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This  r e p o r t  presents t h e  r e s u l t s  o f  t h e  f i r s t  T r a i n i n g  Needs 
Assessment (TNA)  Exerc ise developed by the  I n t e r n a t i o n a l  I r r i g a t i o n  
Management I n s t i t u t e  ( I I M I )  i n  c o l l a b o r a t i o n  wi th t h e  Department o f  
I r r i g a t i o n  and Drainage (D ID )  i n  Malaysia, d u r i n g  the  p e r i o d  October 
1989 t o  February 1990. 

The r e p o r t  descr ibes a methodology t o  assess t r a i n i n g  needs and 
o rgan iza t i ona l  c o n s t r a i n t s :  an i n t e r a c t i v e  exerc ise  encourages f u l l  
p a r t i c i p a t i o n  and open interchange o f  ideas and i n fo rma t ion  among peers 
about t h e i r  j o b  r e s p o n s i b i l i t i e s  and o rgan iza t i ona l  s e t t i n g .  
P a r t i c i p a n t s  i d e n t i f y  t he  shortcomings which are a f f e c t i n g  t h e i r  j o b  
performance, and propose ways of overcoming them. The a p p l i c a t i o n  o f  
t h i s  Methodology t o  the  D I D  represents t h e  f i r s t  exerc ise  o f  i t s  k i n d  
i n  i r r i g a t i o n  management. 

Th is  r e p o r t  has f i v e  chapters. The i n t r o d u c t o r y  chapter 
b r i e f l y  descr ibes t h e  background o f  t h e  D I D  and TNA, p o i n t i n g  ou t  t h e  
o b j e c t i v e s  o f  t he  exe rc i se  and d e s c r i b i n g  the  framework used. The 
second chapter presents t h e  methodology and t h e  TNA organ iza t ion ,  
i n v o l v i n g  d e f i n i t i o n  of samples, schedules, team composit ion, language 
and a n t i c i p a t e d  outcomes. The t h i r d ,  f o u r t h  and f i f t h  chapters present 
t h e  TNA f i n d i n g s ,  a d iscuss ion  o f  t h e  f i n d i n g s ,  t he  conclus ions,  
recommendations and t h e  TNA eva lua t i on  r e s u l t s ,  respect ive ly .  
P a r t i c i p a n t s ’  responses d u r i n g  t h e  exerc ise  are  presented i n  a s e r i e s  
o f  annexes. 

Th i s  t r a i n i n g  a c t i v i t y  i n  Malaysia was made poss ib le  by the  
c lose  co- operat ion o f  t h e  Department o f  I r r i g a t i o n  and Drainage and 
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S h a h r i z a i l a  b i n  Abdul lah. F inanc ia l  support was g iven by t h e  Asia and 
Near East D i v i s i o n  o f  USAID, under g ran t  no. ANE-0289-G-SS-7033-00 
adminis tered by D r  N Stanley Peabody. I n  a d d i t i o n  t o  t h e  D I D ,  severa l  
o ther  Malaysian o rgan iza t i ons  p a r t i c i p a t e d  i n  t h e  exerc ise,  i n c l u d i n g  
t h e  Muda and Kemubu A g r i c u l t u r a l  Development A u t h o r i t i e s .  The authors 
are  g ra te fu l  t o  a l l  o f  these f o r  t h e i r  c o n t r i b u t i o n s .  
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EXECUTIVE SUMMARY 

With the improvement and expansion of i r r i g a t i o n  i n  the country, the 
Department o f  I r r i g a t i o n  and Drainage (DID) i n  Malaysia rea l ized the need fo r  
appropriate adjustments i n  the i r r i g a t i o n  sector including the development of 
management capacity through t r a i n i n g  programs. 

The D I D  i nv i t ed  the In ternat ional  I r r i g a t i o n  Management I n s t i t u t e  ( I I M I )  
t o  j o i n  i t s  e f f o r t s  t o  review the ex i s t i ng  t r a i n i n g  programs i n  order t o  
improve the i r r i g a t i o n  management component. The Training Needs Assessment 
(TNA) was proposed as the f i r s t  step t o  i d e n t i f y  the knowledge, a t t i tudes,  and 
s k i l l s  necessary t o  improve the managerial performance o f  D I D  s ta f f  working i n  
the i r r i g a t i o n  sector. 

The main ob ject ive was t o  i d e n t i f y  fac to rs  which were a f fec t ing  

I n  order t o  achieve t h i s  
ind iv idua l  performance i n  i r r i g a t i o n  management a t  D I D  and ind icate the nature 
o f  the so lu t ion  ( t r a i n ing  o r  non- training). 
object ive,  the TNA i d e n t i f i e d  the fo l lowing secondary objectives: 

a) review the concept o f  i r r i g a t i o n  management and the 
d i s t i n c t i o n  between management and technical  a c t i v i t i e s ;  

i d e n t i f y  current and fu tu re  performance and competence 
standards; 

conduct a j o b  and task analysis; 

b) 

c) 

d) i d e n t i f y  managerial knowledge, a t t i t udes  and s k i l l s  required t o  
perform tasks; 

e )  i d e n t i f y  e x i s t i n g  gaps i n  managerial knowledge, a t t i tudes  and 
s k i l l s ;  

f )  i d e n t i f y  organizational constraints;  

g) estab l ish p r i o r i t i e s  i n  t r a i n i n g  needs. 

The TNA exercise was conducted dur ing the period 13 October t o  1 1  
November, 1989 i n  Kuala Lumpur and Kota Bharu. I t  was attended by 321 D I D  
s t a f f ,  including top managers, engineers, technical  assistants, technicians, 
i r r i g a t i o n  inspectors, i r r i g a t i o n  overseers, researchers, and t ra iners .  This 
sample represented 28.6 percent o f  a l l  DID personnel d i r e c t l y  involved i n  
i r r i g a t i o n  work. I t  a lso  included researchers from the Malaysian Agr icu l tura l  
Research and Development I n s t i t u t e  (MARDI)  and t ra ine rs  from Muda Agr icu l tu ra l  
Development Author i ty (MADA), Kemubu Agr icu l tu ra l  Oeveiopment Author i ty 
(KADA), Univers i ty  Pertanian Malaysia (UPM), Department o f  Agr icu l ture (DOA) 
and National I n s t i t u t e  f o r  Publ ic Administrat ion ( I N T A N ) .  
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The TNA was conducted through group techniques t o  f a c i l i t a t e  i n t e r a c t i o n  
and members’ p a r t i c i p a t i o n .  The 321 p a r t i c i p a n t s  were d i v ided  f o r  t h i s  
purpose i n t o  one group o f  t o p  managers, t h ree  groups o f  engineers, two groups 
each o f  t echn ica l  ass i s tan ts ,  techn ic ians ,  i r r i g a t i o n  inspectors,  f o u r  groups 
o f  i r r i g a t i o n  overseers, and one group each o f  researchers and t r a i n e r s .  A .  
sen ior  i r r i g a t i o n  management s p e c i a l i s t  presented the  a n a l y t i c a l  framework f o r  
i r r i g a t i o n  management and discussed with t h e  p a r t i c i p a n t s  t h e  d i s t i n c t i o n  
between managerial and techn ica l  a c t i v i t i e s .  

A t  the end o f  t h i s  p resenta t ion ,  p a r t i c i p a n t s  were i n v i t e d  t o  descr ibe 
t h e i r  d u t i e s  and tasks as i r r i g a t i o n  managers, researchers o r  t r a i n e r s .  The 
f a c i l i t a t o r  helped them t o  analyze t h e i r  work and d i s t i n g u i s h  t h e  managerial 
and techn ica l  tasks performed by them. Two inst ruments (a  form and a 
quest ionna i re )  were used t o  record  the  r e s u l t s  o f  j o b  ana lys i s  which was h e l d  
i n  smal l  groups. Two o r  t h ree  p a r t i c i p a n t s  were i n v i t e d  t o  present and 
d iscuss these r e s u l t s  w i t h  a l a rge  group. 

A f t e r  t h e  j o b  ana lys i s  exerc ise,  t h e  e x i s t i n g  D I D  j o b  d e s c r i p t i o n  sheet 
was d i s t r i b u t e d  among the  p a r t i c i p a n t s  t o  g i ve  them t h e  oppor tun i t y  o f  
improving it. 

The concepts of knowledge, a t t i t u d e s  and s k i l l s  were in t roduced by t h e  
T r a i n i n g  S p e c i a l i s t  and discussed by t h e  p a r t i c i p a n t s .  
t h i s  study were as fo l l ows :  

The concepts used f o r  

Knowleda i s  re ta ined  i n fo rma t ion  concerning f a c t s ,  concepts and 
re la t i onsh ips .  For example, in fo rmat ion  process; communication systems, e t c . ;  
feedback (concept, how t o  g i ve  and rece ive) ;  decision-making processes: e t c .  

A t t i t u d e s  cons i s t  o f  f e e l i n g s  or  statements f o r  o r  aga ins t  c e r t a i n  
issues; i n d i v i d u a l s  a re  predisposed t o  view t h e i r  jobs, o the r  people, and t h e  
work i n  a c e r t a i n  way. A t t i t u d e s  are  r e f l e c t e d  i n  people’s behavior.  For 
example, responsiveness; f l e x i b i l i t y ;  sel f- conf idence; a d a p t a b i l i t y ;  t a c t ,  
e t c .  

Skills are  the  a b i l i t i e s  t o  do t h i n g s  e f f e c t i v e l y ;  apply knowledge and 
personal ap t i t udes  and a t t i t u d e s  i n  work s i t u a t i o n s .  For example, conduct ing 
meetings; g i v i n g  and r e c e i v i n g  feedback; l i s t e n i n g  s k i l l s ,  e t c .  S k i l l s  then 
can be developed du r ing  t h e  t r a i n i n g  programs and improved l i t t l e  by l i t t l e  as 
t h e  p a r t i c i p a n t s  apply a new behavior repeated i n  l i f e .  

The Short p resenta t ion  on t h e  concepts o f  knowledge, a t t i t u d e s  and s k i l l s  
was fo l l owed  by a bra ins torming session i n  which p a r t i c i p a n t s  i d e n t i f i e d  t h e  
knowledge and a t t i t u d e s  they needed t o  perform t h e i r  jobs.  

P a r t i c i p a n t s  were then i n v i t e d  t o  l i s t ,  discuss, and p r i o r i t i z e  t h e  gaps 
i n  t h e i r  knowledge and a t t i t u d e s .  
us ing  t h e  Nominal Group Technique. 

Th is  was accomplished i n  th ree  phases, 

A weighing system was used t o  i d e n t i f y  t h e  t e n  h ighes t  p r i o r i t i e s  f o r  
each group and these p r i o r i t i e s  w i l l  be used f o r  designing t h e  f i r s t  t r a i n i n g  
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program. The gaps i n  knwoledge and a t t i t udes  which were given lower p r i o r i t y  
w i l l  be used i n  designing a long-term t r a i n i n g  program. 

Organizational constraints were l i s t e d  and discussed i n  the f i n a l  phase 
o f  the exercise. This information, along w i th  the par t i c ipan ts ’  suggestions 
on overcoming the constraints,  were passed on t o  the management o f  DID. 

form was used t o  assess the par t i c ipan ts ’  previous experience i n  i r r i ga t i on -  
management t r a i n i n g  and the types o f  t r a i n i n g  expected, as wel l  as the 
par t i c ipan ts ’  fee l ings about t r a i n i n g  a c t i v i t i e s .  

The par t i c ipan ts  evaluated the TNA sessions i n  terms o f  the achievement 

A t  the end o f  each session, a “Personal Experience and View on Training” 

o f  object ives,  or ientat ion,  group atmosphere, i n te res t  and motivation, etc. 
and commented on the strong and weak po ints  along wi th  suggestions f o r  
improvement. 

The resu l ts  o f  the TNA were sat is factory  and the object ives were 
achieved. The conclusions and recommendations, i n  b r i e f ,  are: 

the main factors  a f f ec t i ng  the performance o f  ind iv iduals  a t  D I D  were 
re la ted e i t he r  t o  t r a i n i n g  o r  t o  organizational constraints. 

The concept o f  i r r i g a t i o n  management and the d i s t i n c t i o n  between the 
technical  and managerial aspects o f  i r r i g a t i o n  a c t i v i t i e s  were not 
c l e a r l y  understood by the par t i c ipan ts  before the TNA exercise was held. 

Performance standards and associated competence leve ls  o f  the job  
pos i t ions were not c l e a r l y  defined. 

Gaps i n  managerial knowledge and a t t i t udes  and the respective p r i o r i t i e s  
were i den t i f i ed .  Leadership, technical  knowledge, decision-making 
a b i l i t y ,  motivation, self-confidence and a responsible a t t i t u d e  were 
given high p r i o r i t i e s  by the par t ic ipants .  

Organizational constraints were also iden t i f i ed .  Among them were 
p o l i t i c a l  interference, l i m i t e d  budget a l locat ions and farmers’ 
i n a b i l i t y  t o  fo l low schedules. 

Some o f  the recommendations were re la ted  t o  : 

Improvement o f  job  descr ipt ions and personnel evaluation. 

Provision o f  t r a i n i n g  based on the i d e n t i f i e d  gaps i n  the short- term and 
1 ong- term. 

Designlng o f  a human resources development plan f o r  the DID. 

Assessing t r a i n i n g  needs f o r  technicians, i r r i g a t i o n  inspectors, 
i r r i g a t i o n  overseers, etc. 
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1. INTRODUCTION 

The Tra in ing Needs Assessment (TNA) was car r ied  out as a j o i n t  e f f o r t  o f  the 
In ternat ional  I r r i g a t i o n  Management I n s t i t u t e  ( I I M I )  and the Department o f  
I r r i g a t i o n  and Drainage (D ID) ,  i n  Malaysia. 

