMENT (HRD)

Planning for human resources development is the process whereby the organization
tries to determine the human resource needs and how to satisfy such needs.

HRD policy is very necessary and recommended as a prerequisite for any organization.
It provides guidelines for its management to make appropriate and consistent
decisions.

Human resource development (HRD) plan is defined as the blueprint which outlines the
organizational approach to providing personnel with appropriate knowledge, attitudes,
skills and physical attributes to perform at planned level of outputs.

HRD SPECIFIC OBJECTIVES

A publication of the World Bank and the United States Agency for [nternational
Development (USAID) entitled "lrrigation Training in the Public Sector : Guidelines" for
preparing strategies and programs, {Irrigation, 1989) provided the basis for discussing
this issue. This publication emphasizes two specific objectives for systematic training
programs. They are -

" ensuring that the management, technical and administrative skills necessary to
fulfill its objectives are developed and retained within the department; and

u optimizing the opportunity for personal development and work satisfaction
among individual staff members.

In 1887, an ICID meeting in Morocco reached the following conclusions with regard
to irrigation water management training programs:

L] programs should be developed in line with the organizational objectives based
on the assessment of the needs for training;

a they should be comprehensive and systematic to incilude the needs for
management, operating, maintenance and administrative staff;

u initial training of project operating and maintenance staff should be completed
before new works are commissioned;

L] water users and their associations should be taken into consideration when
developing training strategies;

u training programs should be as close to the field as is possible {irrigation
training, 1989). :



STRATEGIC DECISIONS IN PLANNING FOR TRAINING

The strategic decisions in planning for training recommended by the above guidelines
are described as follows:

. the goals, objectives and targets;
= the corporate mission statement;
= the functions and tasks to be performed by management & staff, consistent

with agricultural sector policies and structures;

" the relative priority of tasks, including coordination with other agencies and
users; )

L] the specification of requirements for training;

" the organization and implementation of the training program;

the budgeting for a training  program, periodically to be reviewed; and
the follow-up monitoring and evaluation of the training program.

Development objective

To achieve effective management, the relevant management authority of any
organization must first develop a clear statement of the mission or purpose of the unit -
- those functions the organization is to perform, and for which it is to be accountable.
Such a statement, sometimes referred to as a "Mission Statement” or "Corporate
Plan", should set forth the genera! philosophy and goals of the organization. It usually
provides, as well, general guidance on human and financial resources; physical
systems and technology choices; and information systems and performance
management.

Functions and tasks performed

] Agencies, farmers and water users - need to be clear about their own functions
and responsibilities and how to relate to the functions and tasks of others.

" Functions and tasks and responsibilities will be defined and set out in job
descriptions for managers and members of staff.

Priorities for critical tasks

u Priorities of tasks involved in irrigated agriculture will change over time. This
should be taken into account by HRD sector to design or adjust HRD plan.



Training program specification
" TNA methods and data

Organization and implementation of training

. Supervised on-the-job training
" Formal courses

= Workshops and seminars

" Study tour

" internship

Training facilities

. Training unit should be created at the department as well as a physical center
for research and training.

Budgeting for a training program should be a must within organization.

Follow-up and evaluation of training programs are considered the fundamental
condition to sustain the performance of personnel and the organization.

Additional activities should be part of the hrd plan

Recruitment/Selection

Socialization

Career development

Individual performance management
Compensation

Performance appraisal.

Individual performance management

Individual performance management comprises a set of activities by which an
organization identifies expected behavior and provides incentives for that behavior.

" The incentives may be both monetary or non-monetary
= These activities also control disincentives for non-performance

KEY FACTORS FOR SUCCESS OF A PERFORMANCE APPRAISAL OF STAFF

. Collecting information on actual performance of individual staff, based on the
job description;

" Structuring the performance appraisal scheme according to declared mission
and objectives of the institution;
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Establishing organizational, group and individual goals and standards
appropriately;

Developing appraisal techniques;
Training appraisers in user of appraisal techniques adopted;

Conducting appraisal in two way communication: both the supervisor and the
staff must discuss openly and seriously the performance results: Emphasize
strengths and weaknesses in a very constructive way;

Selecting with the respective staff indicators which are easy to identify and
observe;

Establishing strong management commitment. This means producing regular
performance appraisal and reports to decide on staff development, promotion
and career development, merit awards, etc.

Ensuring performance appraisal is not confidential and subjective. This exercise
should not become just simply or formally, but an activity to reflect on staff real
performance and assess ways to help him or her to do better job and increase
motivation. :

REFERENCE

Irrigation training in the public sector: guidelines for preparing strategies and programs.

World Bank and United States Agency for International Development,
Washington, D.C., 1989. :
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Summary

Using the guidelines presented in this document, senior management of irrigation
organizations in developing countries should be able to develop a systematic training
approach for managers and all levels of staff which will lead to improved performance of
their irrigation systems. This document is not intended as a detailed blueprint: it provides
. general guidance. This is because conditions and policies in each country are different and
often unique. Senior managers of national irrigation organizations are the only people who
can make the key decisions necessary to develop a workable training strategy for their
country. This document presents a rationale and a framework to guide senior managers as

they establish training appropriate to their countries.

The rationale is based on training to achieve performance objectives. Irrigation systems
performance cannot be adequately measured by a single parameter. A combination of
indices—how little water is wasted, how equitably water is distributed, and how responsive
the irrigation service is to farmers’ requests and crop needs, and finally the capability of
the broader institutional environment—reveal how well a system is operating and whether
a high level of performance can be sustained. Strong irrigation organizations with effective
means of communication, clear lines of authority, and well-established systems of
accountability will enhance system performance in the field beyond gains that can be
anticipated from training alone. Through changes in such areas as legislation and inter-
institutional relationships, the broader institutional environment must be strengthened to
support new development objectives.

A wide range of irrigation training programs exists in many countries. Most of this
training is intended to strengthen the technical skills of planning, design, and field staff.
Much of it is financed by project loans and is thus restricted to certain staff in those projects.

The ad hoc irrigation training received by relatively large numbers of staff has not been
well coordinated within countries. One level of staff may be trained but is unable to apply
new information and skills in the field because physical structures are inappropriate, or
complementary staff at higher or lower levels do not understand or support the innovations.
Very little training has been designed to improve the general management of irrigation
operations.

A more systematic and comprehensive approach to training will benefit irrigation
departments in two ways . First, they will be able to provide more effective irrigation
services in the short run. Second, they will be able to respond more rapidly to the changing
conditions surrounding irrigation activities. Department-wide training also gives senior
management greater control over the agency.

A systematic training strategy (or human resource development program) has specific
objectives: ' '

s To ensure that management, technical, and administrative skills necessary to fulfill .
the charter and objectives of the organization are developed and retained within the
firm or department; and
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* To optimize the opportunity for personal development and work satisfaction among
individual staff members. '

Such programs provide all employees in the enterprise or department with access to
appropriate training at crucial times during their service. The training activities are
designed to build up the technical and managerial proficiency of the organization, make it
more flexible and adaptable, and strengthen the commitment of its staff.

Systematic department-wide training simultaneously improves individual technical skills
and prepares senior and middle management to run the department at a much higher level
of efficiency and effectiveness. It may also include training to help senior management
coordinate the activities of the department with those of related institutions, such as
agriculture departments, which frequently share responsibilities in the irrigation sector.

A training needs assessment helps an irrigation department to evaluate the range of staff
skills and management capabilities and th'z gaps between these skill levels and those
required to achieve specified management and performance standards, and to determine
which managers and staff to train and on what subjects. The steps for conducting such
assessments are included in Annex B.

The types of training most suitable to irrigation departments are in-service training (to
strengthen capacity in current positions), adjustment training (to help staff develop new
skills for either the same or different positions), and project training (to train staff in
logical groups). These can be accessed through a wide range of training methods: supervised
on-the-job training, formal courses, workshops and seminars, study tours, and internships.
Workshops, seminars, and study tours can be particularly productive training devices for
senior staff if care is taken in their planning and execution. Training for senior managers is
an important means of creating new strengths in old departments and equips them to meet
new organizational challenges.

External organizations and training consultants can assist in implementing the procedures
outlined in this document, but a continuing commitment of senior management to systematic
irrigation training is absolutely essential. A well-defined, systematic training strategy can
form a good basis for demonstrating to domestic and external funding agencies the need for
support for training and the assurance that additional investments in training will lead to
improved performance of irrigated agriculture.

