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(ten) copies of a report on A
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November 1-5, 1982.
 

This is the final 
report by Daniel Edwards and is
based on his trip to Thailand from October 25
3, to98November 3, 1982.
 

This assistance is the result of a request by theMission on September 28, 1981. The work 
was
undertaken by the WASH Project on October 5, 1982 
by means of Order of Technical. Direction No. 
123,
authorized by the 
USAID Office of Health in
 
Washington.
 

If you have any questions or comments regarding

the findings or recommendations contained in this
report we 
will be happy to discuss them.
 

Sincereby, ,
 

Raymond B. Isely, M.D., D. T.M/, M.P.H. 

Acting/; irector
 

c. Mr. Victor W.R. Wehman, Jr.
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EXECUTIVE SJMMARY
 

.A week-long team building workshop was hel.d for the 30 top 
executives of the Provincial Waterworks Authority (PWA) of
 
Thailand November 1-5, 1982. The team building process focused
 
on the statement of six nroblems 
which were developed on the
 
basis of survey instruments and individual interviews 
with 	40
 
percent of the 30 top managers of PWA. The purpose of the work
shop was to bring the management of PWA together into a working 
team nece!;sitated by the merger of two government organizations 
providing water to all municipalities and villages of Thailand
 
outside of the capital. city.
 

The problem solving and team building which occurred in the 
workshop was designed 
to address problems in the following
 
areas and make recommendations:
 

o 	 Staffing: PIVS is in the transition from two former civil
 
service organizations to a state corporation charged with
 
paying its own way. Recommendations have been made for
 
reorganization and decentralization. How should this
 
process occur? present great deal of and
At a confusion 
uncertainty exists within P'VA. 

o 	 Role Clarification: Who is authorized to make which
 
decisions? Regional 
directors often receive conflicting
 
information from the 
central office about policies and
 
procedures.
 

0 	 Decision Making: Decisions are made inconsistently within 
the organization. Those managers interviewed were unclear 
about which decisions should be centralized and which 
should be delegated. 

o 	 Organizational Commlinication: Information at present in
 
PWA does not flow smoc-thly from top to bottom (and vice
 
versa) or horizontally between units. Many of those
 
interviewed felt that too many managers protect their
 
authority by holding on to important information.
 

o 	 Performance Standards: Standards 
for employee performance
 
are not established. Written job descriptions do not
 
exist. Those interviewed found it difficult to hold
 
employees accountable for vaguely defined performance
 
guidelines. Rewards and punishments 
are exercised in
consistentIv.
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o 	 Training Needs ssessment: Managers and supervisors in
dicate that many staff la,k the necessary skills to carry 
out tasks yet training needs have not been assessed nor
 
tasks defined according to objective training measures. 
This is true of managerial tasks as well. as technical
 
performance. 

The Process: The team building process conducted in the work
shop included a series of large and small group exercises which 
allowed full participation and detailed problem solving. The 30 
participants worked as equals in generating more than 100 
specific recommend,tions for solutions to these problems. The
 
recommendationq were discusserl, modified, and developed into
 
action plans by the workshop process. Substantial agreement was 
reached in a1l areas. In the final evaluation, participants 
felt the workshop had achieved its goals by a positive rating 
of 78 percent. 

Outcomes: The following positive results have been produced by 
this workshop: 

o 	 Team Building: A precedent has been established within the
 
PWIA by demonstrati-ng that it is possible to come together, 
define problems, communicate, and produce results by 
working cooperatively on decisions. 

o 	 Problem Solving: One hundred and two separate items for 
agreement and discussion were generated during the work
shop, recommendations were agreed upon, and action plans 
were developed for follow,-up. 

o 	 The Role of Training in PWA: This wor kshop presented a 
succnssful model- for PWA in using training technology. It 
established and reinforced the role of the newly 
establ is iied department uf Manpower Development and 
Training and its new director. 