1.1 BACKGROUND 

1.1.1 DeDartment o f  I r r i a a t i o n  and D r m  ' ( D I D ]  

The Department o f  I r r i g a t i o n  and Drainage (D ID ) ,  a special ized Malaysian 
government agency under the Min is t ry  o f  Agr icul ture,  was set up i n  1932 t o  
deal w i th  problems o f  land and water development w i t h  pa r t i cu la r  reference t o  
the u t i l i z a t i o n  o f  these natura l  resources f o r  increasing r i c e  production. 
Since then, D I D  has been the agency general ly responsible f o r  the planning/ 
design, construction, r e h a b i l i t a t i o n  and operation and maintenance o f  a l l  
c i v i l  engineering in f ras t ruc tu res  f o r  i r r i g a t e d  r i c e  schemes i n  the country i n  
addi t ion t o  i t s  other funct ions i n  the f i e l d  o f  land and urban drainage, f lood 
mi t igat ion,  r i v e r  conservancy, hydrology, and coastal erosion. 

granary and non-granary areas. 
Agr icu l tu ra l  Development Author i ty (MADA) and the Kemubu Agr icu l tu ra l  
Development Author i ty (KADA) t o t a l l i n g  212,235 hectares (ha) whi le the non- 
granary areas make up a t o t a l  o f  131,743 ha. Management o f  these i r r i g a t e d  
areas i s  car r ied  out by the D I D  a t  d i s t r i c t  leve l ,  under a D i s t r i c t  Engineer 
who i s  assisted by technical  s t a f f  inc lud ing engineers, technical  assistants, 
technicians, i r r i g a t i o n  inspectors and i r r i g a t i o n  overseers w i t h  the l a t t e r  
covering the smallest i r r i g a t i o n  un i ts .  As d i s t i n c t  from i r r i g a t i o n  
inspectors and i r r i g a t i o n  overseers who are involved i n  f u l l - t ime  i r r i g a t i o n  
management, the others are t ransferable between i r r i g a t i o n  management and 
other departmental duties. 

engineers, technical  assistants, and technicians who are not w i t h i n  the 
d i s t r i c t  o r  who are cur ren t l y  not performing dut ies i n  I r r i g a t i o n  management. 

dens i t ies  o f  canals, drains, farm roads and structures (from r e l a t i v e l y  low 
values t o  3Om/ha and more). Inev i tab ly ,  the respons ib i l i t i es  and s k i l l s  
required f o r  operation and maintenance o f  personnel engaged i n  i r r i g a t i o n  have 
been s i g n i f i c a n t l y  increased. Also, farmers are given more a t ten t ion  and are 
motivated t o  cope w i th  the requirements o f  modern r i c e  farming and proper 
water-management practices. 

I n  Malaysia, the extent o f  i r r i g a t e d  lands under r i c e  i s  c l a s s i f i e d  i n t o  
There are 8 granary areas ( inc lud ing the Huda 

The population f igures  shown i n  annex I (page 236) include these 

Development w i t h i n  the  i r r i g a t i o n  schemes undoubtedly increases the 

I n  recent years, the D I D  f e l t  t ha t  there i s  a need t o  review the 
approach t o  i r r i g a t i o n  management. 
managerial and c l ient- or iented aspects and on output and performance. 
Training and human-resources development are essent ia l  elements i n  t h i s  
s t ra teg ic  planning process. Subjects o f  t h i s  nature were discussed and 

It was f e l t  t ha t  the focus should be on 
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de l i be ra ted  i n  workshops and conferences by t h e  DID .  N a t i o n a l l y ,  a c r i t i c a l  
review o f  t h e  opera t ion  and maintenance aspects o f  i r r i g a t i o n  systems has been 
made i n  a paper by Dato Shahr i za i l a  B i n  Abdullah, t he  D i r e c t o r  General, 
presented a t  the D I D  Senior Engineers' Conference h e l d  i n  1986. 
I n t e r n a t i o n a l l y ,  t h e  D i r e c t o r  General presented a paper on "T ra in ing  f o r  
I r r i g a t i o n  A g r i c u l t u r e  i n  Malaysia" a t  t h e  USAID/World Bank j o i n t  workshop on 
"Training Needs and S t ra teg ies  f o r  I r r i g a t e d  A g r i c u l t u r e "  h e l d  i n  Washington, 
i n  1988. 
t he  "T ra in ing  i n  I r r i g a t i o n  System-Strategy" f o r  t h e  Future, presented by I r .  
Rahmat b H j .  Mohd S h a r i f .  

I n  1989, t h e  D I D  Senior  Engineers' Conference de l i be ra ted  a paper on 

There was considerable concern expressed among D I D  personnel over t he  
issues o f  i r r i ga t i on- sys tem management, i n  general ,  and human resources 
development, i n  p a r t i c u l a r .  An essen t i a l  element i n  these processes i s  the 
improvement o f  t r a i n i n g  programs. 

1.1.2 T ra in ing  Needs Assessment (TNA) 

The I n t e r n a t i o n a l  I r r i g a t i o n  Management I n s t i t u t e  ( I I M I )  was i n v i t e d  t o  
j o i n  t h e  D I D  i n  t h e  process o f  rev iewing t h e  e x i s t i n g  
order  t o  improve t h e  irr igation-management component. 

t r a i n i n g  programs i n  

I n  February 1989, an I I M I  t r a i n i n g  s p e c i a l i s t  v i s i t e d  t h e  D I D  T r a i n i n g  
Centres i n  Kuala Lumpur and Kota Bharu and f i v e  o the r  T r a i n i n g  Agencies t o  ge t  
acquainted w i t h  the  Malaysian t r a i n i n g  c a p a b i l i t i e s  f o r  developing i r r i g a t i o n -  
management t r a i n i n g .  

Two important  p o i n t s  were observed d u r i n g  t h i s  v i s i t  : f i r s t ,  t h e  
management aspects o f  i r r i g a t i o n  had never been inc luded i n  t h e  c u r r i c u l a  o f  
t he  t r a i n i n g  agencies; and second, t h e r e  was l ack  o f  c l e a r  understanding about 
t h e  concept o f  i r r i g a t i o n  management among i r r i g a t i o n  and t r a i n i n g  
pro fess iona ls .  

a t t i t u d e s  and s k i l l s  was presented t o  and discussed with t h e  D I D  managers a t  
the D I D  headquarters d u r i n g  a two-hour meeting. 

Th is  p re l im ina ry  eva lua t i on  a long with comments on managerial knowledge, 

As a r e s u l t  o f  t h i s  v i s i t ,  t h e  D I D  and I I M I  agreed t o  conduct a T ra in ing  
Needs Assessment i n v o l v i n g  i r r i g a t i o n  managers, researchers and t r a i n e r s  i n  
o rder  t o  f i n d  out what k i n d  o f  knowledge, a t t i t u d e s  and s k i l l s  would be 
necessary f o r  improving performance through t h e  development o f  an e f f e c t i v e  
t r a i n i n g  program, and t o  f i n d  ou t  what k i n d  o f  c o n s t r a i n t s  should be overcome 
t o  improve t h e  o rgan iza t i ona l  performance. 

I n  September 1989, a p rov i s iona l  workplan was developed, and presented 
t o  the  D I D  managers and t r a i n i n g  s t a f f .  
exerc ise  was designed t o  p rov ide  t h e  p a r t i c i p a n t s  wi th t h e  oppor tun i t y  o f :  1)  
being aware o f  t h e  irr igation-management concept; 2 )  ana lyz ing  t h e i r  jobs 
( d u t i e s  and tasks);  3)  t r a n s l a t i n g  tasks  i n t o  techn ica l  and managerial 
a c t i v i t i e s ;  4)  d iscuss ing  and g i v i n g  r e l i a b l e  i n fo rma t ion  ( i n  terms o f  gaps i n  
performance) t o  design a t r a i n i n g  program t o  achieve performance o b j e c t i v e s  
r e l a t e d  t o  t h e  i r r i g a t i o n  systems and i r r i g a t i o n  o rgan iza t i on  i t s e l f ;  5) 
d iscuss ing  and desc r ib ing  o rgan iza t i ona l  c o n s t r a i n t s  r e l a t e d  t o  f a c t o r s  l i k e  

The T r a i n i n g  Needs Assessment 
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human, f i nanc ia l  and mater ia l  resources, information/communication, 
knowledge/skil ls and manaqe r i a l  orocessess , interference by p o l i t i c i a n s ;  and 
in te rac t ion  w i th  farmers. The concept o f  i r r i g a t i o n  management, which was 
considered the basic element f o r  the effectiveness o f  t h i s  exercise, was 
introduced by a senior i r r i g a t i o n  management spec ia l i s t  dur ing a pre- 
o r i en ta t i on  session. 

During the period, 13 October t o  11 November 1989, a team composed of 
D I D  and I I M I  professionals conducted the exercise i n  sixteen sessions o f  one- 
and-half-day duration. I t  was attended by 321 i r r i g a t i o n  professionals. 

1.2 TNA OBJECTIVES 

The main ob ject ive o f  the Tra in ing Needs Assessment i n  Malaysia was 
t o  i d e n t i f y  fac to rs  a f f ec t i ng  ind iv idual  performance i n  i r r i g a t i o n  management 
a t  the D I D  and t o  ind icate the nature o f  the so lu t ion  ( t r a i n ing  o r  non- 
t r a i n ing ) .  

I n  order t o  achieve t h i s  object ive,  the TNA exercise was designed t o  : 

a) review the concept o f  i r r i g a t i o n  management and the d i s t i n c t i o n  
between managerial and technical  a c t i v i t i e s ;  

b)  i d e n t i f y  current and fu tu re  performance and competence 
standards; 

conduct a job  and task analysis; C) 

d) i d e n t i f y  managerial knowledge, a t t i tudes  and s k i l l s  required t o  
perform tasks; 

e) i d e n t i f y  ex i s t i ng  gaps i n  managerial knowledge, a t t i tudes  and 

f) i d e n t i f y  organizational constraints;  and 

9) 

s k i  11s; 

es tab l i sh  p r i o r i t i e s  o f  the  assessed t r a i n i n g  needs. 

1.3 TNA FRAMEWORK AND CONTENT 

The basic framework f o r  assessing t r a i n i n g  needs a t  the D I D  involved 

1. Presentation and discussion on the Analy t ica l  Framework f o r  

2. Job analysis. 

3 .  Review o f  job  descript ions. 

f i v e  steps as summarized below: 

I r r i g a t i o n  Management. 
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4,  a) I d e n t i f i c a t i o n  o f  requirements (knowledge, a t t i t u d e s  and 
s k i l l s )  and gaps i n  the  performance o f  managerial a c t i v i t i e s  i n  
i r r i g a t i o n  systems. 

I d e n t i f i c a t i o n  o f  cons t ra in ts  w i t h i n  the  organ iza t ion .  b) 

5 .  Development o f  a workshop t o  be conducted i n  February, 1990. 

The f o l l o w i n g  paragraphs present the  bas ic  content  o f  t h e  TNA framework. 

Step 1: A n a l y t i c a l  Framework f o r  I r r i g a t i o n  Management 

1) I r r i q a t i o n  Manacrement 

Importance o f  i r r i g a t i o n  f o r  increas ing and sus ta in ing  
a g r i c u l t u r a l  p r o d u c t i v i t y  and product ion i n  developing 
countr ies.  
socio-economic development, employment generat ion, and poverty  
a l l e v i a t i o n .  

Performance o f  i r r i g a t i o n  systems below t h e i r  p o t e n t i a l  i n  

Role o f  i r r i g a t e d  a g r i c u l t u r e  as the  prime mover of 

terms o f  y i e l d s  and e f f i c i e n c y  o f  water use. Inequ i tab le  water 
d i s t r i b u t i o n  and adverse consequences o f  i r r i g a t i o n  l i k e  water- 
logg ing and s a l i n i t y .  Search for causes o f  underperformance 
and oppor tun i t i es  f o r  improving performance. I r r i g a t i o n  
management i d e n t i f i e d  as a key area for  research development 
and t r a i n i n g  . 

I r r i g a t i o n  management - D e f i n i t i o n  and e labora t ion .  Key 
words: system, process, i n s t i t u t i o n s ,  ob jec t ives ,  cond i t ions ,  
resources, e f f e c t s ,  performance. 

Major sec tors  i n  i r r i g a t i o n  management - Object ives,  
cond i t ions ,  context ,  processes, renewal (IIMI s t ra tegy  
document). 

2) Phvsical  and Manacrement Dimensions 

Process : Physical  process (water f low,  e t c . )  and dec is ion  
making regarding t h a t  process. 

Physical cond i t ions ,  phys ica l  a c t i v i t i e s ,  and phys ica l  resu l t s .  

Management cond i t ions ,  management a c t i v i t i e s ,  and management 
resu l t s .  

I n t e r r e l a t i o n s h i p  o f  phys ica l  and management processes and the  
importance o f  feedback. 
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3 )  b n  auement Conce rns 

I n  an organization decisions are made a t  a l l  leve ls  and key 
decisions have both technical  and martagerial aspects. 

- DEVELOPMENT AND MAINTENANCE OF CAPACITIES : PLANNING, 
DESIGN, CONSTRUCTION, ETC. 

* Strategic concerns : what t o  provide i n  view o f  future 
requirements and avai lab le  resources (construction, 
maintenance and rehab11 i t a t i o n )  

- desired system object ives - feas ib le  system object ives 
- funct ional  system requirements (design Concepts) 

* Condition concerns : what should the construct ion be, what 
manpower i s  necessary, what type o f  maintenance program 
and professional development program are necessary? 