It is suggested that following national reviews of how to improve the operation and
maintenance of irrigation systems, national workshops. should be held to set the framework
for a training strategy for all levels of management and staff.
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Irrigation Development
and a Human Resources
Development Strategy

Accomplishments and Challenges

Public irrigation has contributed increasingly to satisfy national and international needs
for food security. From 1964 to 1984, net irrigated areas of Asia, Africa, and South America
grew by 40 percent, from 111 to 156 million hectares. This growth has yielde!i remarkable
results. Cereal production in developing countries increased at an average annual rate of 3.4
percent through the 1960s and 1970s, two-thirds of which came from irrigated land.
Countries such as Bangladesh and Indonesia have doubled the production of rice, their -
staple crop, within fifteen years, while India is now a net exporter of wheat. It is difficult
to imagine how the world would have avoided a food crisis without these recent gains in
food production made possible by irrigation. Irrigation has been the main stimulus to
additional grain production in many developing countries.

Under the combined pressures of rapid population growth and economic constraints in
many countries, such as India and Thailand, expanded irrigated agriculture has met the
increased need for domestic staple products. To finance this expansion, these countries have
regularly invested in irrigation over three-fourths of public moneys designated for
agricultural development. The World Bank, the Asian Development Bank, the Government
of the United States, and the Government of Japan invested at a combined rate of about US.
$1.5 billion per year during the 1970s and early: 1980s, with much larger investments by the
developing countries themselves.

An expansion of this magnitude and duration can be expected to reach a point of
diminishing returns. The remarkable benefits of irrigation are now more clearly seen as
costly in several ways. The cost of new construction has increased sharply and many of the
newer systems are deteriorating faster than expected. These problems are not really new, but
during the past two decades irrigation departments have not sufficiently addressed the
changing needs of irrigation. Similarly, research programs have not kept up with the needs
of irrigated agriculture, and training has rarely been able to link research and world-wide
experience with the realities of local operations.

As a result of these factors, it has become much more difficult to attract money for
investment in irrigation. Irrigation finance extended by the World Bank, the Asian
Development Bank, the United States, and Japan in 1986 fell to barely half that of 1981 in
real terms. The necessity to sustain crop productivity and financial returns on often
considerable investments has highlighted the need to operate and maintain irrigation
schemes in a more effective and efficient manner.

The way to sustained productivity has been shown to depend on two factors: first, the
capacity of irrigation organizations to meet the technological challenge of environmental
problems, such as the scarcity and cost of developing new sources of water or the increased
salinization of irrigated lands; and second, the ability of technical and managerial staff in
these organizations to adapt to changing circumstances, such as crop diversification, and to
ensure that their irrigation systems continue to be productive. In view of these factors, the
effective operation and maintenance of irrigation systems are clearly most important. This in
turn must focus attention on the effective management of human resources of each irrigation
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department to reach production goals while safeguarding the significant investments these
systems represent.

In the coming decade, one of the most important challenges to irrigation organizations
will be their ability to use their technical and managerial resources effectively. To this end,
irrigation departments must include training as an integral function of their operations and
maintenance plans and include comprehensive human resource development as part of their
long-term strategic planning.

Some management teams are already beginning to assess management and staff
performance as a major factor in irrigatibn system performance. To help them formulate a
systematic approach to training, they are asking some fundamental questions:

* How can training be instrumental in raising production from irrigated land? Who must
be trained ? In what skills must they be trained? When is the training beneficial?

* What is the relationship between training and the overall performance of irrigation
organizations?

* What improves the level of individual performance? To what extent will personnel
motivations be affected by changes in the incentive structure, opportunities for career
development, and styles of management?

* What kind of training strategies and programs should be formulated for managers and
all levels of staff?

¢ How can you identify training needs?

* How can the institutional environment be made more compatible with attaining the
intended development objectives? and

* How can the effectiveness of training programs be assessed?

Systematic and Department-wide Training

The present widespread interest in irrigation training is a natural consequence of the
increased attention given to irrigation management around the world. The need for training
and research in irrigation systems was discussed and debated at the first Technical Advisory
Committee (TAC) of the Consultative Group on International Agriculture Research in
January, 1971. At the 1987 ICID meeting in Morocco, 33 papers on irrigation water
management training were presented by 19 countries (Boumedil, 1987) and participants
reached five main conclusions during the 1987 ICID meeting with regard to training:

* Programs should be based on an assessment of the needs for training and developed in
line with the organizational objectives;

* Programs should comprehensively and systematically enhance the skills needed by
management, operating, maintenance, and administrative staff; :

* Initial training of project operating and maintenance staff should be completed before
new works are commissioned; :

* Water users and their associations should be taken into consideration when
developing training strategies. This may require complementary training programs on
their behalf; and

¢ Training programs should be conducted as close to the field as is possible.

Most irrigation training programs seek to upgrade the technical skills of individuals in
the field.. While this is useful in many cases, evidence is accumulating that most staff
already have the skills needed to carry out their assignments. They may, nevertheless,
carry them out poorly, or fail to attempt them at all. Some reasons for these failures are
lack of clear supervisory direction, physical conditions that prevent successful execution of
the work, lack of commitment at various levels of the department, uncertainty regarding the
purpose of the job and opposition from important constituents including farmers.

Relationships within the department have a major impact on the effectiveness of
irrigation staff. In many countries, however, field-level staff develop closer, more dependent
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relationships with local farmers than with their supervisors in distant central offices.
Moreover, a wide range of factors, for example, low salary scales, work against the
department orientation of staff. «

Few irrigation departments have systematically helped their staff to contribute to the
overall effectiveness in meeting the mandate of the department. Those that have done so
possess a force of people who are able to project strongly the objectives of the department.
The key strategy is to develop staff at all levels who are motivated and able to carry out:

o their-own technical jobs; ' '

o ' the development of subordinate staff;

« activities useful to the internal functioning of the department; and, in some cases,
o collaborative activities with other organizations in the irrigation sector.

Most managers of public irrigation departments recognize the new challenges before them,
and are aware that training must go far beyond the periodic upgrading of technical and
managerial skills. For example, substantial farmer participation in tertiary irrigation is
well accepted in many countries, and senior managers increasingly accept the need for a more
direct means of financing operation and maintenance (O&M) activities. Public planners in
Brazil and several other countries realize that the management of irrigation by “District”
organizations of farmers can be more effective than public sector schemes.

A training strategy that focuses on only one aspect of irrigation cannot lead to system-
wide improvements. Comprehensive changes can be achieved through a training strategy
that addresses the needs of different categories of managers and staff, as well as those of
clients. It will also depend on the rejection of an assumption of individual training as a one
“time event. In most instances, upgrading skills will require much training, including formal,
informal, in-house, and training center experiences. The order in which these training
experiences are provided, and the role to be played by management in reinforcing the
outcomes, are issues which should be carefully considered by those in designing a training
strategy.

To develop a successful training strategy an irrigation department must: '

« Determine which irrigation system constraints can be most successfully addressed
through training;

o Identify the training needs of specific categories of managers, staff, and users;

o Select and design appropriate training segments and methods for each target group
identified;

e Determine the logical sequence of training segments and create an appropriate
schedule; .

« Decide on the institutional location of the training function and the physical location
of the actual training;

« Integrate training into the budget process; and

« Plan for follow-up, monitoring, and evaluation of training investments.

Training for Whom?

A successful training strategy must have explicit boundaries, the most important of which
is careful identification of the people to be trained. In most countries, many organizations
and people are active in the irrigated agriculture sector. The most prominent of these are
discussed below. They are:

« Irrigation department and project staff with primary responsibility for designing and
operating the systems (for example, line irrigation departments and project
authorities);

o Staff of other organizations with irrigation-related responsibilities (for example,

~ agriculture departments, public administration, universities).

« Farmers who are responsible for water management at the farm level.
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Irrigation department staff

These guidelines propose strategic training choices appropriate for public-sector
organizations that have primary responsibility for irrigation. These are departments that
finance, plan, design, construct, operate, maintain, rehabilitate, and modernize irrigation
systems. Their objective is to increase agricultural production and related benefits. They are
not normally involved in agricultural activities such as research or extension, although in
some countries they provide such services as input and output marketing and credit.

Irrigation departments! usually have large staffs and well-defined bureaucratic
structures. Frequently, the structures have evolved over a very long time, giving a
permanence greater than that enjoyed by most other government entities. Because of the
rather specialized technological content of work of irrigation departments, their staff tend
to develop strong internal bonds, but have relatively weak linkages with related
departments or with the farmers they serve.

Staff from irrigation-related organizations

Irrigation endeavors are enhanced or diminished. by the activities of staff in irrigation-
related organizations, such as agriculture departments. In some countries, these staff have
responsibility for irrigation at the farm level, and their training needs are quite obvious.