Given that this workshop was a positive s;tep, the following 
recommendations are made: 

o 	 Workshop action plans generated in the workshop should be 
followed up by establishing ,in executive task force to 
oversee thre completion of these plans. 

o 	 Team building efforts shoutd occur twice a year among the 
top nanagement of PWA to continue the momentum and good 
will created by this intervention. 
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o 	 This model should be replicated on the regional levels of
 
PWA, and the training department should recruit, hire, and
 
train staff to carry out these efforts. An extension of
 
problem solving at the Waterworks level should include the
 
establishment of quality improvement circles based on the
 
successful model established by the Japanese acid success
ful examples in U.S. industrv.
 

o 	 The Manpower Development and Training Department currently
 
staffed by one professional should immediately be ex
panded, and a full staff should be developed which will
 
need to be trained in the full range of training method
ologies for the appropriate levels of the PWA. Given that
 
a number of training activities are in the process of
 
final contract approval, it is critical that PWA provide
 
competent training professionals to oversee these inputs.
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Chapter I
 

BACKGROUND
 

1.t 	 Order of Technical Direction Number 123
 

The request for technical assistance to the Provincial Water
works Authority (PNA) of Thailand was issued to the WASH
 
contractor on October 5, 1982 
(see 	Appendix A). The nature of

the 	 technical assistance requested was to provide a five-day
management training workshop for the top level managers of PWA.
The focus of the training requested was team building. A
 
further objective was to provide 
technical assistance to the

newly formed Manpower Development and Training Unit which would

have operational responsibility for conducting the workshop in
 
the Thai language.
 

1.2 	 Events Leading to the Request for Technical Assistance
 

The Provincial Watterworks Authority of Thailand was formed in
 
February 1979 by combining two government bureaucracies with
 
partial, responsibility for water distribution: 
a section of the
Ministry of Public Works and a section of the Ministry of
Public Health. The managerial form of the new organization was 
to be a semi-autonomous corporation charged with the responsi
bility for an efficient and self-sustaining operation.
 

In February-Mlarch 1981 a World 
Bank/WHO Cooperative Program

Mission was 
invited to PWA to review and advise on rianpower

developmcnt needs. 
Two salient recommendations from this
 
mission were:
 

0 	 To establish a Staff Development and Training Office with 
a Chief Training Officer assigned to develop a training 
unit; 

o 	 To begLn the Iraining process within 
PWA by- developing a
 
wvorkshop on 
"team building" for top management.
 

The objective was 
to bring the newly formed organization into a
 
single, unified operating team with common 
goals and clearly
 
defined roles.
 

A Manpower Development and Training Department 
was approved by

the PWA Board in June 1982, and a director of the newly

established department was appointed in July 1982.
 



Prior to this, in 
December 1981, USAID/Thailand was3 requested

by P'VA to assist with consultant services for provision of a
management training workshop. This request was approved on 
January 20, t91)2. 

In June 1932 Dr. John Austin of the USAID Office of Health inWashington provided assistance during a f;act finrding mission 
when he helped define precisely the nature of the required
technical assistance 
and further developed the request.
subsequent brief visit in 

A 
September 1982 by Dr. Austin de

tErmined that a number of organizational forces within PWArequired team building and it should focus on problem areas
which top management could define with the assistance of a 
management consultant. This last visit resulted in OTD 123 (see
Appendix A).
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WORKSHOP PREPARATION AND PLANNING
 

2.1 Preparation Strategy 

This organization of the workshop required four major steps:
data collection, data analysis, workshop design, 
and workshop

delivery. At each step data and recommendations were presented

and approved by the relevant client organization with ippropriate involvement of key executives. The Governor of PWA
 
and the Director of the Manpower Development and Training
Department were involved in this approval process.
 

2.2 Data Collection
 

Background data on the managerial and organizational situation 
were obtained from several sources; the above mentioned visits
by Dr. Austin, documents produced by a recent management study
of PWA by Coopers % Lybrand (CL), and a study of tentative 
training plans by both CL and Kampsax-Kruger (K-K), a firm
charged with developing some of the technical training inputs
for P'VA. 

In anticipation of the workshop request, a written needs 
assessment instrument was designed and distributed by the
consultants to management insenior September 1982. Managers 
were asked to consider the most important things they do in

their work and to define the areas in which they felt they
needed the most training (see Appendix D). This instrument was

intended to serve as a general point of departure for the
design of an interviewing format. Interviews were to be con
ducted individually with a representative sample of top 
managers.
 

A detailed interview format was designed based upon all of
 
these data (see Appendix E). 
 The questions in the interview
 
format were elaborated and modified by inputs 
from the governor

of PWA. 
Interviews were conducted by the consultants during the

week prior to the workshop 
to serve as the basis for problem

definition during the workshop.
 