’ 

- UTILIZATION OF THE CAPACITY : OPERATION 

* A l loca t ion  concerns: seasonal and in-seasonal a l loca t ion  
i .e. decis ion making about water t o  d i f f e r e n t  sub-systems, 
cropping pat tern and cropping calendar, areas t o  be 
commanded, monitoring and adjustments. 

* Water-flow-regulation concerns: e f fec tua t ing  the water 
f lows i n  l i n e  w i t h  the  al locat lohs,  i .e.,  operational 
methods and plans; p r e d i c t a b i l i t y  o f  events in f luenc ing 
s t a b i l i t y  o f  flow. 

4 )  Manaaement o f Oman i zat i on  
7 , 

Organization and people; admjnistrat ive structures and 
Decision-making processes i n  the organization, condit ions. 

information f lows and cont ro l  processes; management o f  
in ter faces (coordination). Managing people and t r a i n i n g  for 
be t te r  performance; t r a i n rng  and professional develooment i n  
terms o f  knowledge, a t t i t udes  and s k i l l s .  

L im i ta t ion  o f  t ra ln lng :  necessary but not su f f i c i en t .  Relat ive 
place w i th  respect t o  other condi t ions and constraints.  

&&@ : This ou t l i ne  and i l l u s t r a t i o n s  were su i tab ly  adapted 
t o  the audience. 
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Step 2: Job Analys is  

The j o b  ana lys i s  aimed t o  review the  d u t i e s  and tasks 
performed, t h e  working cond i t ions ,  r e s p o n s i b i l i t i e s  and s k i l l s  
required. Th is  session was conducted i n  i n d i v i d u a l  and small- 
group exercises. 
p a r t  i c i pants ’ i nformat ion. 

Step 3: Review o f  Job Descr ip t ions  

The review o f  t he  D I D  j o b  d e s c r i p t i o n  cha r t  aimed t o  g i ve  t h e  
p a r t i c i p a n t s  t h e  oppor tun i ty  o f  improving it. 
i n d i v i d u a l  exerc ise.  

Step 4: I d e n t l f i c a t i o n  o f  Requirements and Const ra in ts  

a) Analys is  o f  t h e  p a r t i c i p a n t s ’  managerial a c t i v i t i e s ,  

Two instruments were designed t o  record t h e  

Th is  was an 

i d e n t i f y i n g  the  knowledge, a t t i t u d e s  and s k i l l s  needed t o  
perform t h e i r  tasks. The bra instorming technique was used 
t o  f a c i l i t a t e  t h i s  exerc ise.  L i s t s  o f  areas o f  knowledge 
and s u i t a b l e  a t t i t u d e s  were the  output  o f  t h i s  phase. 

b) L i s t i n g  e x i s t i n g  gaps i n  s k i l l s  and p r o f i c i e n c i e s  necessary 
o f  achieve spec i f i ed  performance standards. Th is  s tep  was 
developed through t h e  Nominal Group Technique t o  f a c i l i t a t e  

p a r t i c i p a t i o n ,  d iscussion and maximum input  frm the  group 
members. 

c) Analys is  and l i s t i n g  organ iza t iona l  cons t ra in ts  i n  order  t o  
f a c i l i t a t e  the  t o p  management dec is ion  making on the  review 
o f  p o l i c i e s ,  procedures, e t c .  

Step 5: A Workshop 

Holding o f  a workshop t o  in t roduce t o  the  top-management 
o f f i c i a l s  t h e  r e s u l t s  o f  t he  t r a i n i n g  needs assessment and 
discuss the  design o f  a long- term t r a i n i n g  program ( s e t t i n g  
p r i o r i t i e s )  and t h e  poss ib le  p o l i c y  imp l i ca t i ons  o f  these 
resu l t s .  
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2. TNA METHODOLOGY AND ORGANIZATION 

2.1 METHOWLOGY 

The TNA a t  the D I D  was conducted through group techniques t o  f a c i l i t a t e  
in te rac t ion  and member par t i c ipa t ion .  

On the f i r s t  day, meetings began w i th  a "Gett ing To Know Each Other" 
exercise (see annex 21 ,  which provided an opportunity f o r  the par t ic ipants  t o  
get acquainted w i th  one another and f a c i l i t a t e  f r iendship.  They were i nv i t ed  
t o  p a i r  o f f  w i th  someone whom they wanted t o  know be t te r  and share 
professional and personal experiences w i th  (suggestions were provided t o  
f a c i l i t a t e  t h i s  f i r s t  approach). A f te r  15 minutes, the Par t ic ipants  were 
i nv i t ed  t o  introduce the partner t o  the large group. 

A f te r  the i n te rac t i ve  exercise, the senior irrigation-management 
spec ia l i s t  presented the Analy t ica l  Framework f o r  I r r i g a t i o n  Management and 
discussed w i th  the par t i c ipan ts  the d i s t i n c t i o n  between managerial and 
technical  a c t i v i t i e s .  

A t  the end o f  t h i s  presentation, par t i c ipan ts  were i nv i t ed  (as 
volunteers) t o  describe t h e i r  dut ies and tasks as i r r i g a t i o n  managers o r  
researchers o r  t ra iners .  The f a c i l i t a t o r  helped them t o  analyze t h e i r  own 
jobs and d is t ingu ish  the managerial and technical  tasks performed by them. 
Two instruments were designed t o  record t h i s  job-analysis exercise. 

The f i r s t  instrument used a "Job Analysis" form aimed t o  f a c i l i t a t e  
awareness o f  the concepts o f  job, duty, task and analyze t h e i r  work i n  these 
respects. This instrument (Annex 3 )  has two columns, one f o r  major dut ies and 
the other f o r  tasks. The concepts o f  duty and task were explained a t  the 
bottom o f  the page t o  f a c i l i t a t e  the par t i c ipan ts '  analysis, discussion and 
descr ipt ion.  
w i th  the respective tasks. 
ind iv idua l l y ,  depending upon the ex i s t i ng  s i m i l a r i t i e s  among the par t i c ipan ts '  
jobs. 

The par t i c ipan ts  were requested t o  c i t e  two major dut ies along 
This exercise was done i n  small groups o r  

The second instrument e n t i t l e d  "Format f o r  Self-Analysis o f  I r r i g a t i o n -  

The 

Management Jobs" (annex 4) .  developed by Charles NiJman, aimed t o  f a c i l i t a t e  
awareness o f  the technical  and managerial aspects i n  the 13 areas o f  concern 
f o r  i r r i g a t i o n  management i n  developing and using i r r i g a t i o n  capacit ies. 
par t i c ipan ts  were i n v i t e d  t o  choose one area from the 13 presented, which 
should be analyzed, discussed and described i n  re la t i on  t o  a) t h e i r  
involvement i n  the job, b) technical  and managerial aspects o f  the job, c) how 
t h e i r  technical  and managerial performance are assessed by t h e i r  supervisors, 
d) opportuni t ies f o r  improvement o f  both technical  and managerial performance 
and el the ex i s t i ng  constraints.  

volunteer par t i c ipan ts  and discussed i n  the plenary session. 
A t  the end o f  t h i s  exercise, the resu l ts  were reported by two o r  three 



The D I D  j o b  desc r ip t i on  sheet (annex 5 )  was d i s t r i b u t e d  among the  
p a r t i c i p a n t s  along w i t h  a form t o  be returned on the  f o l l o w i n g  day w i t h  
suggestions f o r  improvement o f  the  desc r ip t i ons  r e l a t e d  t o  t h e i r  categor ies.  

Assuming t h a t  t he  p a r t i c i p a n t s  were aware o f  t h e i r  jobs, d u t i e s  and 
tasks, and could d i s t i n g u i s h  t h e i r  managerial and techn ica l  aspects, t he  next 
phase was t o  i n v i t e  them t o  focus on the  managerial tasks and i d e n t i f y  t h e  
knowledge, a t t i t u d e s  and s k i l l s  needed t o  perform management a c t i v i t i e s .  

Th is  phase began wi th a quick presenta t ion  on the  concepts o f  knowledge, 
a t t i t u d e s  and s k i l l s  by the  t r a i n i n g  s p e c i a l i s t .  
technique was used t o  l i s t  areas o f  knowledge and a t t i t u d e s  on the  d i s p l a y  
charts .  

A t  the end, a bra instorming 

A f te r  t h i s  bra instorming technique, the  p a r t i c i p a n t s  were i n v i t e d  t o  
l i s t ,  discuss, and p r i o r i t i z e  gaps i n  knowledge and a t t i t u d e s .  The Nominal 
Group Technique was used t o  accomplish t h i s  p a r t  o f  the  TNA exerc ise  i n  the  
f o l l o w i n g  steps: 

1 .  Each p a r t i c i p a n t  was i n v i t e d  t o  l i s t  t h e  gaps t h a t  he/she 

w r i t t e n  i n d i v i d u a l l y ,  i n  a s p e c i f i c  form (annex 6). 

2 .  Each p a r t i c i p a n t  was i n v i t e d  t o  l i s t  t he  gaps from his/her  own 

considered t o  be h is /her  knowledge,and a t t i t u d e s .  Th is  l i s t  was 

l i s t ,  one by one, u n t i l  a l l  t h e  i n d i v i d u a l  l i s t s  were recorded on 
the  f l i p  char t .  

3. Each i tem of t he  new l i s t  was presented by the  "author"  and i t  
was analyzed and discussed by the  group. 
allowed add i t i ons  t o  improvement o f  t h i s  l i s t .  

Deta i led  explanat ion 

4. P r i o r i t i e s  were es tab l ished by ranking the  10 most important 
items. Each p a r t i c i p a n t ,  i n d i v i d u a l l y ,  chose and ranked 10 i tems 
which he/she considered t o  be the  most immediate needs f o r  h is /her  
j o b  improvement. Two ranking sheets were provided f o r  t h i s  phase 
(annex 7 ) .  

To compile the  i n d i v i d u a l  p r i o r i t i e s ,  t he  f a c i l i t a t o r s  weighed each 
p r i o r i t y  on a system where the  f i r s t  p r i o r i t y  gets 10 po in ts  -- each suceeding 
one p o i n t  l ess  i n  order  -- and the  t e n t h  p r i o r i t y  gets 1 p o i n t .  The 
p r i o r i t i e s  wi th t h e  t e n  h ighest  scores were considered group p r i o r i t i e s  and 
would be used f o r  designing the  f i r s t  t r a i n i n g  program. The r e s t  of the 
i d e n t i f i e d  gaps can be used f o r  designing a long- term t r a i n i n g  program. 
score sheet was designed t o  f a c i l i t a t e  t h e  weighing o f  p r i o r i t i e s .  

I n  the  f i n a l  phase o f  t h i s  exerc ise  the  p a r t i c i p a n t s  l i s t e d  
organ iza t iona l  cons t ra in ts  on a designed form (annex 8) provided t o  them. 
Th is  session was improved from the  7th group meeting onward, when i t  was 
observed t h a t  suggestions discussed by the  groups t o  overcome these 
cons t ra in ts ,  should be recorded as w e l l  and presented t o  the  t o p  management o f  
the  D I D  as a c o n t r i b u t i o n  from the  TNA p a r t i c i p a n t s .  

A 
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A t  the end o f  each session, the "Personal Experience and View on 
Training" form (annex 9) which was i n  two parts,  used t o  assess: 1) the level ,  
background and previous experience i n  irrigation-management t r a i n i n g  o f  the 
par t i c ipan ts  and type o f  t r a i n i n g  expected; 2 )  the perceptions and feel ings . 

related t o  t r a i n i n g  a c t i v i t i e s .  

The second par t  o f  t h i s  instrument had 24 questions t o  be answered 
w i th in  a scale from one t o  f i v e  t o  ind icate : 

1. s t rongly  disagree 
2. disagree 
3 .  undecided 
4. agree 
5. s t rongly  agree 

Some o f  these questions were grouped t o  f a c i l i t a t e  analysis. The 
par t i c ipan ts  a lso evaluated the TNA sessions i n  terms o f  object ives 
achievement, or ientat ion,  group atmosphere, i n te res t  and motivation, etc. and 
pointed out strong and weak po ints  along w i th  suggestions f o r  improvement. 
The "TNA Evaluation" form was used f o r  t h i s  assessment (annex 10). 

The above methodology was used f o r  the groups composed o f  engineers, 
technical  assistants, technicians, i r r i g a t i o n  inspectors and i r r i g a t i o n  
overseers. 

However, the methodology was s l i g h t l y  modif ied f o r  the groups composed 
o f  the  top  managers, researchers and t ra ine rs  as these three groups were 
considered resource groups. For example, a f t e r  the brainstorming session 
which generated l i s t s  o f  knowledge areas and s k i l l s ,  the Nominal Group 
Technique f o r  assessing gaps was not appl ied dur ing t h e i r  sessions. The 
researchers and t ra ine rs  however, were asked t o  give t h e i r  p r i o r i t i e s  on the 
o r i g i n a l  l i s t  r esu l t i ng  from the brainstorming technique. Their p r i o r i t i e s  
are presented i n  Chapter 3. A few other modif icat ions were implemented f o r  
these three groups and they w i l l  be discussed i n  Chapter 3 .  