Training programs for staff of agriculture departments, command-area departments, and
similar organizations active in the irrigated agriculture sector are numerous and in many
cases ‘effective. They may need strengthened capacity in irrigation-related matters. But
their obligations and expected output are not the same as those of irrigation departments,
and irrigation functions normally comprise a relatively small part of their mandate.
Training needs of these organizations should be seriously addressed in the context of their
own departments, not the context of the irrigation departments. Such training is not directly
addressed in these guidelines. However, to ensure that the objectives, strategies, and
programs for training in the related organizations are mutually compatible and supportive,
liaison among the involved organizations is essential.

Farmers

Managers seriously interested in upgrading the quality of the work of their department in
the irrigation sector may be surprised to find only passing reference in this document to the
critical role of farmers and the need to upgrade their performance. A companion report,
focusing on training for water users, is envisioned for the future. But as a first step, the focus
On requirements of departments for training is appropriate because:

* lrrigation departments clearly have a mandate to provide irrigation services and to
recruit and train large numbers of people to that end;

* Departments charged with managing water will be expected to “put their own houses
in order” before attempting to upgrade the skills of farmers; and

* Governments directly disburse funds to irrigation departments, not to farmers, and
need to know that these disbursements are cost-effective.- '

»

L. Public institutions of irrigation to which these guidelines apply include ministries, departments,
agencies, special authorities, offices, boards, administrations, projects, and schemes. For simplicity, this
report uses the texm “"department" throughout to refer to all public-sector irrigation institutions.
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Developing a
Training Strategy

Performance of Irrigation Systems and Agencies

There is no sirgle criterion to describe “good” irrigation. The traditional measure of
irrigation efficiency—the percent of irrigation water productively used by the crop—can be
an important gauge, but has little relevance under conditions of abundant water resources.
These conditions are often present when irrigation supplements rainfall, as in the case of
main-season rice.

A second criterion is the agricultural output per unit of water supplied. This is a good
measure of the value of water, but variation-due to fluctuations in rainfall and varying crop
practices reduces its utility as a measure of how well a system works. And because it can be
estimated only after harvest, it offers little practical value in guiding day-to~day irrigation
decisions.

Most irrigation managers have come to accept a combination of at least the four following
measures in assessing how well their systems operate:

« The amount of water wasted from the system (the inverse of irrigation efficiency),
because the supply of water is frequently limited and wastage is apparent;

o The effectiveness of irrigation in promoting farmers’ objectives (for example, planting
earlier, producing higher yields, producing a second crop); ,

o The degree of equity in water supply throughout the system; and

e The frequency and extent of repair and rehabilitation work required to the system.

Several other criteria often found useful are the following:

* The prevention of uncontrolled flooding; '

¢ The effectiveness of drainage systems;

e The avoidance of salinization;

« The conjunctive use of surface water and groundwater sources;

« The extent of participation of water users in water regulation; and

¢ The cost of operations in relation to services delivered.

None of these measures is easily quantified under field conditions. Water flow
measurement, required for the first two items above, is rarely carried out in a sufficiently
reliable manner to be a useful measure of how well systems operate, especially at the
secondary or tertiary levels. Assessing how well farmers’ objectives are achieved is
somewhat subjective and may involve crop yield estimates, which irrigation staff are not
normally qualified to make.

Nevertheless, it is important that managers and staff of irrigation departments have
performance targets to guide them. On the one hand, these targets should be as specific as
possible and should exclude factors over which they have little control, such as crop yield
levels. On the other hand, they should be flexible, taking into account variability in
climate, soils, crops, and cropping intensity.

One such performance indicator is the degree of equity in distributing water throughout
the network. Systems are normally designed to supply roughly the same per-hectare water
flows to all units within the command area. Operations staff can be responsible for
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achieving this objective, within the limitations imposed by the physical system and water
availability. Equity at various bifurcation or offtake points does not necessarily mean
accurate and continuous flow Ineasurement; it only means that there is ljttle sustained bias in
over- or under-irrigation in different parts of the system.

* Department staff cannot Ineasure or control water flows accurately enough to
implement a plan leading to higher performance;

* Variation in water flows is 50 great and unpredictable that it is impracticable to put
any standardized water distribution plan into operation;

Institutional and Human Factors

are strongly. influenced by those few farmers who stand to benefit from disorganized
distribution; -

* Farmers generally may interfere with operating systems, particularly if they have
not been consulted in the design; :

* There is so much variability in crops and cropping practices that it is unlikely any

- Plan would serve the interests of enough farmers to justify implementation; and _

* Implementing a water distribution plan would inevitably bring department staff into
conflict with staff of other organizations.

When present, these factors certainly limit the performance level at which systems can
operate. It is unrealistic to train field staff under ideal conditions and then expect them to
produce optimal results within systems that are handicapped by several of these factors,
Nevertheless, old and partially deteriorated Systems sometimes operate at relatively high
performance levels despite their generally poor condition.

A strategy for high performance irrigation should not rely exclusively on the efforts of
operations staff. The department should orient and strengthen the design staff so that the
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systems are designed to be easier to manage and flexible to serve changing requirements.
Thus, training that leads to higher performance levels must include the planning and design
staff, in addition to operations managers and staff.

Training programs designed only to help stafi overcome their technical limitations
overlook the institutional constraints that. managers, staff, and departments face. For
example, low salary scales or frequent transfers are department characteristics untouched by
training programs. Similarly, irrigation responsibilities in most countries extend to two or
more organizations which may work at cross-purposes. Agriculture and irrigation officers, for
instance, sometimes act on quite different assumptions regarding cropping patterns and times
of planting. Furthermore, the absence of effective water users groups will inhibit the
development and implementation of efficient and equitable water distribution plans.

The Department Context for Irrigation Performance.,

Irrigation departments often perform poorly because of internal institutional constraints
and weak linkages with other organizations. Improvements in irrigation system performance
must begin with the irrigation department itself. Another important aspect is the
relationship between the department and water users and approaches to training farmers.
These will be the subjects of a future document..

The department context

In countries with extensive irrigated agriculture, irrigation organizations are among the
strongest agencies of government. Sometimes, as is the case of Thailand, they enjoy the
highest level of patronage and dwarf other departments in their ministry. Their staff may
receive higher salaries and other perquisites unknown in other government agencies.

Irrigation departments have often become large bureaucracies with permanent staff
stationed at many levels from rural village offices to cabinet posts. Irrigation officers in the
field are frequently the most accessible government contact for farmers. In irrigated areas
they are usually far more numerous than are agricultural extension or land revenue officers.

Irrigation department staff assignments tend to be fixed in terms of focus and location.
Project design staff usually are housed at the headquarters of the department where they
plan new systems based- on engineering principles and department norms. Operations and
maintenance (O&M) staff in the field are responsible for running and repairing systems after
construction is completed. There is often little interaction and almost no rotation of staff
between these units. Systems designers may make plans without the potentially valuable on-
site knowledge of O&M personnel, and Q&M decisions may have to be made within the
constraints of an inflexible design. Consequently, departments do not usually consider a
sufficiently wide range of design or operating options.

Department issues

It is not necessary for these guidelines to list all of the issues with which irrigation
departments cope. But it is important to discuss several internal issues that condition and
determine staff performance and thus affect irrigation system performance:

o Inadequate or misleading information. When the operation of main canals is based
upon allowing specified flows at various reaches.along the canal, it is important that
the- measuring systems work well and that the data are recorded and acted upon in a
timely way. But frequently these data cannot be relied upon for operational purposes.
Similarly, topographic data is rarely complete or accurate enough to permit optimum
system layout and design. _

o Conflict with farmers. The relationship between irrigation departments and farmers
is frequently antagonistic. Farmers seek political support to oppose department
decisions which were often made without consuiting farmers in a meaningful way.
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The field officers bear the brunt of this ill will, even though it is usually department
policies that are under attack. '

* Conflicts with other organizations. These often arise, when, for example, an
agriculture department recommends a cropping pattern which is inconsistent with the
water delivery schedule planned by the irrigation department.

* Weak control over dispersed staff. The widely dispersed, poorly paid, and
infrequently supervised irrigation officers develop strong relationships with local
farmers. This is a potential strength for the department if it values farmers’ views
and can act on them. But it frequently leads to a situation in which department staff
act, at least to a degree, as farmers’ agents. This relationship creates a climate in
which some farmers may pay extra compensation to department staff, thus destroying
the possibility of an equitably implemented water distribution plan.

The traditionel definition of department performance

Irrigation departments traditionally have given high priority to technical competence.
They place emphasis on solutions that are technically correct and efficient, and can be
administered without undue delay or difficulty. These qualities are particularly
appropriate where the water is very limited and strong rules govern equitable sharing
arrangements.