2.2 TNA ORGANIZATION 

2.2.1 Number o f  Sess ions and Sa rnw 1 eS 

The program was conducted i n  one-and-a-half-day meetings f o r  16 groups 
comprising the top management o f  the DID ,  engineers, technical 
assistants, technicians, i r r i g a t i o n  inspectors, i r r i g a t i o n  pverseers, 
researchers and t ra iners .  The number o f  sessions per category i s  shown 
i n  Table 1. I n  addi t ion t o  the D I D  personnel, the TNA par t ic ipants  
included s t a f f  from other government i n s t i t u t i o n s  such as Muda 
Agr icu l tu ra l  Development Author i ty (MADA) and Malaysian Agr icu l tu ra l  
Research and Development I n s t i t u t e  (MARDI). A t  present they work i n  
i r r i g a t i o n  systems, performing management and/or research and/or 
t r a i n i n g  a c t i v i t i e s .  
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Table 1 a l so  g ives  t h e  number o f  TNA p a r t i c i p a n t s  o f  each category as 
w e l l  as i t s  percentage o f  t h e  t o t a l  invo lved i n  management. 

TNA PARTICIPANTS 

Table 1: 

Category No. o f  To ta l  No. invo lved No. o f  TNA Percentage 
Sessions i n  management p a r t i c i p a n t s  

Top managers 1 25 19 76 

Engi neers 3 80 65 81 

Technicians 2 240 45 19 

I r r i g a t i o n  inspectors  2 161 42 26 

I r r i g a t i o n  overseers 4 529 78 15 

Researchers 

T r a i  ners 

T o t a l  16 1,121 32 1 28.6 

*' 

Technical ass i s tan ts  2 70 36 51 

- 1 - 16 

1 16 20 

*1 

*2 - 
______________--_-______________________-------------------------------- 

Regarding the  research a c t i v i t i e s ,  t he  D I D  does no t  have an es tab l ished 
program i n  i r r i g a t i o n  management. Ins tead MARDI  develops a g r i c u l t u r a l  
research which inc ludes  i r r i g a t i o n  management. For t h e  TNA purpose, a 
sample o f  researchers was composed o f  MARDI p ro fess iona ls  and 
prospect ive  researchers o f  t h e  DID .  

With regard t o  t h e  t r a i n e r s ,  a sample was drawn from t h e  D I D  and .from 
MADA, KADA, UPM, MARDI,  DOA, and INTAN.  These i n s t i t u t i o n s  probably 
w i l l  be invo lved w i t h  t h e  D I D  i n  f u t u r e  t r a i n i n g  programs. 

The sample was drawn from a t o t a l  popu la t ion  o f  1,121 pro fess iona ls  who 

*' 

a re  d i r e c t l y  invo lved i n  t h e  management o f  i r r i g a t i o n  systems i n  t h e  f o l l o w i n g  
areas: granary, mix tu re  (drainage t i r r i g a t i o n ) ,  non-granary and a few 
designers, planners, cons t ruc t i on  workers, e t c .  Annex 11 shows t h e  popu la t ion  
sample a long with t h e i r  respect ive  s ta tes  and areas o f  work. 

It was observed t h a t  about 70 percent  o f  t h e  p a r t i c i p a n t s ,  i n c l u d i n g  
engineers, t echn ica l  ass i s tan ts ,  techn ic ians ,  i r r i g a t i o n  inspectors  and 
i r r i g a t i o n  overseers have over 5 years o f  work experience. 

A g rea t  number o f  them have attended courses, main ly  t echn ica l  courses 
a t  t h e  D I D  T r a i n i n g  Centres and others,  l i k e  INTAN. 
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2 . 2 . 2  Exercise and Session S chedu 1 F: 

The TNA exercise was conducted from 13 October t o  11 November a t  the 
D I D  Training Centres, i n  Kuala Lumpur and Kota Bharu. 

The TNA team shut t led between Kuala Lumpur and Kota Bharu t o  accomplish 
the  TNA object ives w i th in  the  given t ime frame whi le respecting the d i f f e ren t  
holidays i n  both c i t i e s .  The TNA schedule i s  given i n  annex 12.  

The TNA commenced w i th  a special meeting f o r  the top management group, 
The ten ta t i ve  who had an experimental learning session o f  the TNA exercise. 

schedules are shown i n  annex 13. 

The above ten ta t i ve  schedule was re-assigned i n  f i v e  d f f f e r e n t  ways i n  
order t o  meet the needs o f  the  par t i c ipan ts  (prayer time) and the  re l i g i ous  
hol idays i n  Malaysia. 

2 . 2 . 3  Team Comw osf t ion 

The TNA i n  Malaysia was carr ied out by a five-member team composed o f :  

1. A C i v i l  Engineer from the D I D  o f f i c e  i n  Kota Bharu 

2 .  An Agronomist/Trainer from the National Water Management Training 

3. A Training Assistant ( l o g i s t i c a l  support) from the Training 

4. A Senior Irrigation-Management Specia l is t ,  former I I M I  Researcher 

Center (NWMTC) i n  Kota Bharu 

Div is ion,  D I D  Headquarters, Kuala Lumpur 

and Professor o f  Anna Univers i ty  i n  Madras, I nd ia  

(Team Leader) 
5 .  A Training Spec ia l i s t  from I I M I  Headquarters, Colombo, S r i  Lanka 

A t  the D I D  Headquarters, the Di rector  o f  Training was assigned t o  
coordinate the TNA program. 
exercise team required. 

He attended t o  a l l  the needs tha t  the TNA 

2 . 2 . 4  hnauacle 

The e igh t  sessions f o r  the top management, engineers, researchers 
( t ra iners ) ,  and technical  assistants were conducted i n  the English language. 
However, t rans la t ions i n  Bahasa were provided by two Malaysian t ra iners  f o r  
the technicians, i r r i g a t i o n  inspectors and i r r i g a t i o n  overseers during the 
other 8 sessions. 

The wr i t t en  mater ia l  ( t ex t s  and forms) was provided i n  both languages. 

1 1  



2.2.5 Ant ic iDated Outcomes 

By t h e  end o f  t h i s  TNA exerc ise,  a number o f  ob jec t i ves  were achieved. 
The f o l l o w i n g  "outcomes" were expected because they represented t h e  main 
aims o f  t h i s  exerc ise:  

1. I d e n t i f i c t i o n  o f  c u r r e n t  and expected f u t u r e  job-performance 
requirements and r e l a t e d  competencies. 

2. Improved understanding o f  managerial aspects o f  i r r i g a t i o n  

3. Awareness o f  o rgan iza t i ona l  c o n s t r a i n t s  

4. Improved understanding o f  d u t i e s  and tasks  performed i n  i r r i g a t i o n  
management i n  terms o f  t h e  requ i red  knowledge, a t t i t u d e s  and 
s k i l l s  and t h e  i d e n t i f i c a t i o n  o f  gaps i n  these areas. 

There were o ther  "outcomes" expected o f  t he  TNA process. Many o f  them 
were r e s u l t s  o f  t he  quest ionnaires and o the rs  were i n t a n g i b l e  outcomes such as 
understanding o f  new concepts, awareness which f a c i l i t a t e s  behaviora l  changes 
(new a t t i t u d e s  and s k i l l s ) ,  and r e l a t i o n s h i p- b u i l d i n g  which were observed and 
perceived r a t h e r  than documented. These "outcomes" included: awareness o f  
performance assessment and improvement: increased i n t e r e s t  i n  knowing more 
about people they work w i th ;  improved r e l a t i o n s h i p s  and understandings f o r  
working together ;  b e t t e r  understanding o f  irr igation-management issues; and 
i n t e r e s t  i n  improving t h e  TNA exerc ise.  
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3. TNA FINDINGS 

3.1 CONCEPTS OF IRRIGATION MANAGEMENT’ PERFORMANCE STANDARDS AND TASKS 
STRUCTURE 

The main o b j e c t i v e  o f  t h i s  p r e- o r i e n t a t i o n  session was t o  c rea te  
awareness o f  t h e  concept o f  i r r i g a t i o n  management and t h e  d i s t i n c t i o n  between 
techn ica l  and managerial aspects o f  i r r i g a t i o n  a c t i v i t i e s .  

3.1.1 Audience and Treatment o f  t h e  Subject  

The concept o f  i r r i g a t i o n  management and t h e  a n a l y t i c a l  framework o f  
i r r i g a t i o n  management were presented and discussed. The degree o f  e labo ra t i on  
and depth o f  t reatment  depended on t h e  na ture  o f  t h e  jobs, f unc t i ons  and 
experiences o f  t h e  p a r t i c i p a n t s  i n  a group. 
ex tens i ve l y  f o r  t h e  groups c o n s i s t i n g  o f  t o p  management, engineers, 
researchers and t r a i n e r s .  I t  was l e s s  e labora te  f o r  t echn ica l  ass i s tan ts ,  
t echn ic ians  and i r r i g a t i o n  inspectors .  I t  was exp la ined i n  an even more 
s imple manner f o r  i r r i g a t i o n  overseers. I n  t h e  case o f  each group, an attempt 
was made t o  i l l u s t r a t e  t h e  concepts w i t h  examples r e l a t e d  t o  t h e  d u t i e s  and 
func t i ons  re levan t  t o  each p a r t i c u l a r  group. There were t r a n s l a t i o n  i n t o  
Bahasa Malaysia f o r  t h e  groups o f  i r r i g a t i o n  inspectors ,  t echn ic ians  and 
i r r i g a t i o n  overseers. 

The sub jec t  was t r e a t e d  more 

3.1.2 Discussion Fo l lowinq t h e  Presenta t ion  

The d iscuss ion  was g e n e r a l l y  i n  two p a r t s  : f i r s t ,  t h e r e  were quest ions 
o f  a general na ture  on irr igation-management concepts; second, some o f  t h e  
p a r t i c i p a n t s  were requested t o  vo lun teer  and descr ibe  t h e i r  jobs, f unc t i ons ,  
and d u t i e s  and i d e n t i f y  t h e  t e c h n i c a l  content  and t h e  management dimensions o f  
t h e i r  jobs.  The l e v e l  and content  o f  t h e  quest ions  ra i sed  and t h e  d iscuss ion  
t h a t  f o l l owed  v a r i e d  somewhat depending on t h e  na ture  o f  t h e  group. 
issues r a i s e d  were o f  a very subs tant ive  na ture  and were c l e a r l y  based on t h e  
experience o f  t h e  persons concerned. 
expressed i n  knowing i f  t h e  i r r i g a t i o n  management concept and t h e  a n a l y t i c a l  
framework were app l i ed  elsewhere and i f  some case h i s t o r i e s  ex is ted .  There 
were some who had management educat ion ( e i t h e r  formal MBA educat ion o r  s e l f -  
study o f  management) o r  management experience and they  were more app rec ia t i ve  
o f  t h e  management concepts and t h e i r  relevance. I r r i g a t i o n  inspectors  and 
i r r i g a t i o n  overseers whose d u t i e s  and func t i ons  brought them i n t o  c l o s e r  
contac t  wi th farmers and o t h e r  people seemed t o  d i s p l a y  g rea te r  awareness o f  
t he  management dimensions o f  i r r i g a t i o n ,  e s p e c i a l l y ,  t h e  human r e l a t i o n s  and 
r e s o l u t i o n  o f  c o n f l i c t s .  There were some, though a smal l  number, who were 
f r a n k l y  c y n i c a l  and quest ioned i f  management concepts and p r i n c i p l e s  had any 
relevance t o  i r r i g a t i o n  because o f  t h e  p o l i t i c a l  i n t e r f e r e n c e  and t h e  
consequent d i f f i c u l t i e s  i n  per forming t h e i r  d u t i e s  f a i r l y .  The awareness o f  
t h e  t e c h n i c a l  content  and t h e  management aspects o f  t h e  jobs  v a r i e d  widely .  
Some p a r t i c i p a n t s  changed t h e i r  op in ions  a f t e r  t h e  d iscuss ion  and thought t h a t  
t h e  management content  o f  t h e i r  j obs  were much more than they had i n i t i a l l y  
thought o f .  

Some 

There was q u i t e  o f t e n  an i n t e r e s t  
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3.1.3 I d e n t i f y i n g  C u r r e n t  and Future Performance and Comoetence 

I n  t h e  f i r s t  session w i t h  t h e  t o p  management, t he  p a r t i c i p a n t s  were 
d i v ided  i n t o  seven groups and they were asked t o  i d e n t i f y  t h e  performance 
requirements and t h e  r e l a t e d  competencies o f  t h e  D I D  personnel working wi th 
them. There were considerable d i f f e rences  i n  t h e  outcomes. Whi le one group 
d i d  i n d i c a t e  performance requirements i n  terms o f  managerial a c t i v i t i e s  and 
t h e  r e l a t e d  competencies, o the rs  descr ibed them i n  more narrow terms. 
Performance concepts and performance issues d i d  no t  seem t o  draw the  requ i red  
a t t e n t i o n  though i t  i s  genera l l y  accepted t h a t  i t  i s  important  f o r  managers 
and s t a f f  o f  i r r i g a t i o n  departments t o  have performance t a r g e t s  t o  guide them. 
These t a r g e t s  should be as s p e c i f i c  as poss ib le  and should i nc lude  on l y  
f a c t o r s  over  which they have some c o n t r o l .  

3.1.4 Conduct o f  the Job and Task A n a l  v s i  s 

The j o b  and task  a n a l y s i s  was done by t h e  p a r t i c i p a n t s  us ing  two 
inst ruments designed f o r  t h i s  study. 

The f i r s t  instrument e n t i t l e d  "Job Analys is"  aimed t o  review t h e  d u t i e s  
and tasks  performed and d iscuss  t h e  work cond i t i ons ,  r e s p o n s i b i l i t i e s  and 
s k i l l s  requi red.  I t  was completed by t h e  p a r t i c i p a n t s  i n  smal l  groups o r  
i n d i v i d u a l l y ,  depending upon t h e  s i m i l a r i t i e s  among the  p a r t i c i p a n t s '  jobs. 