These priorities have, in turn, shaped the character of the departments themselves.
They tend to be somewhat inward-looking, favor strong technological and administrative
orientations, and have a straightforward focus on water as an input. Irrigation departments
have been comparatively less interested in joint efforts with other departments, new and
untried solutions, and the outputs from water use. It is no surprise, therefore, that few
irrigation departments have an ongoing research program analogous to that of most
agriculture departments. :

The administrative character of irrigation departments is perhaps their most significant
attribute. It promotes highly centralized decisionmaking and emphasizes implementation of
predetermined plans, with little delegation of authority. These departments run almost
automatically, with few day-to-day decisions required except during times of crisis or
change, when they are made at the highest level. Key staff skills include the ability to
pass orders downward, handle papers smoothly, and help the unit function smoothly
without the intervention of higher level officials.

Irrigation departments are custodians of a valued public resource—water—which is
distributed according to a plan. Their responsibility is not unique; many agricultural banks
and extension departments treat credit, seed, fertilizer, and information in much the same
way. In general, they view as their mandate the provision of these resources in accordance
with governmental programs and rules that usually specify the rates of supply to different
locations over a given period of time. Performance is evaluated in terms of how well these
requirements are met.

These characteristics have shaped the evolution of departments. They have strengthened
those departments with relatively unchanging programs over the years, but have made it
more difficult for them to adapt to new conditions.

The changing definition of department performance

Many departments, particularly in East Asia, have come to realize that the main issues
which affect the irrigation sector have changed significantly. They have begun to question
if the traditional roles and responsibilities of the department and its staff are adequate to
meet the present and probable future needs of the sector. Specifically, some irrigation
leaders are looking for greater managerial content in training programs and a focus on the
needs of water users and the productivity of their farms; issues that are discussed below:
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o Managerial capacity is obviously present in all departments. In some, however, it is
being encouraged as a way of introducing greater flexibility in applying rules.
Accordingly, more decisionmaking authority is delegated to lower-level officers. In
some cases, the rules themselves have been revised; for example, to accommodate the
need for changing target rates of flow for different weeks or locations. This calls for
fewer centralized and predetermined rules and greater day-to-day local management.

e Client orientation has become the hallmark of the communal irrigation program of
the Philippines National Irrigation Administration (NIA), an effort to get farmers to
take on much greater responsibilities in operating, repairing, and financing systems
under the direct control of NIA. Formal mechanisms for communicating between the
department and farmers were required as a first step..Other irrigation departments
are finding that a more- explicit client orientation helps protect them to some extent
from farmer opposition, often supported by local politicians.

« Focusing on results means giving attention to the effects of irrigation, not just to the
supply of water as an input. Monitoring of cropping patterns, dates of planting, and
yield levels are important to this approach, although the irrigation department does
not need to do all the monitoring itself. It may make fuller use of data collected by
other departments and also help them to collect information in ways which later
will be more useful for irrigation purposes.

The changing definition of performance referred to above requires many institutional
adjustments in the department itself. Most are relatively small steps in themselves, but
require a substantial commitment to change the way the department perceives its role and
conducts its business. For example, to achieve greater farmer involvement in operating and
financing systems would require new mechanisms for meeting with farmers on a regular and
structured basis. More delegated decisions would require some reallocation of responsibility
and authority to the field in order to reduce the travel expense and time required to reach
an appropriate decision.

It is an oversimplification to characterize all irrigation departments as traditional—
administrative, self-centered, and input-oriented—and unresponsive to change. However,
under present and future circumstances, improved irrigation performance will be more likely
for those departments which become increasingly managerial, client oriented, and focused on
results. In considering these changes, senior department officials need to evaluate the
institutional environment of the department—not just its physical systems—and how
effectively the department is structured to deal with it. - '

Today’s irrigation environment is more complicated and dynamic than ever before. The
political environment is more responsive to the demands farmers make of the department.
The economic environment has changed as self-sufficiency in food has largely been reached
in some of the most important irrigated countries. Farmers may look to irrigation not so much
as an input to raise yields but as a means to shift the cropping season to different months, or
to increase the wage rate of daily labor. Unintended harmful effects of irrigation, such as
the risk of salinization, must be dealt with rapidly and seriously.

In considering these and other changes, the senior management of an. irrigation
department seeks to match the new conditions with an appropriate strategy. A central
element of the strategy is a systematic approach to staff training. Without it, management'’s
intentions are unlikely to be fulfilled.

The Need for Systematic Training in Irrigation

Staff training is now universally accepted as an essential element of organizational
“management.” With respect to irrigation management, Robert Lenton (1988) has proposed
the following definition: '

“Irrigation management is the process in which individuals set objectives for irrigation
systems, establish appropriate conditions, and identify, mobilize and use resources so as to
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attain these objectives, while ensuring that these activities are performed without causing
adverse effects.”

Training for irrigation normally includes pre-service, university-level preparation for
technical staff who are then recruited by the department; post-graduate courses on special
aspects of irrigation; staff college training; orientation for newly inducted staff; short-term
refresher courses; specialized courses; training linked to a specific project or system; on-the-
job training; international short-courses; and seminars and conferences either within or
outside the country. ' o

A recent department—wide‘training survey in Sri Lanka found that the number of
professional people trained in recent years equaled the total number of professional staff in
the department; while training opportunities at the operational or field technician level
‘were equal to about one-third of staff. The survey also found that the training offered by a
wide range of institutions, universities, and international organizations was not effectively
coordinated, nor was any central record or personnel inventory kept of those who had
undergone training. These results are probably similar to what would be found in irrigation
departments in many other countries.

The survey revealed that international organizations partially finance a high proportion
of the training courses most of which were offered and funded through specific projects. Such
short-term, specific training was aimed to improve the effectiveness of design or O&M staff
assigned to operate a system, but could not seriously attempt to improve the way the
department itself operated. Few of these training activities were related to or supported
each other.

Categories of Training

“Training” encompasses a wide range of planned activities designed to strengthen the
performance of managers and staff. Three types of training that would be included in a
systematic training plan as proposed by these guidelines, and their relevance to different
situations, are presented below. The distinctions among them are rather arbitrary and in
some respects they overlap.

In-service and maintenance training

This is intended to maintain staff skills at given levels of proficiency. It may be called
short-term, routine, continuing, in-house, or on-the-job training for existing or new staff
members. Its objective is to strengthen the technical skills of staff when they join the
department or are to be upgraded. In-service training is not usually intended to impart more.
skills than are required for the positions currently held. It may be used to certify continuing
or increased staff proficiency within the same career path.

In-service training is closely linked to the vocational training staff usually receive as
part of their pre-service, formal education which qualifies them for employment. At the
time employees first join the department, their skills should be assessed and recorded. New
employees should then be listed for the particular in-service training activity or activities
which address their shortcomings. This procedure may be repeated periodically to keep
staff abreast of their fields and closely responsive to the requirements of senior management.

In-service training frequently is seen by staff as a path to promotion. When this happens,
it often becomes only a tool for personnel management rather than as a means to improve
performance. At worst, in-service training is used temporarily to relieve operating units of
unsatisfactory staff.

Adjustment or reorientation training

This may be required following changes in policy or technology when irrigation staff may
be called upon to undertake new jobs for which they are not adequately prepared. In the
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1970s, the National Irrigation Administration of the Philippines decided that the Water
Management Technologists of its Upper Pampanga River Project should advise farmers about
agricultural matters. Training was needed in agricultural extension skills. Some irrigation
systems in Thailand are now equipped with double-gated outlets. Training was required to
use the outlets as designed. Irrigation staff in many countries are increasingly expected to
bring farmers into compliance with, or at least acquiescence to, water-related matters. For
the success of these and many other examples of change, training must be redefined to bring
staff capabilities in line with new departmental objectives. This is adjustment training.

- Adjustment training is usually carried out through one or more of three formats:

¢ Specialist training is short term and may be carried out through special courses at
local institutions. Regional or international experts may be brought in to supplement
local experience, if needed. Study tours are an example of specialist training for
-adjustment purposes. Superintending engineers from India have gained new
perspectives on farmer-managed irrigation through well-prepared visits to other
parts of India and to the Philippines and Indonesia.

* Refresher training is a course of study in the staff person’s field of basic qualification
that will introduce new concepts as well as reinforce earlier training. The refresher
training should focus on the skills needed to perform the newly designed job properly.
Refresher- training is usually of relatively short duration and includes some
theoretical background.