The f a c i l i t a t o r s  expla ined t h e  meanings o f  j ob ,  d u t i e s  and tasks  and 
Two main d u t i e s  presented examples f o r  d iscuss ion  among the  p a r t i c i p a n t s .  

a long w i t h  t h e  respect ive  tasks  discussed were recorded and re turned t o  t h e  
f a c i l i t a t o r s .  

A t  t h e  end o f  t h i s  session, vo lunteers repor ted on t h e  group o r  
i n d i v i d u a l  c o n t r i b u t i o n ,  analyzed t h e  d u t i e s  and tasks  wi th t h e  assis tance o f  
t he  sen io r  i r r i g a t i o n  management s p e c i a l i s t ,  who helped them t o  d i s t i n g u i s h  
managerial f rom techn ica l  tasks  and assess the  amount o f  t ime spent f o r  each 
task. I n  general t he  p a r t i c i p a n t s  repor ted t h a t  most o f  t h e i r  work-time, 60 
percent t o  80 percent,  was spent i n  dea l i ng  w i t h  managerial a c t i v i t i e s .  

To i l l u s t r a t e  the  r e s u l t s  of t h i s  session, t h ree  samples o f  each 
category are  presented i n  Annex A. 

The second instrument,  "Format f o r  Se l f- Ana lys is  o f  I r r i g a t i o n  
Management Jobs," developed by Charles Nijman, was designed t o  f a c i l i t a t e  
awareness o f  t echn ica l  and managerial aspects o f  i r r i g a t i o n  work. I t  was 
in t roduced t o  t h e  p a r t i c i p a n t s  through a l i s t  o f  13 areas o f  concern r e l a t e d  
t o  t h e  and develoDment o f  i r r i g a t i o n  capac i t i es .  
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AREAS OF CONCERN ’ 
A. USE OF I RRIGATION CAPACIT IE  S 

1.  Seasonal water-management 7 .  Determinat ion o f  requirements 
p lann ing  regard ing  system’s func t i ons  

matching o f  supply and demand 
2. In-seasonal water management : 8. Determinat ion o f  t echn ica l  

requirements o f  s torage canals 
and s t r u c t u r e s  

3 .  Operat ional  p lan  f o r  water- 
f l o w  regu la t i ons  9. Determinat ion o f  a maintenance 

p lan  
4 .  Operat ional  methods o f  

i n d i v i d u a l  s t r u c t u r e s  10. Determinat ion o f  t echn ica l  
s t a f f  reaui rements/select ion 

B. DEVELOPMENT OF I R R I G A T I O N  
CAPACITIES 

5. Determinat ion o f  general 1 1 .  Determinat ion o f  p ro fess iona l /  
o b j e c t i v e s  development requirements 

6. General system requirements: 12. Actual  execut ion  and mon i to r i ng  
o f  cons t ruc t i on  and maintenance matching o b j e c t i v e s  w i t h  

f i n a n c i a l  means a c t i v i t i e s  

13. Other jobs.  

P a r t l y  as r e s u l t  o f  t h e  feedback received d u r i n g  t h i s  study, Charles 
Nijman has reviewed t h e  wording o f  some areas as fo l l ows :  

1 

AREAS OF CONCERN 

A. SYSTEM U T I L I Z A T I O N  

1. Seasonal a l l o c a t i o n  p lan  6 .  Determinat ion o f  
2.  In-seasonal a l l o c a t i o n  f e a s i b l e  system 
3. Operat ion p lan  f o r  water- f low r e g u l a t i o n  o b j e c t i v e s  
4 .  Operat ional  methods o f  i n d i v i d u a l  s t r u c t u r e s  7.  Determinat ion o f  

8. SYSTEM CREATION AND MAINTENANCE requirements 

5.  Determinat ion o f  des i red  system o b j e c t i v e s  8-13 remain t h e  same 

f u n c t i o n a l  system 
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Apart from t h e  t o p  management, t r a i n e r s  and researchers, al1:groups were 
requested t o  f i l l - i n  t h e  quest ionna i re  o f  t he  area o f  concern they were most 
f a m i l i a r  w i th .  The t o p  management group was d i v ided  i n t o  seven smal l  groups 
and i n v i t e d  t o  respond t o  Ni jman's quest ionnaire,  cover ing almost a l l  areas o f  
concern. The researchers and t r a i n e r s  analyzed t h e i r  jobs  most ly  under o ther  
j o b  ca tegor ies  because o f  t h e i r  spec ia l  a c t i v i t i e s .  For t he  o b j e c t i v e  o f  
making them more aware o f  t he  techn ica l  and managerial aspects o f  t h e i r  j obs  
these d i f f e r e n t  approaches d i d  n o t  make much o f  a d i f f e rence .  However, some 
conclusions can be der ived from the  choices o f  t h e  engineers, techn ic ians ,  
t echn ica l  ass i s tan ts ,  i r r i g a t i o n  inspectors  and overseers. 

Table 2 shows t h a t  engineers p r e f e r r e d  t o  answer t h e  quest ionnaires on 

About 30 percent  o f  
In-seasonal Management ( 1 5 % ) ,  Maintenance Planning (15%) and Actual Execut ion 
and Mon i to r i ng  o f  Maintenance and Construct ion ( 1 7 . 5 % ) .  
t h e  engineers were main ly  invo lved i n  o t h e r  jobs  (e.g., f i n a n c i a l  and con t rac t  
admin i s t ra t i on ,  urban drainage and sediment s tud ies) .  General ly,  engineers 
seem t o  be more f a m i l i a r  w i t h  p lanning,  design, maintenance and cons t ruc t i on  
a c t i v i t i e s ,  i .e. ,  t h e  development and maintenance o f  t h e  i r r i g a t i o n  systems 
ra the r  than i n  t he  u t i l i z a t i o n  o f  i r r i g a t i o n  systems (on l y  23%). Th is  was 
a l s o  demonstrated by t h e  more e labora te  responses f o r  t h e  f i r s t  group o f  
management concerns. 

S i m i l a r l y ,  techn ic ians  and techn ica l  ass i s tan ts  seem t o  be more f a m i l i a r  
w i t h  development and maintenance o f  i r r i g a t i o n  systems, respec t i ve l y  (43% and 
59%) than w i t h  i t s  u t i l i z a t i o n ,  bo th  (12%).  Most f a m i l i a r  t o  bo th  groups were 
t h e  ac tua l  execut ion and mon i to r i ng  o f  cons t ruc t i on  and maintenance a c t i v i t i e s  
(32% and 38% respec t i ve l y  f o r  techn ic ians  and techn ica l  ass i s tan ts ) .  I n  
con t ras t ,  i r r i g a t i o n  inspectors  and i r r i g a t i o n  overseers were more f a m i l i a r  
wi th t h e  u t i l i z a t i o n  o f  t h e  i r r i g a t i o n  system (78% and 77% respec t i ve l y ) .  

Whereas these " f a m i l i a r i t y "  f i g u r e s  are  very rough i n d i c a t i o n s  only ,  
they suggest t h a t  much o f  t h e  u t i l i z a t i o n  o f  t h e  i r r i g a t i o n  systems i s  l e f t  t o  
t h e  i r r i g a t i o n  inspectors  and overseers and t h a t ,  as i s  t he  case i n  many 
count r ies ,  t h e  involvement o f  h i g h e r- s t a f f  l e v e l s  i n  these decision-making 
processes i s  l i m i t e d .  

These quest ionnaires prov ided extensive data. Since t h i s  session was a 
use fu l  s tep  o f  t h i s  exerc ise  and aimed t o  promote j o b  ana lys i s  t o  f a c i l i t a t e  
p a r t i c i p a n t s '  awareness i n  t echn ica l  and management aspects o f  i r r i g a t i o n ,  a 
compi la t ion  o f  t h e  responses i s  presented a t  t he  end, as Annex B. 
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Table 2: Record o f  t op i c  answered by par t i c ipan ts  on Nijman's questionnaire. 

j 1 :Seasonal Water-management : 1 : 2 : 2 
I :planning I I 

: 2 :In-seasonal water-management : 1 : 6 I 2 
I :matching o f  supply and demand: I 

: 3 loperat ional  plan f o r  water : 1 I - , 
I : f l ow  regulators I I 

l_____l_____________________________I___----'---I--- 
; 4 .  :Operational methods o f  ; 2 : I : -  
I : i nd i v i dua l  s t ructures 4 

: 5 .  :Determination o f  general : 1 : 1 : -  
I :ob ject ives I I 

I :Matching ob ject ives w i t h  5 , I 
I : f i n a n c i a l  means , 

1 : regarding system funct ion : 

I :requirements o f  storages, I , 
I :canals and s t ructures I I 

I ltenance p lan I I 

I : s t a f f  requirements I , 

I I 

I 
: _ _ _ _ _ 1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ - - - - : _ _ - 1 - - -  

I _  

1 I I 

I 

I I 

I 

, I I 

I 
I 6. :General System requirements: - 2 1 

t I I 

I 
l_____l_____________________________I___----'---'--- 

1 7. :Determination o f  requirements: 1 I - : 1 

(_____I_____________________________)___----'---'--- 

: 8 .  :Determination o f  technical  1 [ 1 : 3 
I , 8 

I I , 
l _ _ _ _ _ I _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ _ - - _ ~ _ _ - ' - - -  

: 9. ;Determination o f  a main- I . .  : 6 : 3  

1 _ _ _ _ _ 1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ l _ _ l _ _ _ - - - - ~ - - - ~ - - -  

: 10.IDetermination o f  technical  1 : 1 I 2 

I : (se lect ion c r i t e r i a ,  e t c )  I I I I 

~_____I_____________________________(___----~---'--- 

: 11.IDetermination o f  professional: 1 : 1 : - 
I :development requirements I 

1 _ _ _ _ _ 1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ - - - - ~ - - - ' - - -  

1 12.1Actual execution & monitoring: 1 7 I 11 
f : o f  construct ion & maintenance: 
, : a c t i v i t i e s  I I 

: 13.lOther jobs : - : 12: 9 

I 

I 9 

I I 

I 

I 

I I 

1 I 

I I 

, 
1 _ _ _ _ _ 1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ - - - - ~ - - - ~ - - -  
I I 

1 _ _ _ _ _ 1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ - - - - ~ - - - ' - - -  

Total  I 

1 3  I _ 



3.1.5 Review o f  t h e  D I D  J&.Description 

Th is  session was aimed t o  g ive  t h e  p a r t i c i p a n t s  t h e  oppor tun i t y  o f  (1 )  
g e t t i n g  acquainted with t h e i r  j o b  d e s c r i p t i o n  a t  t h e  D ID  and (2)  g i v i n g  
suggestions f o r  improvement i f  necessary. 

The "Funct ions and Job Desc r ip t i on  o f  I r r i g a t i o n  Managers" sheet,  and a 
spec ia l  form designed t o  record suggestions were d i s t r i b u t e d  among t h e  
p a r t i c i p a n t s  wi th t h e  request f o r  r e t u r n i n g  them the  f o l l o w i n g  day. 

Th is  was n o t  a successful  exerc ise.  Lack o f  t ime prevented the  
p a r t i c i p a n t s  from d iscuss ing  t h i s  j o b  d e s c r i p t i o n  i n  t h e  classroom. 
r e s u l t ,  t h e  r e t u r n  o f  t h e  suggest ion forms was not  as s a t i s f a c t o r y  as 
expected. However, t h e  p a r t i c i p a n t s '  c o n t r i b u t i o n s  were va luab le  and could 
be use fu l  f o r  t h e  D I D  ana lys is .  

As a 

The p a r t i c i p a n t s  have of fered,  among others,  t he  suggestions presented 
i n  Annex C as w e l l ,  f o r  improvement o f  t h e i r  f unc t i ons  and/or j o b  
desc r ip t i ons .  

I n  a d d i t i o n  t o  the  l i s t  of suggestions, t he  f o l l o w i n g  proposal was a l s o  
presented by one p a r t i c i p a n t  which a t t r a c t e d  t h e  f a c i l i t a t o r ' s  a t t e n t i o n .  

"Observat ion on Proposed Job Desc r ip t i on  f o r  I r r i g a t i o n  Managers" 

1. Except f o r  t r a i n i n g  no o the r  management f unc t i ons  o r  d u t i e s  are 
l i s t e d  i n  t h e  j o b  d e s c r i p t i o n  f o r  i r r i g a t i o n  managers. 

Perhaps such func t i ons  and d u t i e s  are  assumed t o  be covered 
adequately by "over lapping"  i n  o ther  j o b  desc r ip t i ons ,  or  perhaps 
such func t i ons  and d u t i e s  are t o  be assumed i n c i d e n t a l  t o  o ther  j o b  
desc r ip t i ons .  

2 .  

3. However, t h i s  commentator t h i n k s  t h a t  such assumptions are 
unreasonable. I n  o rder  t h a t  j o b  desc r ip t i ons  serve t h e i r  purpose, 
t he  more important  reasons, which are intended t,o do t h e  jobs  t h a t  
are b e t t e r  descr ibed separate ly ,  should be described as such. 

4 .  To be e f f e c t i v e  and e f f i c i e n t ,  i r r i g a t i o n  managers must r e a l i z e  
t h a t  t h e i r  r o l e s  i nc lude  nontechnical  f unc t i ons  and du t i es ,  and 
there fore ,  they must be adequately o r i en ted  t o  f u l f i l l  those o ther  
f unc t i ons  and t o  perform those o the r  du t i es ,  as w e l l .  