* Retraining is needed when a staff member is moved from one type of job or career
stream to another. This frequently happens when there is a significant shift in the
mandate of the department, or when certain phases of organizational development
are complete. Some irrigation departments have retrained design staff to operate
irrigation systems when a permanent slowdown in new construction is anticipated.

Project and task force training is a special category of in-service training that is
particularly appropriate for pre-commissioning training of staff not yet in place for new
projects. Assessments of training needs for new projects differ from the TNA procedures in
Annex B, because new projects focus on the whole range of irrigation skills, and not just those
skills related to performance requirements. Assessments for new projects must also evaluate
the employment pool and the capacity of relevant training institutions to provide the
necessary training within the desired time frame. It is usual to distinguish between training
for the construction phase and, at a later stage, training for operational and maintenance
work.

Unlike adjustment training, which is undertaken concurrently with operational activitics,
project and task force training should be carried out so that all aspects of the scheme will
take shape in accordance with a systematic plan and with necessary staff properly trained
in all aspects of the project. The required numbers of staff and their training needs depend on
the institutional design of the new scheme. There are generally three alternatives:

* Projects wholly under the irrigation department;

¢ Projects with the more traditional joint management (government and farmers); and

¢ Projects intended to be managed by farmers. Project training has to be built into the
whole process of project planning.

Task-force training is a form of project training in which the key staff to be invoived in
an aspect of the project receive training as a team before that aspect of the project begins.
Task force training strengthens interaction among the various team members. Management
training is an important part of a successful task-force approach and is being tried in some
projects, including some under the Department of Irrigation in Nepal. The main problems
encountered with task-force training are difficulties for the department in scheduling teams
of staff to be availdble for training at the same time, and in devising new training
methodologies based on team participation.
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Purpose of Current Training

Training for operations and maintenance

Most irrigation department training in recent years has been designed to provide the
skills and knowledge with which staff (and farmers) can direct or distribute water. These
programs have focused on the measurement and control of water flows in operating systems.
They have emphasized the use of ‘measuring devices such as double-gated offtakes,
monitoring of canal flows, estimation of crop-water requirements, and some of the principles
of canal design on which flow measurement is based.

In the last decade these training efforts have been broadened to help field staff assess
how well or badly the systems operate. Some training emphasizes rapid appraisals of the
system, which include not only water distribution, but also crop productivity, farmer
satisfaction, and other factors related to irrigation. :

Training for planning and design

In recent years, some attention has been paid to training design staff. This training is
intended to upgrade the quality of irrigation planning and design, which in many countries
is still excessively time-consuming and costly and frequently results in systems that are
difficult to build and operate. Systems built 50 or more years ago are now generally regarded
as better designed than those designed more recently.

Staff designing irrigation systems must often depend on remarkably misleading and
incomplete information on the topography and other parameters on which their design is
based, and they have little experience in relating engineering principles learned in the
classroom to real conditions in the field. Due to the unprecedented pace of irrigation
development, however, they must turn out designs faster than ever. Training to bring closer
awareness of field conditions into the design process would be particularly valuable.

General observations

First, training programs are often project-specific. Because they are normally financed by
external organizations as part of project loans or grants, the national departments may not
have local funds for more general training. Thus, the benefits of training are found largely
within the limited projects and do not benefit the department as a whole.

Second, this training usually focuses on the technology of irrigation: how to design
systems and how to move water through them. There is growing recognition that irrigation
technology must also take into account environmental considerations and sociological
characteristics such as farmers’ behavior. Current training continues to focus mainly on
strengthening staff competence in the technical aspects of design and operation.

Third, conventional training focuses on staff in discrete, hierarchical levels of a
department. The ability of trained staff to put into practice what they have learned is
often limited by individuals in posmons above or below them, who often remain outside the
scope of the training.

-Technological training in water management should remain a very important part of the
total training strategy, for ultimately the primary benefits of irrigation are closely .
associated with the physical distributioni of water and how well that distribution matches
the needs of farmers, crops, and soils. But technological training in the future should be
carried out within a broader framework that includes developing the management capacity
within irrigation departments and projects. Human resource development programs for most -
large organizations should also include training in:

¢ Planning (including corporate and strategic planning, organization planning, and
financial planning);
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Assessment of cost/benefits and performance;
Leadership and management skills; and
Information management.
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EXERCISE - 1

National Perspectives - Issues in Irrigation Management
{Take three for better reflection technique)

DIRECTION
A. INDIVIDUAL PREPARATION {10 minutes)

1. Think about the national issues that will have an impact on MOI policies
and program in the future.

2. Identify and list three national issues in the attached sheet.

B. WORKING IN TEAMS (Small groups) (30 minutes)

3. Form a team of five participants to discuss the individual’s lists and write
a long list of national issues including your own ideas and views.

4, The team quickly identifies a rapporteur to write down carefully the
group’s contributions. Keep in mind that the rapporteur should include
his/her own contributions too.

5. Identify with your group the three major national issues and write them

on the flipchart to report to the whole group.

C. REPORT TO THE WHOLE GROUP YOUR THREE MAJOR NATIONAL ISSUES
: {10 minutes)
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BACKGROUND MATERIAL FOR
EXERCISE - 1

INTRODUCTION

. Participants are asked to reflect on the National issues that will have an impact on
Agency Policies and Programs in the future.

. The Development of overall Government Policies, Objectives and Strategies is the
outcome of a series of dynamic interactions. Some objectives require long periods for
their achievement, e.g. self-sufficiency in food production.

. However, at any particular stage of development there will be a set of specific issues,
which need to be addressed in policy development.

. The relative priority and criticality of some issues may change over time. Policies in
the water and agriculture sectors can be influenced by international events and
pressures, variable climatic conditions {e.g. droughts, floods) as well as by internal
political, economic and social changes.

Resource material

. The groups’ discussions may be assisted by consideration of the attached questions
and summary.

Two guestions for an irrigation agency

. What impact will the shift to integrated water resources management policies have on
the role and functions of this agency?

. What are the likely changes in agricultural production in the short to medium term say
{5-20 vears) requiring appropriate policy changes in the agency?

The exploration of these issues might be assisted by considering the following
questions:

. What are the relative roles of Government, Government Institutions (including the
grigation agency)} and the private sector (including farmers} for irrigation and drainage
for agriculture?

. Are existing Water Laws and/or Proclamations and Regulations appropriate as far as
specifying and protecting individual entitlement to the water supply service, and in

defining the accountability of institutions?

. How do government, their institutions and farmers interact at the strategy planning and
operational level?

133



. By what processes should the defined "levels of service" be determined and specified?

. Are the existing “levels of service" to be provided to users of the system clearly
defined and capable of being met?

. Will improved or changed "levels of service” be required to meet the demands of
irrigated agriculture in the future?

. Can these re-defined "levels of service" be provided by improving existing operational
performance?

. Is additional investment required in modernizing systems or improving existing
services?

. How should the costs of re-development and on-going operation and maintenance

costs to provide these "levels of service” be identified and recovered or shared?

. Are the existing Management information Systems appropriate to provide a basis for
management decisions in the short and longer term?

STRATEGIC CONCERNS IN THE IRRIGATION SECTOR!

Strategic thinking in the irrigation sector

. Strengthen the analytic capacity of irrigation agencies to:

- devise sustainable long-term investment strategies

- appraise investment proposals

- manage water resources at the basin level

- plan conjunctive use of ground and surface water

- monitor natural resource use and devise strategies to protect the resource base
to ensure sustained irrigation performance.

Improved public sector agency performance

. Strengthen the management capability of irrigation agencies, and promote a re-
orientation of organization and staff objectives to irrigation system performance

. Establish an increased client and service orientation in irrigation agencies to promote:

- increased flexibility in operating plans and decisions

- increased farmer participation in system management

- establish a basis for the transfer of responsibility for O & M of tertiary syntems
to farmer organizations.

{Source: ISPAN : Annual Report - Technical 1988)
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Revenue and economic policy issues

. Cost and recovery policies and strategies
. Develop cost-effective long-term strategies for maintenance and rehabilitation
. Promote more effective policy co-ordination within and between the water and

agriculture sectors

Expanded private sector participation

. Establish conditions for sustainable and effective water user organizations
o Establish mechanisms for effective participation of farmer organizations the
management of irrigation schemes, particularly in their operation and maintenance.

Expand effective irrigated area and improve irrigation system performance

o Modernize existing systems to create the flexibility needed to meet new patterns of
water demand associated with crop diversification and the introduction of new
technology

. Expand planned conjunctive use of surface water and groundwater

. Expand water supplies to increase the effective irrigated area and the intensity of

~ irrigation by:

- improved river basin water management
- improved efficiency and effectiveness of irrigation water use.
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A. INDIVIDUAL EXERCISE

Three national issues

.................................................................................
...........................

............................................................................................................

.....................................................................................................................
......................................................................................................................
....................................................................................................................
N R R R O N R R N AR N R ]
.....................................................................................................................
.....................................................................................................................
.....................................................................................................................
......................................................................................................................
......................................................................................................................

C. THREE MAJOR NATIONAL ISSUES ON THE FLIPCHART

"The worksheet completed by the rapporteur will be collected by the facilitators”

{Note: Only one worksheet will be coliected from each group)
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EXERCISE - 2

Review of Agency Programs in
the National Context

Integrated Panel

DIRECTIONS
1. Divide the participants into 5 small groups.
Group 1 Group 2 Group 3 Group 4 . Group 5
2. Each group receives the exercise sheet along with the list of issues for discussion on

4 categories mentioned in the section C of the attached sheet of background material.

3. The first phase: The small group participants discuss and summarize the group’s
findings on all the issues. However, each participant is expected to record only the
summary of the issue (A or B or C or D} assigned to him/her on the top of the page.

4, The second phase: The participants of each group will join their partners from the other
groups who have the same letter (A or B or C or D) on the top of the page. Elect a
rapporteur. Then, they share their respective summaries from the first phase, discuss
it, and then write the final report compiling the groups’ ideas on the specific issue.

b, Final phase: The rapporteur of each group is invited to write the summary report on
the flipchart and present it to the audience for discussion.

LET’'S USE THE FLIPCHART AS AN
INSTRUCTIONAL MATERIAL. IT
SHOULD BE CLEAR, CONCISE AND
READABLE FROM A DISTANCE.

- Thank you,

137



BACKGROUND MATERIAL FOR

EXERCISE - 2

In Exercise no. 1, workshop participants were asked to reflect on the national
issues that will have an impact on agency policies and programs in the future.

In Exercise no. 2, participants are asked to compare their findings on the national
issues and priorities, with the current range and thrust of existing agency activities.

The participants might consider these issues and record their findings in the *ollowing
4 categories:

A, New functions or activities which should be performed by the Agency, either
exclusively or in co-operation with other agencies (Government or Private).

B. Existing functions or_activities which should have greater priority and/or
resources.

C. Existing functions or activities which should have lesser priority and/or
resources.

D. Existing functions or activities which should be discontinued or transferred to

other agencies.
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Category

First phase: SUMMARY OF SMALL GROUP’S FINDINGS

....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................
....................................................................................................................................

....................................................................................................................................

Final phase: SUMMARY REPORT ON THE FLIPCHART

"The worksheet completed by the rapporteur will be collected by the facilitators™

(Note: Only one worksheet will be collected from each group)
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EXERCISE 3
MANAGERS - LEADERS

INTEGRATED PANEL TECHNIQUE

A. DIRECTIONS:

Divide the participants into 5 small groups of 4 participants.

Make sure that each sheet has question number 1 or 2 or 3 or 4 on the top
of the page. {5 minutes)

The first phase : The four participants discuss and summarize the questions
given below. Elicit two contributions from each participant and decide on
three major items. The responsibility to write down the group’s answers is
assigned to to the person with the corresponding no. at the top of the page.
i.e. the participant with no. 1 will record the responses of question 1. The
participant with no. 2 will record the responses for question 2, and so on.

{30 minutes)

The second phase : The participants will join their partners from the other
groups who have the same question number of the page. Then, elect a
rapporteur. They share the final responses given by the peers during the first
phase. The new partners discuss them and decide on the three most

. important issues out of the 12. (10 minutes)

QUESTIONS

Final phase: The rapporteur of each group is invited to write the responses
on the flipchart and present it to the large group.
(15 minutes)

Numbers

Questions

1

Qualities or attributes of managers-leaders.

2

Problems which prevent them to be good leaders in irrigation
schemes

Conditions which are favorable to demonstrate leadership skills in
irrigation environment.

What are the major functions of managers-leaders in irrigation
organizations in your country?
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EXERCISE 3

MANAGERS - LEADERS
(Modified Nominal Group Technique)

Chief Engineers, Divisional Engineers, etc. - Second Group

ist Phase Each participant will write down three major qualities of managers - leaders
individually.
2nd Phase Each one will be invited to say the qualities from his/her own list, one by one,

repeating this exercise until we have everyone'’s list on the flip chart.

3rd Phase Randomly, the facilitator will invite a few authors to explain why they consider the
given qualities to be the major ones.

4th Phase Each participant will individually choose and rank the three most important
qualities of a managers-leaders out of the fong lists written on the flip charts, as
results of the above process.
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EXERCISE - 4
Agency Role in the Future
The Vision and Mission
(Trip around the table technique)
Step 1 Redefinition of agency role.
Step 2 Vision and Mission Statements
(Trip around, the table technique)

Step 3 Interpreting the Mission

DIRECTION
1. Form 4 groups of participants
A B C D

2. Each group will elect a rapporteur.

3. Each group will work on one question assigned below.
4. The groups will have 10 minutes to discuss and answer only one question.
5. The rapporteur will compile the group responses in a sheet of paper (shouid be a

list-of about 3 items)

6. In the next step, the rapporteur will begin the ‘trip around the able’. He/She will
have 3 minutes to visit each table.

7. He/She will present his/her group question and answer to the new table and will
collect contributions from the participants to improve his/her list.

8. After visiting the three other tables, he/she goes back to his/her own group,
share the contributions collected during the "trip" and make group decision on

the five major contributions in 10 minutes.

9. The rapporteur will write these contributions on the flip chart to present it to the
audience (5 minutes).
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10.

11.

12.

Each group will have 3 minutes to present the group’s results on the respective
guestions assigned to them.

At the end, the participants will be invited to work in the same groups to:

20 minutes
{a) prepare one statement of VISION for the future of the agency;
{b) prepare one MISSION statement for MOI

(c) present both VISION and MISSION statements to the audience;

20 minutes

To decide (i) which groups (persons and agencies) should the Mission
Statement be addressed (for example for the government and
Minister, for the other agencies, for staff of MOI, for clients,
farmers, consumers, etc.;

(i) To write on essential brief statement to interpret the Mission to

each group;
{iii) To write on the flipchart and present to the audience.
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QUESTIONS FOR STEP 1

a) What does Government require of us?

b) Who are the "clients" or "stakeholders" of our business? What do they expect of
us?

c) What are the most important functions for the Agency to carry out?

d) What are the desirable attributes and characteristics the Agency should aspire to

in the execution of its role?

BACKGROUND MATERIAL
STEP 2: VISION AND MISSION

A. VISION STATEMENT outlines and focuses on the ideal end-state you want to create

in the future for the Agency. The description of that exciting, ideal end-state is
called a vision. '

«A vision is not a plan. You might have a vision of what you want to create, but
you don’t know how to get there. If you know how to get there, it is no fonger a
vision, but a plan?.»

MISSION STATEMENT is a short succinct statement which sets out the essential
purpose of the organization. Its purpose is to provide a clear and common

understanding of the Agency role within and outside the organization.

Doyle, Michael, "Quest for Vision". Association
Management . Vol. 42, No. 9 (September 1990), pp. 28-33.
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EXERCISE - 4

...........................................................................................................................
...........................................................................................................................
...........................................................................................................................
...........................................................................................................................
...........................................................................................................................
T PO ARG LR AR LR

...........................................................................................................................

2. FIVE MAJOR CONTRIBUTIONS ON THE FLIP CHART.

3. VISION STATEMENT (short statement)

...........................................................................................................................

et eeeeeeaeasaanecenvesaentEaeana it ratetadatntarat nsrtat iantatotaacitTnascacaeseren Rt TsadTar T aus ot tRernnnt
...........................................................................................................................

...........................................................................................................................

...........................................................................................................................
...........................................................................................................................
...........................................................................................................................
...........................................................................................................................

...........................................................................................................................

5. INTERPRETATION OF THE MISSION

Write the name of the group addressed and the interpretation of the mission
statement to the group.

..........................................................................................................................
...........................................................................................................................
...........................................................................................................................
...........................................................................................................................
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EXERCISE -5

Development of MOI Objectives
(Take three for better reflection technique)

DIRECTION
A. INDIVIDUAL PREPARATION (10 minutes)

1. Think about the objectives by which the MO! will achieve its mission.

2. Identify and list three major broad objectives in the attached sheet. These
objectives can be identified as objectives of purpose.

B. WORKING IN TEAMS (Small groups) {30 minutes)

3. Form a team of five participants to discuss the individual’s lists and write
a long list of objectives including your own ideas and views.