5. There are o the r  p r i n c i p a l  f unc t i ons  which i r r i g a t i o n  managers must 
succeed i n  f u l f i l l i n g .  Amongst these are t h e  fo l l ow ing :  

a. 'Product and c l i e n t e l e '  development and management, 
p u b l i c  r e l a t i o n s  (p lann ing  and eva lua t ion ,  f o rmu la t i on ,  and 
implementation o f  a PR programme). 

Development o f  'product '  design, q u a l i t y ,  performance, 
u t i l i t y ,  e t c .  
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Expansion o f  ‘product  miss ion’  and c l i e n t e l e  

b. ‘Product ion’  development and management 

A c q u i s i t i o n  and management o f  p l a n t ,  equipment, t o o l s ,  
gear, ma te r i a l s ,  e t c .  

A c q u i s i t i o n  and development o f  a c t i v i t y  procedures, 
c r i t e r i a ,  standards, e t c .  

A c q u i s i t i o n  and development o f  mon i to r i ng  and eva lua t i on  
procedures, c r i t e r i a ,  standards, e t c .  f o r  p r o d u c t i v i t y  
performance 

c. Organ iza t iona l  development and management development o f  
s t a f f i n g ,  f u n c t i o n a l ,  and a u t h o r i t y  s t r u c t u r e ,  a c q u i s i t i o n  o f  
knowledge, s k i l l s ,  experience, and technology. 

3.2 IDENTIFICATION OF MANAGERIAL KNOWLEDGE, ATTITUDES, AND SKILLS 

Th is  session aimed t o  t r a n s l a t e  t h e  managerial t asks  i n t o  knowledge, 
a t t i t u d e s ,  and s k i l l s  i n  o rde r  t o  assess t h e  gaps between t h e  ac tua l  
p a r t i c i p a n t s ’  s k i l l s  and those necessary t o  achieve performance standards 
determined by t h e  organ iza t ion .  

The concepts o f  knowledge, a t t i t u d e s  and s k i l l s  were in t roduced by t h e  
T r a i n i n g  S p e c i a l i s t  and discussed by t h e  p a r t i c i p a n t s .  
t h i s  study were as fo l l ows :  

The concepts used f o r  

Knowledge i s  re ta ined  i n fo rma t ion  concerning f a c t s ,  concepts, and 
re la t i onsh ips .  For example, i n fo rma t ion  process; communication systems; 
feedback (concept, how t o  g i ve  and receive) ;  decision-making process; e t c .  

A t t i t u d e s  cons i s t  o f  f e e l i n g s  o r  statements f o r  o r  aga ins t  c e r t a i n  
issues; i n d i v i d u a l s  a re  predisposed t o  view t h e i r  jobs, o the r  people, and 
t h e  work i n  a c e r t a i n  way. A t t i t u d e s  are  r e f l e c t e d  i n  people’s behavior.  
For example,responsiveness; f l e x i b i l i t y ;  se l f- conf idence;  a d a p t a b i l i t y :  
t a c t ,  e t c .  

Skills are  t h e  a b i l i t i e s  t o  do t h i n g s  e f f e c t i v e l y ;  apply knowledge and 
personal a p t i t u d e s  and a t t i t u d e s  i n  work s i t u a t i o n s .  For example, conduct ing 
meetings; g i v i n g  and r e c e i v i n g  feedback; l i s t e n i n g  s k i l l s ,  e t c .  

S k i l l s  then can be developed d u r i n g  t h e  t r a i n i n g  programs and improved 
l i t t l e  by l i t t l e  as t h e  p a r t i c i p a n t s  apply a new behavior  repeatedly  i n  
l i f e .  

Taking i n t o  account t h i s  concept o f  s k i l l s ,  t h e  p a r t i c i p a n t s  were 
i n v i t e d  t o  j o i n  i n  a bra ins torming session which was used t o  produce l i s t s  
o f  Managerial Knowledge and r e l a t e d  A t t i t u d e s .  
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3 . 2 . 1  Brainstorming Session 

The f a c i l i t a t o r s  in t roduced t h i s  session, i n v i t i n g  the  group t o  l i s t  t h e  
Managerial Knowledge. Simultaneously, l i s t s  o f  r e l a t e d  a t t i t u d e s  were 
w r i t t e n .  

The p a r t i c i p a n t s  were encouraged t o  o f f e r  as many suggestions as 
possib le.  
A t  t h e  end o f  t h e  session, t h e  p a r t i c i p a n t s  were prov ided w i t h  t h e  
oppor tun i t y  o f  d iscuss ing  t h e i r  suggestions. Th is  was aimed t o  f a c i l i t a t e  
t h e i r  awareness f o r  t h e  f o l l o w i n g  session, which was ”ana lys is  o f  gaps.” 

Bra instorming i s  a c r e a t i v e  r a t h e r  than an eva lua t i ve  technique. 

L i s t s  o f  Knowledge and A t t i t u d e s  w r i t t e n  by t h e  p a r t i c i p a n t s  o f  prev ious 
groups with s i m i l a r  f unc t i ons  were used as i npu ts  f o r  t he  ana lys i s  o f  gaps 
o f  o t h e r  groups. For instance,  l i s t s  o f  Knowledge and A t t i t u d e s  produced by 
the  Top Management Group (presented i n  t h e  Table 3)  as Engineers were used as 
i npu ts  fo r  t h e  f i r s t  Engineers’ group, a f t e r  exe rc i s ing  t h e  bra instorming 
technique and w r i t i n g  l i s t s  w i t h  them. 
gaps and helped t h e  f a c i l i t a t o r  t o  overcome t ime cons t ra in t s .  

Th is  system enr iched t h e  ana lys i s  o f  

The bra instorming product  o f  t h e  group p a r t i c i p a n t s  was grouped i n t o  
spec ia l  headings t o  f a c i l i t a t e  ana lys i s  and cur r icu lum development l a t e r .  
However, i t  i s  important  t o  p o i n t  ou t  t h a t  these c l u s t e r s  were done a f t e r  
meetings us ing  computer systems. 

The p a r t i c i p a n t s ’  i npu ts  were grouped as fo l l ows :  
A. Managerial Knowledw 

1) How t o  i n t e r a c t  
2 )  How t o  manage human resources 
3)  Planning, mon i to r ing ,  and eva lua t ion  
4)  How t o  use c r i t e r i a  and s e t  p r i o r i t i e s  
5)  How t o  manage in fo rma t ion  

1) To s t imu la te  communication 
2 )  To b u i l d  up conf idence 
3)  To mot iva te  o the rs  
4)  To improve onese l f  ( o r  self- improvement) 
5)  To d i r e c t  and c o n t r o l  

B. A t t i t u d e s  

As s ta ted  e a r l i e r  t he  Top Management, Researchers, and Tra.iners groups 
received a spec ia l  t reatment  du r ing  t h i s  study. They were considered 
“resource groups.” 

The bra instorming session f o r  these groups was long enough t o  f a c i l i t a t e  
deep d iscuss ion  on t h e  issues o f  t h e  Managerial Knowledge and r e l a t e d  
A t t i t udes .  The l i s t s  con ta in ing  t h e  r e s u l t s  o f  t he  bra ins torming exerc ise  
f o r  these groups are  i n  Annexes D, E, and F, respec t i ve l y ,  f o r  t h e  Top 
Management, Researchers, and Tra iners .  

Table 3 
presents t h e  c o n t r i b u t i o n  by these th ree  groups po in t i ng~ ,  ou t  t he  t o p i c s  .khi,ch, 
were considered important  t o  be developed du r ing  a t r a i n i n g  program. 

These bra instorming r e s u l t s  were compiled and analyzed. . , , ,  ; :  
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Table 3 : Sample o f  resu l ts  from brainstorming technique - 
top managers, researchers and t ra iners .  

CATEGORIES I TOP 
I MGT 

BRAINSTORMING PRODUCT 8 

I. HOW TO INTERACT I 

1. Negotiat ion 
2. In te rac t ion  w i th  farmers 
3. Conf l i c t  reso lu t ion 
4. Coordinate in te rac t ion  w i th  

agencies 
5. How t o  motivate 
6. How t o  convince 
7.  I n te rd i sc ip l i na ry  

11. HOW TO MANAGE HUMAN RESOURCES 
I 

1. Leadership : x  
2. Team bu i ld ing  I X  
3. S t a f f  management: recruitment, I 

select ion,  performance I 

evaluation, (rewards, sanc- I 
t ions),wel fare,  career develop: X 
-ment 

I 

I 

4.  Basic psychology t o  understand I 

5.  Understand s t a f f  competence 
s t a f f  and farmers 1 -  

level ,  detect t a l en t  I X  ________________________________________,-_--- 
111. PLANNING, MONITORING, AND I 

EVALUATION 0 

, 
1. Problem-solving cycle I X  

---_____-__________________I____________~____- 

I V .  SET C R I T E R I A  AND P R I O R I T I E S  I 

I 

1. To set p r i o r i t i e s  I X  
2. Budget a l loca t ion  ; x  

- _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ _ _  

V. H O W  TO MANAGE INFORMATION 
I 
I 

1. Communication systems/mass media 
communcation I X  

2 .  Publ ic speaking I _  

* X : Items which should be developed as course content during 
a t r a i n i n g  program. 
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Table 38: Sample o f  r esu l t s  from Brainstorming Technique 
(Top Managers, Researchers and Trainers) 

ATTITUDES 

BRAINSTORMING PRODUCT CATEGORIES TOP Rf- TRAINERS 
MGT. SEARCH 

I HOW TO STIMULATE COMMUNICATION 
1. Patience X X X 
2. F l e x i b i l i t y  X X X 

X 3. Openmindedness X 
X 4. Good l i s t ene r  X 

- 
- 

I1 HOW TO BUILD CONFIDENCE 
1. Responsiveness 
2.  Assertiveness 

X 
X 

- X 
X - 

111 HOW TO MOTIVATE OTHERS 
1. Empathy X X X 
2 .  Motivation o f  s t a f f  X 
3. Gentleness/kindness/friendliness - 
4. Appreciative - 
5. Interest/Caring/Enthusiasm - 
6. Supportive - 

X 
X X 
X X 
X X 
X X 

- 

I V  TO IMPLORE ONESELF OR SELF- 
IMPROVEMENT 

1. Dedication 
2. Perception 
3. Adaptabi l i ty  
4. Sens i t i v i t y  
5. Creat iv i ty/ innovat ion 
6. Seriousness 

X X X 
X X X 
X X 
X X 

- 
- 

X X - 
- - - 

U, DIRECT AND CONTROL 
1. Firmness i n  dealing w i th  farmers/staff X X X 

X 2. Responsibi l i ty  X 
X X 3. Persuasiveness - 
X X 4. Analyt ical  a b i l i t y  - 
X X 5. Pragmaticism/Realism - 
X X 6. Vislon/farsightedness - 

- 

* X Items which should be developed as course content during a t r a i n i n g  
program. 
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Under "How t o  I n t e r a c t "  area, the  i tems (1) Negot ia t ion  ( 2 )  I n t e r a c t i o n  
with Farmers, and (3) C o n f l i c t  Reso lu t ion  were c i t e d  by a l l  t h ree  groups. 
Two o the r  top i cs ,  "Coordinate i n t e r a c t i o n  w i t h  agencies" and " I n t e r -  
d i s c i p l i n a r y  i n t e r a c t i o n "  were considered o n l y  by Top Management and 
researchers groups. However, t h e  t o p i c s  "How t o  mot iva te"  and "How t o  
convince" were suggested by both  Researchers and Trainers.  

Regarding "How t o  manage human resources" area, among the  f i v e  t o p i c s  
presented above, f o u r  were s t a t e d  by a l l  t h ree  groups. They were : (1) 
Leadership; ( 2 )  Team b u i l d i n g ;  ( 3 )  S t a f f  management, i n v o l v i n g  recru i tment ,  
se lec t ion ,  performance eva luat ion ,  e tc . ,  and ( 4 )  Understanding s t a f f  
competence l e v e l  and detec t  t a l e n t .  The Researchers and Tra iners  a l s o  
recognized needs f o r  developing "Basic Psychology t o  understand s t a f f  and 
farmers . " 

Re fe r r i ng  t o  "Planning, moni tor ing,  and eva luat ion"  o n l y  "problem 
so lv ing"  was recommended f o r  Researchers and Tra iners .  

Two o ther  se ts  o f  i tems were s ta ted  by a l l  t h ree  groups. These were : 
"To se t  p r i o r i t i e s  and communication system, i n c l u d i n g  mass media." These 
were under t h e  headings "Set C r i t e r i a  and P r i o r i t i e s "  and "How t o  Manage 
In format ion , "  respect ive ly .  

Budget a l l o c a t i o n  was c i t e d  by the  Top Managers and Trainers.  However, 
the  t r a i n e r s  po in ted ou t  t h i s  t o p i c  r e l a t e d  t o  t r a i n i n g  programs. 

I n  a d d i t i o n  t o  these top i cs ,  a l l  t h ree  groups have presented o the r  
suggestions such as c o n s u l t a t i o n  techniques, r o l e  o f  farmers and p o l i t i c i a n s  
i n  i r r i g a t i o n ,  farmers' o rgan iza t ion ,  e t c . ,  which are  presented i n  the  
annexes. 

With regard t o  the  p lanning,  moni to r ing  and eva luat ion ,  among the  12 
i tems discussed and recorded, the  Researchers c i t e d  9 i tems which were 
r e l a t e d  t o  research issues. While among the  e i g h t  i tems discussed, the  
Tra iners  c i t e d  seven i tems which were r e l a t e d  t o  t r a i n i n g  matters. 

Regarding t h e  bra instorming r e s u l t s  o f  t h e  o ther  f i v e  s t a f f  categor ies,  
on l y  one sample from one group o f  engineers i s  presented i n  t h i s  r e p o r t  
(Annex G). 

Table 4 shows the  numbers o f  items suggested by the  p a r t i c i p a n t s  du r ing  
t h e  bra ins torming sessions. 
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It i s  important t o  po in t  out tha t  during t h i s  stage there was discussion 
on the meaning o f  these items. These numbers give only an overa l l  idea o f  
the brainstorming product f o r  each group. 

was re la ted t o  the leve l  of pa r t i c i pa t i on  and t o  the amount o f  t ime spent i n  
the discussion. 
way. However, there were others tha t  had t o  be encouraged a l l  the t ime t o  
spe l l  out t h e i r  ideas. 

Knowledge (391) was about 63 percent less than tha t  co l lec ted f o r  a t t i tudes  
(625). 

I t  was observed tha t  the number of items co l lec ted during t h i s  session 

Some groups par t ic ipated very ac t i ve ly  i n  a very spontaneous 

Table 4 shows tha t  the number o f  items co l lec ted f o r  Managerial 

Among the s t a f f  categories, the 2nd group o f  Engineers and the 1 s t  group 
o f  I r r i g a t i o n  Inspectors have shown the most productive ones i n  terms o f  
g iv ing contr ibut ions on Managerial Knowledge. Their pa r t i c i pa t i on  
represented about 16 percent and 15 percent respect ively o f  the whole product 
o f  t h i s  session. 

the "At t i tudes issues" came from the same group o f  I r r i g a t i o n  Inspectors 
c i t e d  above and, from the second group o f  Engineers which represented 11 
percent and 9 percent, respectively, o f  the t o t a l  cont r ibut ion f o r  t h i s  
session. 

On the other hand, the highest cont r ibut ions given by these groups on 
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Among t h e  th ree  ca tegor ies  which had two groups o f  p a r t i c i p a n t s  
(Technical Ass is tan ts ;  Technicians; I r r i g a t i o n  Inspectors ) ,  i t  was observed 
t h a t  t h e  I r r i g a t i o n  Inspectors  gave t h e  greates t  number o f  c o n t r i b u t i o n s  on 
both  areas, Managerial Knowledge and A t t i t u d e s  du r ing  t h i s  exerc ise ,  even 
though they were t h e  second l a r g e s t  group. 

These f i v e  ca tegor ies ,  a f t e r  t h e  bra ins torming session, were i n v i t e d  t o  
l i s t  gaps i n  managerial knowledge and a t t i t u d e s  based upon the  "bra ins torming 
l i s t s . "  Most o f  t h e  t ime,  t h e  e n t i r e  product  from t h e  bra ins torming 
technique was improved by new i tems h i g h l i g h t e d  by the  l i s t s  o f  prev ious 
groups w i t h  s i m i l a r  func t ions .  Since t h e  l i s t s  o f  gaps are e n t i r e l y  
presented i n  Annexes H, I, J, K, and L, i t  was considered unnecessary t o  
i nc lude  t h e  bra ins torming l i s t s  i n  t h i s  volume. 

3.3 EXISTING GAPS 

3.3.1 I d e n t i f i c a t i o n  o f  Managerial Knowledge, A t t i t u d e s ,  and S k i l l s  

Th is  session aimed t o  assess gaps between the  e x i s t i n g  l e v e l  o f  
p r o f i c i e n c i e s  and those requ i red  t o  achieve t h e  o rgan iza t i ona l  o b j e c t i v e s  
among t h e  D I D  s t a f f .  These were done i n  o rder  t o  design and prov ide  
e f f e c t i v e  t r a i n i n g  programs t o  f u l f i l l  the i r -  needs. 

The Nominal Group Technique was used d u r i n g  t h i s  session t o  assess gaps 
among t h e  f i v e  s t a f f  ca tegor ies .  The Top Management, Researchers and 
Tra iners  d i d  no t  experience t h i s  technique,  s ince  they were consider'ed 
"resource groups" f o r  t h i s  study. 

Th is  session was in t roduced by an exp lanat ion  o f  t he  Nominal Group 
technique and i t s  ob jec t i ves .  The p a r t i c i p a n t s  were i n v i t e d  t o  review t h e  
l i s t s  o f  Managerial Knowledge and A t t i t u d e s  which were d isp layed on the  w a l l s  
i n  o rder  t o  analyze t h e i r  own gaps. 
f unc t i ons  were a l s o  d isp layed on t h e  w a l l s  t o  e n r i c h  t h e i r  ana lys i s . )  
f i r s t  phase requ i red  t h e  p a r t i c i p a n t s  t o  w r i t e  t h e i r  gaps i n  both areas, 
i n d i v i d u a l l y .  

( L i s t s  o f  prev ious groups w i t h  s i m i l a r  
Th is  

Afterwards, t h e  p a r t i c i p a n t s  were i n v i t e d  t o  s p e l l  ou t  t h e i r  
c o n t r i b u t i o n  i n d i v i d u a l l y .  The peers should cross out ,  from t h e i r  l i s t s ,  
those items s ta ted  by t h e  p a r t i c i p a n t s .  (These items were l i s t e d  on the  f l i p  
cha r t . )  Th is  procedure was repeated u n t i l  a l l  c o n t r i b u t i o n s  were g iven (2nd 
phase). 

The 3 rd  phase aimed t o  d iscuss  t h e  i tems recorded by t h e  f a c i l i t a t o r s .  
Each p a r t i c i p a n t  had t o  present  h is /her  c o n t r i b u t i o n  and r e l a t e  it t o  h is /her  
r e a l  experience i n  t h e  j ob .  The i tems were improved and compiled when 
necessary d u r i n g  t h e  exerc ise .  
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Th is  t h i r d  phase generated l i s t s  g f  GAPS i n  manageria.l.Lkn.wLe.dse and 
a t t i t u d e s  which w i l l  be t a k e n i n t o  account t o  design a long-term t r a i n i n g  
program. These l i s t s  o f  GAPS produced by t h e  engineers, t echn ica l  
ass is tan ts ,  techn ic ians ,  i r r i g a t i o n  inspectors,  and overseers were compiled 
and presented i n  Annexures H, I, J, K ,  and L. A sample o f  t h i s  compi la t ion  
along w i t h  t o p i c s  which were considered necessary f o r  a t r a i n i n g  program i s  
a l s o  presented i n  t a b l e s  5 and 6 f o r  gaps i n  t h e  managerial knowledge and 
a t t i t u d e s  respec t i ve l y .  

Table 5 shows t h e  frequency o f  a l l  s t a f f  ca tegor ies ,  i n  r e l a t i o n  t o  t h e  
t o p i c s  shown as sample f o r  t h i s  p resenta t ion .  

The c r i t e r i a  used t o  s e l e c t  t h i s  sample were based on t h e  t o p i c s  which 
t h e  group respondents have considered very important t o  be developed as 
course content  du r ing  t h e  t r a i n i n g  program. The 33 t o p i c s  w i t h  h igh  
frequency were l i s t e d  i n  Table 5 under f i v e  s p e c i f i c  areas. I t  was observed 
t h a t  17 t o p i c s  (53 percent)  were s ta ted  by a l l  f i v e - s t a f f  categor ies;  9 
t o p i c s  ( 2 8  percent)  were g iven by f o u r  ca tegor ies  and 7 t o p i c s  (22  percent)  
chosen by th ree  categor ies.  

h ighes t  frequency among a l l  categor ies.  Out o f  e i g h t  t o p i c s  recommended, 
seven were recommended by t h e  p a r t i c i p a n t s  as important  f o r  t r a i n i n g  
programs. they were (1)  Leadership; ( 2 )  Team b u i l d i n g ;  (3 )  S t a f f  management 
( se lec t i on ,  career development, e t c . ) ;  (4 )  Basic psychology t o  understand 
s t a f f  and farmers; (5) conduct ing meeting; ( 6 )  Farmers' t r a i n i n g ;  and ( 7 )  
Cu l tu re  and customs o f  farmers. 

The t o p i c s  r e l a t e d  t o  "How t o  manage human resources" presented t h e  

The second area composed o f  f i v e  t o p i c s  presented by a l l  ca tegor ies ,  was 
"HOW t o  i n t e r a c t . "  The f o l l o w i n g  t o p i c s  represent t h e i r  choice: ( 1 )  
Negot iat ion;  ( 2 )  I n t e r a c t i o n  w i t h  farmers; ( 3 )  C o n f l i c t  reso lu t i on ;  ( 4 )  How 
t o  mot iva te ;  and (5) How t o  convince. 

The t h i r d  area, heading on "Planning, Moni tor ing,  and Evaluat ion"  was 
composed o f  f ou r  t o p i c s  which were chosen by f i v e  ca tegor ies .  
were: ( 1 )  Problem-solving cyc le ;  ( 2 )  Decis ion making; ( 3 )  Contract  
admin i s t ra t i on ;  and ( 4 )  How t o  coordinate.  

The t o p i c s  

Topics most ly  mentioned by 3 - 4 ca tegor ies  are presented under "Set 
C r i t e r i a  and P r i o r i t i e s "  and How t o  manage in fo rma t ion . "  They can be seen i n  
Table 5. 
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Table 5: Sample o f  gaps i n  managerial knowledge from nominal group 
technique - Five S t a f f  Categories. 

........................................................................ 
I STAFF CATEGORIES ; ENG.: TA : T E C H . : I I S  i I O S  
I GAPS 
I _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ - ~ - - - - - ~ - - - - - ~ - - - - - ~ - - - - - ' - - - - - '  

: I. HOW TO INTERACT 8 

I 
I 

4 
I 

I , 
I 1 , I , 

I 1. Negotiat ion : x i  : x : x ; x : x ; 
; 2 .  In te rac t ion  w i th  farmers : x  : x : x : x ; x ;  : 3. Con f l i c t  reso lu t ion : x  : x : x ; x : x :  : 4. How t o  motivate : x  : x ; x ; x ; x :  
I 5. How t o  convince ; x  : x ; x : x : x ;  

agenc i es : x  : x ; x : x : - :  : 7. In te rac t ion  wi th  p o l i t i c i a n s  ; x  : x i -  ; x : x :  
; 8. Dialogue ; x  ; X I -  : x ; x :  

I 

, I , : 6. Coordinate in te rac t ion  w i th  I I I 

l_______________________________________-l-----~-----~-----~-----~----- '  

; 11. HOW TO MANAGE HUMAN RESOURCES I I , 
6 4 t 

I 8 I 

1. Leadership : x  ; x : x ; x ; x :  
I 2 .  Team bu i ld ing  ; x  : x : x ; x : x :  
, 3. S t a f f  management select ion,  1 

I career development, perform- : 4 

ance evaluation, welfare : x  : x ; x : x : x :  
I 4. Basic psychology t o  understand X X : X X : X : 
, s t a f f  and farmers ; x  : x : x : x ; x ;  
I 5 .  Conducting meeting : x  : x ,  1 x ; x : x :  

6. Farmer's t r a i n i ng  : x  : x : x ; x : x ;  
I 7 .  Culture, custom o f  farmers I 1 

I (basic sociology) ; x  : x : x ; x : x ;  
I 8. A t t r ibu tes  o f  a manager I X  ; - : x : x : x :  

:III. PLANNING, MONITORING AND EVALUATION: 8 

1. Problem-solving cycle : x  : x ; x : x : x :  
I 2 .  Decision-making process ; x  : x ; x : x ; x :  
I 3 .  Contract administrat ion : x  : x : x ; x : x :  

4. How t o  coordinate : x  ; x : x : x ; x :  
5. Time management ; x  ; - : x : - : x ;  

personnel ; x  ; - : x ; x : x ;  
, 7. Control maintenance plan : x  ] X I -  : x : - :  

8. Planning procedures, manual : x  : x : x : - : - :  

, , , 
1 

, 

I _ _ _ _ _ _ _ _ _ _ _ _ _ _ - _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ I _ _ _ _ _ - l - - - - - ~ - - - _ _ ~ - _ - - - ~ - - - - - ~ - - - - - ~  

I I I 
I I , 

I 

6. Evaluation methods, systems, and: I I , I 

I 

I _____________________________________^_- - - - - - - - - - - - - - - - - - - - - - - - - - - - -_ -~  
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I I I V .  SET C R I T E R I A  AND PRIORITIES I 

1. Budget a l l o c a t i o n  / x  ; x : x : x : - /  
6 ; x : x : x ;  2. To s e t  p r i o r i t i e s  8 -  I _  

3 .  To use c r i t e r i a  , , 4. Risk management I X  
I_________________-______________________l----- 

: V.  HOW TO MANAGE INFORMATION I 

I 

I 1 .  Communication systemlmass media / 
i n t e r a c t i o n  w i t h  farmers I X  I 2.  P u b l i c  speaking 1 -  

I 3 .  How t o  repor t  ( o r a l ,  w r i t t e n )  1 -  

I 8.  In format ion  process 

*X : I tems which should be developed as course content dur ing  a 
t r a i n i n g  program. 
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Table 6 shows the frequency o f  a l l  s t a f f  categories i n  r e l a t i o n  t o  the 

The c r i t e r i o n  used t o  choose these top ics  was the frequency which indicated 
h igh importance given by the par t i c ipan ts  t o  the t op i c  content. Forty top ics  were 
l i s t e d  i n  t h i s  Table under f i v e  headings o r  subject areas. Among these top ics  
14 (35 percent) were recommended by a l l  pa r t i c j pan t  groups as very important 
top ics  t o  be developed as course content; 16 top ics  (40 percent) were advised 
by 4 s t a f f  categories and 10 top ics  (25 percent) were recommended by 3 staf f  
categories. 