4. The team quickly identifies a rapporteur to write down carefully the
group’s contributions. Keep in mind that the rapporteur should include
his/her own contributions too.

5. Identify with your group the three major objectives and write them on the

flipchart to report to the whole group.

C. REPORT TO THE WHOLE GROUP YOUR FIVE MAJOR OBJECTIVES FOR MOI
{10 minutes)
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A. INDIVIDUAL EXERCISE

Three major objectives

..................................................................................................................
..................................................................................................................
..................................................................................................................
................................................................................................................

B. TEAM EXERCISE

..................................................................................................................
...................................................................................................................

..................................................................................................................

..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................
..................................................................................................................

..................................................................................................................

C. THREE MAJOR NATIONAL ISSUES ON THE FLIPCHART

"The worksheet 6ompleted by the rapporteur will be collected by the facilitators”
(Note: Only one worksheet will be coliected from each group)
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EXERCISE - 6

Development of Strategies
{(Small group exercise)

DIRECTION (30 minutes)
1. Form groups with participants having similar functions, and elect a rapporteur

among them.

2. Each group will select an objective of purpose from the list of broad objectives of
exercise 5 for their consideration based on their specific_area of work.

3. The groups will discuss and formulate the strategies (strategic objectives) and
activities (strategic objectives) by which the selected objectives will be achieved.

4, The rapporteur will present the results of the group exercise on a flip chart followed
by discussion.
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DIRECTIONS

EXECRISE - 7

PERFORIMIANCE ASSESSMENT
{Small Group Exercise)

{45 minutes)

Each group will consist of five members. The group will select a rapporteur among
them to discuss and answer questions. All the four groups will work on the
questions on performance categories as presented in the handout.

Question no. 1.

Question no. 2.

List in order of priority the first three performance categories
which you consider are relevant in the institutional
assessment of MOI. Select the categories from the nine that
are presented to you.

Suggest any other performance category that you consider is
important and that needs to be added to the list of nine
presented to you, in order to assist the assessment of MOI.

Each of the four groups will work on the performance categories as detailed below
to respond the question no. 3:

GROUP A : 1.
2
GROUPB: 3.
4.
GROUPC: b,
6.
GROUPD : 7.
8.
9.

Question no. 3

Organizational autonomy,
Leadership

Management and administration,
Commercial orientation

Consumer orientation
Technical capability

Developing and maintaining staff
Organizational culture
Interactions with key external institutions

Each group will select, in order of priority, two performance
indicators from the long list of indicators given for each of the
allotted performance categories. {See handout) Use the two
performance indicators in the assessment of MOI. Use a five
point scale for measurement:

Very low

Low Medium High Very high
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Note: Responses of question no. 3 need to be written on the flip chart in the following
format:

Example

Performance category: Leadership

Performance indicators selected  Measure
(in order of priority)

10 Very high
8 High
12 Very high
C. DIRECTIONS: REPORTING AND DISCUSSION {45 minutes)
(a) Rapporteurs from each of the groups will present the results of their

discussions on flip charts.

(b) There will be a discussion of the subject after all the groups make their
presentations.
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EXERCISE - 8

GUIDELINES FOR DESIGNING A HUMAN RESOURCES DEVELOPMENT (HRD) PLAN

STEP 1: Identify the goal(s) and objectives of HRD programs

Example
HRD GOAL:

To provide irrigation staff with relevant knowledge; opportunity for the
development of positive attitudes and skills; opportunity for the development
of leadership qualities in MOI to upgrade and enhance system performance.

OBJECTIVES
(a) To provide management and technical training to the staff as to .....
{b) To plan and conduct socialization activities as to .....
(cy ...
NOTE: KEEP IN MIND THAT THE HRD PLAN IS DESIGNED TO
SUPPORT WHAT THE ORGANIZATION IS
ATTEMPTING TO ACCOMPLISH IN THE FUTURE:
REMEMBER THE MISSION STATEMENT.
STEP 2 List the major objectives of your irrigation system.
STEP 3 List the number of your staff to be affected by this plan under each staff
category. (This will help you to identify activities on HRD and budget them)
STEP 4

List the number of other partners (agencies and users) who will participate
in the HRD plan activities. :
(Estimate number)
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HRD PLAN

STEP b: Major functions and activities to be performed by management and staff and
other "clients”

Example

FUNCTIONS | ACTIVITIES

{a) Development function of your
irrigation system

{b) Operational function
{c) Maintenance function
(d)

99
~
m
-
(o2}

Define a life-time for this HRD plan (one year? two years? three years?)

19p)
=
m
&y
~

List the relative priority of activity and its tasks you plan to implement during
the life-time which you have defined)

192
-~
m
e
jee}

List the HRD activities which you plan to implement during the life-time of this
plan. Then, develop programs to implement them

FOR TRAINING?
SOCIALIZATION?
CAREER DEVELOPMENT
INDIVIDUAL PERFORMANCE MANAGEMENT (SYSTEMATIC?
HOW?)
L COMPENSATION OR INCENTIVES?
(DEFINE IF MONETARY OR NON-MONETARY)

L PERFORMANCE APPRAISAL (DESCRIBE THE PROCESS)

NOTE: TERMINOLOGY EXPLANATION. WE USE THE
TERM ACTIVITIES TO CITE THE NAME OF THE
ACTION. AFTER THESE ACTIVITIES ARE
ELABORATED AND TRANSLATEDINTOACTIONS
(STEP-BY-STEP) TO BE IMPLEMENTED, THEY
BECOME PROGRAMS.

STEP 9: Describe the organization and ways of implementation of each HRD activities
defined in step 5.
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STEP 10:

STEP 11

STEP 12:

STEP 13:

Example
(a) IF TRAINING PROGRAM, please describe the following elements:

° Training and Organizational Constraints Assessment (TNA} - both
for management and technical aspects of irrigation: Describe
TNA plan, including methodology and number of staff involved?)

L Modes of training. (Supervised on-the-job training? Formal
courses?, etc.) Graduate programs? Short training? In country?
Abroad?, etc.

L] Trainers or resource persons
] Training facilities - Follow-up, and
] Evaluation of training programs.

. (b) [F INDIVIDUAL PERFORMANCE MANAGEMENT, please list major

indicators for your observation along with the staff category performing
specific tasks: :

(c) etc.

BUDGETING FOR HRD ACTIVITIES

Schedule and identify ways (methodology) to follow-up and evaluate HRD
activities described in this plan

List anticipated results of this HRD plan

How will you measure the results/impact of this HRD plan?
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ACTION PLAN FOR
TRAINING ACTIVITIES AT YOUR DIVISION OF MOI

GUIDELINES: Your action plans should:

10.

11.

Define two major objectives of four training activities

(dentify the target group you want to reach (cite category, number of participants
and brief job responsibilities and criteria for selection)

Specify the training strategy you will use (formal short-term training, supervised on-
the-job, study tour, etc.)

Describe the major contents of the training program (Plese consult the TNA resuits}

State two ways you might communicate this plan to your superiors and the target
group.

Describe your expectations on this program.

List two constraints you will confront while implementing this plan and describe
how you will overcome them.

Define period of time and duration you intend to implement this plan.
Define the immediate tasks to be accomplished.
Describe the anticipated results of this program.

Describe how you will follow it up and evaluate.
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LIST OF ANNEXURES

ANNEX I INVITATION LETTER TO THE PARTICIPANTS

i WORKSHOPS® SCHEDULES
AND OBJECTIVES
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ANNEX |

Wad Medani, September 1993

Dear Participant,

Workshop to Deliver the Results of the Training Needs and Organizational Constraints
Assessment (TNA)

Welcome to the Workshop for Delivery of Results of TNA, promoted jointly by MO1 and
HMI

It is a great pleasure to have you back again among this group of participants. We believe
that this workshop will previde you with the opportunity of making a good start on
"Strategic Planning and Huimian Resources Developmeni” at MO

Thank you very much for joining us.

We wish you a very pleasant and productive program.