The highest frequency presented i n  t h i s  tab le  was under Di rect  and Control 
area ( 6  top ics  among 11). The second area was t o  improve oneself where among 
nine top ics  recommended four  received t o t a l  frequency o f  the s t a f f  categories. 
The other top ics  were spread among two other areas, such as How t o  motivate 
others and How t o  b u i l d  up confidence. 

"At t i tudes"  shown as sample f o r  t h i s  report.  

The At t i tudes re la ted  t o  Di rect  and Control area presented the highest 
frequency among a l l  categories. From n ine top ics  recommended, s i x  were 
recommended by a l l  the par t i c ipan ts  groups. They were : (1 )  Responsibi l i ty ,  
( 2 )  Firmness i n  deal ing with s t a f f  and farmers; (3 )  Precision; (4)  Vision/ 
farsightedness; (5) Taking r i s ks ;  and ( 6 )  Self-confidence. 

The second area, t o  improve oneself or  self-improvement, composed o f  four 
top ics  were recommended by a l l  categories. The fo l lowing A t t i tudes  represented 
t h e i r  choice : ( 1 )  Adaptab i l i ty ;  ( 2 )  Sens i t i v i t y ;  ( 3 )  Creativity/innovativeness; 
(4) Wil l ingness t o  be corrected/teachable. 

A t t i tudes  which accumulated frequencies o f  4 and 3 were recommended under 
areas o f  " t o  motivate others"  and " t o  st imulate communication". The fo l lowing 
a t t i t udes  were among others: Supportiveness; gentleness/ kindness/fr iendl iness; 
cooperativeness; trustworthiness; patience; f l e x i b i l i t y ,  and others which can 
be seen i n  Table 6. 

The I r r i g a t i o n  Overseers group has shown great concern about "Conf l ic t  
Resolut ion" and "How t o  cooperate and inf luence cooperation" as indicated i n  
the data analysis f o r  t h i s  managerial knowledge. This concern was expressed i n  
d i f fe ren t  ways dur ing the exercise o f  l i s t i n g  and discussing top ics  on t h i s  
respect. 

Another area which demanded a great deal o f  a t t en t i on  dur ing t h i s  exercise 
was s t a f f  management, po in t ing  out top ics  re la ted  t o  career development, and 
performance evaluation. The top ics  re la ted  t o  t h i s  area were very much discussed 
and presented i n  d i f f e r e n t  ways on the attached l i s t s  o f  gaps. 

Contract Administrat ion was another area which br ings concerns t o  the D I D  
s ta f f ,  mainly t o  the Technicians, 11s and 10s. 

Regarding the re la ted  At t i tudes,  tab le  6 presents a sample which 
(complemented by the other top ics)  would be a valuable source o f  information 
f o r  designing a t r a i n i n g  program. 

The gaps i n  A t t i tudes  presented by the par t i c ipan ts  c l t e d  i n  Annexes H, 
I, J,  K and L,  were as fol lows. 
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Table 6: Sample o f  gaps i n  a t t i t u d e s  f rom nominal group technique - 
F ive  S t a f f  Categories. 

____________________________________I___----_------------------.----~----- 

I I ENG. T A .  ; T E C H . ; I I S  ; I O S  
I , , I ! I 

STAFF CATEGORIES 
: GAPS I 

I I. TO STIMULATE COMMUNICATION I 
I 

I 1. Pat ience ; x *  ; x ; x ; x ; - ; 
; 2 .  F l e x i b i l i t y  ; x  ; x ; x : x ; - ;  
; 3. Openmindedness 1 -  ; x : x ; x ; x ;  

; X I  : 4.  Good l i s t e n e r  ; x  : x i - ,  1 -  : 5. Humbleness/simpl i c i t y  ; x  l - l . . ; x ; x ;  I 

I 6. Understanding I _  I _  ; x ; x ; x :  

I 1 .  Honesty ; x  ; x ; x : x ; x ;  
; 2 .  I m p a r t i a l i t y  : x  ; x ; x ; x ; x ;  

3. Fai rness 3 -  ; x : x : x : x ;  
; 4.  Diplomacy 1 -  ; x ; x ; x ; x ;  
I 5. Tolerance ; x  ; x ; -  ; x i - ;  
; 6. Responsiveness 1 -  ; x i -  ; X I - ;  

1 _ _ _ _ _ _ _ _ _ _ _ _ _ _ - _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ - - ~ - - - - - ~ - - - - - ~ - - - - - ' - - - - - ' - - - - - '  

I I I . T O  BUILD UP CONFIDENCE I , I 

I I I I .  TO MOTIVATE OTHER 
; 1 .  To mot iva te  farmer community I I 

I I , I 
I I 4 1 

I 

I and s t a f f  i x  ; x ; x : x ; x ;  
: 2 .  Interest/caring/enthusiasm ; x  ; x : x ; x : x ;  
; 3. Gentleness, kindness, f r i e n d -  ; x  ; x ; x : -  ; x :  

: 4 .  Supportiveness ; x  ; x ; x : x : - ;  
I 5. Cooperativeness ; x  ; - ; x : x : x ;  
; 6. Trustworth iness ; x  ; x ; x : x : - ;  
; 7. Appreciat iveness ; x  ! -  I : X I -  : X I  
: 8. Respect ; x  ; - ; x : x ; x :  

I 1 iness 1 I 8 I 

l_______________________________________------------------_-------------~ 

1 I I I V .  TO IMPROVE ONESELF OR SELF I , 
I IMPROVEMENT I I 

I 1. Dedicat ion ; x  I : x ; x : x ;  
; 2.  A d a p t a b i l i t y  : x  ; x : x ; x ; x ;  
I 3. S e n s i t i v i t y  ; x  ; x : x ; x ; x ;  
1 4.  Creativity/Innovativeness ; x  ; x ; x ; x ; x ;  
I : x  ; x ; - * - a  
I 5. Seriousness , x :  : 6. Wi l l ingness  t o  be corrected/  I 

Teachable ; x  ; x : x ; x ; x :  
; 7. Commitment ; x  - ; x ; x ; x :  
: 8.  S e l f - d i s c i p l i n e  : x  ; X I -  : x : x ;  
; 9. Coping w i t h  chal lenge ; x  : x ; - ; x : x ;  

I _  

I , I 

I_______________________________________-------------------------------- 
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__________________________I_____________--------------------------------- 

I I V. DIRECT AND CONTROL I 
I 6 
4 t 4 , I 
I 1. Firmness i n  dea l i ng  w i t h  s t a f f  f I I 

I and farmers ; x  : x ; x ; x ; x ;  
; 2. R e s p o n s i b i l i t y  ; x  : x ; x ; x : x ;  
1 3. Preciseness ; x  : x ; x ; x ; x ;  
; 4. V is ion / fa rs igh tedness  ; x  : x ; x ; x : x ;  
; 5. Bravery/courage ; x  f x ; - '  , x ; - :  
, 6.  I n i t i a t i v e  ; x  ( X I X I -  ; X I  

7 .  Taking r i s k s  : x  ; x : x ; x ; x ;  
; 8.  Sel f- conf idence ; x  ; x ; x : x : x ;  
I 9. Concern ; x  ; - ; x ; x ; x ;  
f 10. P u n c t u a l i t y  I X  ' x f - : x : x :  , 
; 11.  Persuasiveness ; x  ; x ; - ; x ; - ;  

I 
4 

4 

I_______________________1_1______1______-------------------.----------.--- 

*X : Items which should be developed as course content  d u r i n g  a 
t r a i n i n g  program. 

3.3.2 p r i o r i t i e s  i n  Manaclerial Knowledge and A t t i t u d e s  

Th is  session was aimed t o  i d e n t i f y  among the  p a r t i c i p a n t s ,  p r i o r i t i e s  i n  
e x i s t i n g  gaps t o  develop a r e l i a b l e  cu r r i cu lum f o r  t r a i n i n g  programs i n  o rder  
t o  f u l f i l l  t h e i r  immediate needs. 

The 4 t h  phase o f  t h e  Nominal Group Technique prov ided t h e  p a r t i c i p a n t s  
w i t h  t h e  oppor tun i t y  o f  g i v i n g  p r i o r i t i e s  on t h e  gaps discussed and l i s t e d  du r ing  
t h e  prev ious session. The p a r t i c i p a n t s  were i n v i t e d  t o  rank gaps from 1 s t  t o  10th 
p r i o r i t i e s  i n d i v i d u a l l y .  

A f t e r  t h e  r e s u l t s  were c o l l e c t e d  and compiled, t he  f a c i l i t a t o r s  weighed 
each p r i o r i t y  i n  t he  f o l l o w i n g  way : 1s t  p r i o r i t y  x 10; 2nd p r i o r i t y  x 9; 3rd 
p r i o r i t y  x 8;  4 t h  p r i o r i t y  x 7 ;  e t c . ,  t i l l  10th  x 1,  and summed t h e  r e s u l t s .  
The t e n  h ighes t  scores were considered group p r i o r i t i e s  and w i l l  be used f o r  
designing the  f i r s t  t r a i n i n g  program f o r  each s t a f f  category. The r e s t  o f  t h e  
gaps w i l l  be used f o r  des ign ing  a long- term t r a i n i n g  program. 

The "scores" r e s u l t s  o f  group ca tegor ies  were combined and l i s t e d ,  i n  
o rder  t o  p rov ide  a f i n a l  r e s u l t  i n  terms o f  p r i o r i t i e s  f o r  a l l  s t a f f  categor ies.  

The f i n a l  Compi la t ion  o f  Group P r i o r i t i e s  i n  t he  Managerial Knowledge 
and A t t i t u d e s  were presented i n  Tables 7 ,  7a; 8, 8a; 9, 9a; 10, 10a; and 11, 
l l a ,  respec t i ve l y ,  f o r  engineers, t echn ica l  ass i s tan ts ,  techn ic ians ,  i r r i g a t i o n  
inspectors  and i r r i g a t i o n  overseers. 
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The researchers and t r a i n e r s  were a l s o  i n v i t e d  t o  rank p r i o r i t i e s  on 
t h e  bra instorming r e s u l t s  which were presented i n  Tables 12, 12a, and 13, 13a, 
respec t i ve l y ,  f o r  Managerial Knowledge and A t t i t udes .  

The r e s u l t s  o f  t h i s  f i n a l  Compilat ion o f  Group P r i o r i t i e s  were analyzed 
and presented i n  F igures I, 11, 111, I V ,  and V t o  f a c i l i t a t e  i n t e r p r e t a t i o n  
and conclusions. 

3.3.2.1 Comoilat ion o f  GrOUD P r i o r i t i e s  i n  Manaaerial LQowledae and A t t i t u d e s  
a ineers - 

Tables 7 and 7a present two l i s t s  o f  21 p r i o r i t i e s  f o r  Managerial 
Knowledge and A t t i t u d e s  as a r e s u l t  o f  t h e  combination o f  t h ree  groups o f  
engineers who p a r t i c i p a t e d  i n  t h i s  study. Table 7 summarizes t h e  r e s u l t s  o f  
gaps r e l a t e d  t o  t h e  Managerial Knowledge area. 

Under the  Managerial Knowledge area, t he  t o p i c s  (1 )  Leadership; ( 2 )  
Decis ion Making; ( 3 )  Career Planning (human resources development, personnel 
management, e t c . ) ,  and (4)  Communication System, i nc lud ing  i n t e r a c t i o n  with 
farming communities, were ranked among the  t e n  p r i o r i t i e s  f o r  a l l  t h r e e  group 
p a r t i c i p a l n t s .  

The t o p i c  "Team b u i l d i n g "  was ranked by two groups which together 

"Planning, Procedures, and Manuals" was recommended by on l y  one group 

presented a h igh  score. 

o f  engineers who considered i t t h e  h ighes t  p r i o r i t y  i n  managerial knowledge. 

t he re  were d iscrepancies o f  op in ions  among t h e  groups. 
The o ther  t o p i c s ,  as presented i n  Table 7 were given lower scores and 

It was observed t h a t  t h e  2nd group o f  Engineers had l e s s  scores than 
others.  Analyzing Table 4 ,  i t  can be seen t h a t  t h i s  group has produced t h e  
h ighes t  number o f  c o n t r i b u t i o n s  (62 ) .  
with t h e  number o f  choices which could be made when d e f i n i n g  t h e i r  immediate 
needs. 

Th is  suggests t h a t  they were d i s t r a c t e d  

Figure I presents t h e  Engineers' h ighes t  scores from group p r i o r i t i e s ,  
d e f i n i n g  gaps i n  Managerial Knowledge. 

The gaps i n  "Managerial Knowledge" were i ncons i s ten t  among t h e  groups. 
However, t h e  "Leadership" t o p i c  was def ined t o  be needed a t  t h e  same l e v e l  by 
a l l  t h ree  groups. 

The f i g u r e  a l s o  shows t h a t  on "Decision Making" and "Career Planning" 
t o p i c s ,  t h e  f i r s t  and t h i r d  groups o f  Engineers h i g h l y  recommended these f o r  a 
t r a i n i n g  program wh i l e  t h e  second group d i d  no t  show t h e  same need. 

I n  terms o f  t r a i n i n g  needs, t h e  f i r s t  group o f  Engineers demonstrated 
t o  have consistency compared t o  the  o ther  groups. They presented h i g h  
cumulat ive scores which were concentrated i n  a fewer number o f  t oo i cs .  
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GROUP/NUMBER OF : I S T  : 2ND ! 3RD- 
! 25 ! 21 ! 19 

TOTAL 
SCORE 

---__ 
246 

99 

86 

76 
__-__ 

71 

71 
71 
71 
71 

63 

62 

55 

53 
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