Best regards,

MOl and 1M1

156 P 0. Box 2075, Colombo, St Lanka

127, Sunil Mawatha, Pelawatte via Colombo
Telephone: 94-1-567404 Telex: 22318 & 22907 UMIHQ CE  Facsimile: 94-1-566854 E-Mail: 1IMi 157:CGI129



ANNEX i

WORKSHOP SCHEDULE

DAY | - SATURDAY, 25 SEPTEMBER 1993

TIME DESCRIPTION

8:00 - 8:30 Welcome by MOI and [IMI
MOI: Dr A M Adam, Mr Kamal Abdu, Prof. B E F El Monshid
IIMI: Mr Charles Abernethy & Dr M S Shafique

8:30 - 9:30 Introduction
* Program & objectives (D constable)
* |nteractive exercise {Z Franca)

1 9:30 - 10:00 Breakfast

10:00 - 10:10 Video show: Needs & constraints

10:10 - 11:30 Plenary discussion

11:30 - 11:40 Refreshments,

11:40 - 12:00 Global issues in irrigation management (D Constable)

12:00 - 12:20 Plenary discussion

12:20 - 13:00 Irrigation management - National perspectives (D Constable)
13:00 - 13:10 Refreshments

13:10 - 14:30 Exercise 1: Issues in irrigation management (take three for

better reflection technique)

* END OF DAY | *
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25 September 1993

DAY | - OBJECTIVES

At the end of the day, the participants will be able to discuss:

(a)

the results of Training Needs and Organizational Constraints Assessment (TNA),

{b) global issues in the water sector and in irrigation management,
(c) international initiatives for improving irrigation management and capacity building,
{d) national perspectives on irrigation management, and
(e) challenges for irrigation managers and issues for irrigation management in future.
MATERIALS
A. Hand outs
. Welcome letter
. General plan of workshops
. Workshops schedule
o Draft report on TNA
. Lecture materials
- Global issues in irrigation development
- Irrigation management: national perspectives
. Worksheet - |dentification of national issues (group exercise)
B. Transparencies
C. Video presentation.
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WORKSHOP SCHEDULE

DAY Il - SUNDAY, 26 SEPTEMBER 1993

TIME DESCRIPTION

8:00 - 8:30 Report and discussion on major issues on irrigation
management

8:30 - 9:00 Planning and management processes - Corporate planning
concepts (D Constable)

9:00 - 9:30 Review of agency programs in national context - Exercise

, no. 2

9:30 - 10:00 Breakfast

10:00 - 10:30 Corporate planning (contd..)

10:30 - 10:50 Role of managers and leaders (D Constable)

10:50 - 11:50 Role of managers - leaders - Exercise no. 3

11:50 - 12:00 Refreshments

12:00 - 12:20 Management processes - Translating the mission into action
(D Constable)

12:20-13:20 Agency role in the future - The vision and mission &
objectives - Exercise no. 4

13:20-.14:30 Report and discussion

* END OF DAY 1f *
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26 September 1993

DAY Ii - OBJECTIVES

At the end of the day, the participants will be able to :

(a) discuss the organizational management processes and issues,
{b) identify corporate/strategic planning concepts,
{c) describe the roles and qualities (g'f leaders,
(d) write vision and mission statements for the organization, and
(e) translate mission into objectives.
MATERIALS
A. Hand outs
. Lecture materials:

- Planning & management processes

- Management process - Role of Leaders/Managers

- Management process - Translating mission into action development of
agency objectives and strategies

. Worksheets:
- Review of agency programs in national context
- Leadership issues
- Writing and interpreting mission statement

- Development of agency objectives

B. Transparencies
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WORKSHOP SCHEDULE

DAY il - MONDAY, 27 SEPTEMBER 1993

TIME DESCRIPTION

8:00 - 8:30 Discussion on the issues of the exercise 4 - Step 1

8:30 - 9:30 Vision and mission interpretation of MOl mission - Exercise
4 - stehs 2 and 3.

9:30 - 10:00 Breakfast

10:00 - 11:15 Development of agency objectives

11:15 - 11:30 Strategic objectives (D Constable)

1 1:50 - 12:00 Performance ( P S Rao)

12:06 - 13:00 Exercise - Performance

13:00 - 13:156 Refreshments

13:156 - 13:45 Human resources development (Z Franca)

13:45 - 14:30 Summary of the workshops program evaluation and
feedback closure.

* END OF DAY I} *
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27 September 1993

DAY lll - OBJECTIVES

At the end of the day, the participants will be able to :

(a) identify performance categories and indicators for institutional assessment,
(b) select performance indicators relevant to their organization,
{c) describe concepts in human resource development planning, and
(d) discuss an action plan for human resource development in the organization.
MATERIALS
A. “Hand outs

. Lecture materials:

- Performance assessment
- Planning for human resource development

. Worksheets:

- Performance indicators
- Action plan for human resource development

B. Transparencies
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WORKSHOP SCHEDULE

DAY | - TUESDAY, 28 SEPTEMBER 1993

TIME DESCRIPTION

8:00 - 8:30 Welcome by MOI and 1Ml

8:30 - 9:00 Presentation of the program and schedule of activities -
Interactive exercise (D Constable & Z Franca)

9:00 - 9:10 Video show "Needs and Constraints”

9:10 - 9:30 TNA results (P S Rao)

9:30 - 10:00 Breakfast

'10~:OO‘— 10:30 Global issues (D Constable)

[ 10:30 -11:10 National perspectives: Presentation of the resuits of the 1st

group on major issues in irrigation in Sudan

11:10-11:30 Planning & management processes: Corporate planning
(D Constable)

11:30 - 12:00 Review of agency role {new functions,etc.)

12:00 - 12:15 Refreshments

12:15-12:30 Presentation of individual and group exercises {show results
of the 1st group) - Exercise no. 2

12:30 - 13:00 Corporate planning techniques

13:00 - 13:15 Prayer time

13:15 - 13:45 _Role of managers - leaders: Presentation (D Constable)

13:45 - 14530 Management processes: Presentation (D Constable) - Vision
& mission

14:30 - 14:50 Interpretation of the mission statement - Step 3 of exercise
no. 4.

* END OF DAY | *
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28 September 1993

DAY | - OBJECTIVES

At the end of the day, the participants will be able to discuss:

(a) global issues in the water sector and in irrigation management,
(b) international initiatives for improving irrigation management and capacity building,
(c) the organizational management processes and issues,
{d} ~ the agency’s mission and objectives, and
(e) describe the role and qualities of leaders.
MATERIALS
A. Hand outs
. Welcome letter
. General plan of workshops
] Workshops schedule
. Lecture materials

- Global issues in irrigation development

- Planning and management processes

- Management process: Role of Leaders/Managers

- Management process: Translating mission into action development of
agency objectives and strategies

. Worksheet
- Review of agency programs in national context
- Leadership issues
- Writing and interpreting mission statement

- Development of agency objectives

B. Transparencies
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WORKSHOP SCHEDULE

DAY Il - WEDNESDAY, 29 SEPTEMBER 1993

TIME DESCRIPTION

8:00 - 8:45 Translating mission into action - Setting objectives (D
Constable)

8:45 - 9:45 Definition of strategic objectives - Exercise no. 6

9:45 - 10:15 Breakfast

10:15 - 10:45 Performance categories and standards (P S Rao)

10:45 - 12:10 Performance categories, measures - Exercise no. 7

12:10 - 12:20 Breakfast

12:20-13:15 Human resources development (Z Franca)

13:15-13:30 Refreshment

13:30 - 13:50 Human resources development - Exercise no. 8

13:50 - 14:15 Preparation for the presentation of results for the top
management (final day)

14:15 - 14:30 Program evaluation and feedback.

* END OF DAY Il *
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29 September 1993

DAY Il - OBJECTIVES

At the end of the day, the participants will be able to :

(a) develop objectives for the divisions and branches of the organization,
(b) identify performance categories and indicators for institutional assessment,
(c) seiect performance indicators relevant to their organization,
{d) describe concepts in human resource development planning, and
(e) discuss an action plan for human resource development in the organization.
MATERIALS
A. Hand outs
. Lecture materials:
- Performance assessment
- Planning for human resource development
. Worksheets:
- Development of agency objectives
- Performance indicators
- Action plan for human resource development
B. Transparencies
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WORKSHOP SCHEDULE

FINAL DAY - THURSDAY, 30 SEPTEMBER 1993

TIME DESCRIPTION

8:30 - 9:30 Presentations of Irrigation Management and management
issues by group Il to group .

9:30 - 10:00 Breakfast

10:00 - 11:00 Discussion on the above topics by groups | & .

11:00 - 12:00 Presentation o 2«tion plan (next steps) for I\/IOI-IIMI.
program (T . 7
% Closure and «  “/OYE!

12:00 - 12:15 Refreshments

12:15 - 14:00 Wrap-up meeting and discussion of the next steps of the
MOI/IIMI program with the First Under Secretary and his
senior Under Secretaries.




30 September 1993

FINAL DAY

OBJECTIVES

Discuss major issues on Irrigation Management at MO management in Sudan.
Define major activities for the next phase of the MOI/IIMI program.

Develop action plans to implement activities.

Worksheet for action plan,
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