2.2.1 Needs Assessment Results 

Seventeen of the top 30 managers thecompleted written needs 
assessment instrument with the following results:
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Most important job functions (in order of importance):
 

1. 	Group Leader (i.e., providing leadership as a super
visor 

2. 	 Resource Allocator (i.e., making decisions about work 
priorities, budget, goals) 

3. 	 Entrepreneur (i.e., developing new ideas, making or
ganiza tiona l changes)
 

4. 	Disturbance Handler (coping with unexpected changes,
 
conflicts and pressures)
 

5. 	 Negotiator (give and take with colleagues, sub
ordinates, and the public outside the organization). 

Areas ner.eni ved as needing the most development 9 s 
execui:ives: 

1. 	 En t reprene.ir 
2. 	 Disturbance Handler 
3. 	 Nogot itor 
4. 	 Group Leader 
5. 	 Resouirce ,llocator 

These results indicated that follow-up questions needed to be 
designed to probe tho areas of organizational change and con
flict management, dealing with organizational. pressures, the 
public image of PIVA, nnd organizational roles. The indication 
was 	 that if ton execltives felt they needed to learn more. about 
certain areoas, there were likely to be problems they faceo in 
those are-a:s tvhih needed identification and resolution. 

2.2.2 In terv j ow Process 

Tiie detailed summary of the interview results is included in
Appendix F. The interviews were conducted confidentially in
order to get the hest information possible. The two consultants 
conducted the interviews together as a check against perceptual
bias. An interpreter was used in only two interviews. Of the 
top 30 ,nana.frs in PWA, eight central office executives, and 
four regi-oial directors were interviewed (see Appendix C). 

2.3 Data Analysis and Interview Results: Problem Statements 

The 	 intorvew data%, were then analyzed for frequency and pattern
of response and the reslts were interpreted and distilled into 
a summary. The summary was 	 checked against the interview data, 
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and the most frequent and strongly expressed problem areas were 
identified and summarized in six statefments which corresponded 
to major areas of concern. These were later reviewed by the 
governor of PWA prior to the workshop and agreed upon. On the 
first day of the workshop they were shared with the entire top
executive staf f falong wi th all of the summarized interview data 
and verified a-s in accurt, reflection of perc eived problems in 
PWA. The six prohlem areais wore as fol Iow s 

o 	 Staffing: PWA is in transition from i civil service or
g-iniz-ation tO ' sta-te corporation. Recommendations have 
been made for reorganizat tion which include decentraliza
tion. New posi tions are being created and many roles may 
change. At present there is a great deal of uncertai.nty 
about how this process will occur. Guidelines for staffing
the organization have not, been made. The conscluence of 
this is fa.great deal of "inxiety at all levels. 

o 	 Role Clarification: The top mangers are unsure of what 
authori ty they iave vi. s--vis othei units and maingers to 
make decisions rnd deloegate responsiili y. Th is situation 
is Found in f i el.d-centraI office relations as well as 
among ini ts and divisLons -it al levels. The conseluence 
is that, rfeLonal mannagers receive conflicting information 
From cent r! off ice divisions abou t policies and pro
od I r,s (wh i. h 1 re a 1 So 1 de f i ned ) . There is need tono L a 

clan fv rF l os and rol c, xpec ta tons within thc- organiza
tion farlid to (.:2"tbl i sh1 p i c ires and procedures. 

o 	 [ecii oil Mak ing: Li i o ns arn made inconsistently within 
the ()V,'in i u't i on. Mf nagors fi.re uinclear about which deci
si,p to mak, 	 tIh.ms ,1ye. and ,vh i :h to del egate to others. 
Some .i ,s dcnision!s are not made at tl1 dite to uncertainty 
and/or Lck of information. Th i. is true at all levels of 
th,? )r ,'aiz:uLion. Tlere Ls disagre ent wi-thin the or
galn i.za Li on about, th itsue of, inized decision making. 
Some 	m' 
 r('a(ur.l that too micl, decision a!nk g autlority 

t 1everos i1s I op v fo f r i ss5;s vii c caI1n mor e f reet
iv, ly h,. def id'd ait,- the LmpomentaItion le-v. There is a 
need to , e fi.n(, 1 i n(.f;of aui thority (establIsh ng who decides 
what and at w hi IIveI.i I 

o 	 Orgainizational romrnircation: Info rnation vi thin PWA dons 
not fl.ow smoor)thlv from top to bettom (and vice versa) or 
betw,-.en uni t-s hnr zonta]ly. This problem i-s typified by 
the following ( xamplos" 

1. Information in the system is sometiimes stopped before
 
it gets to the iltimqte user.
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2. Field people sometimes receive conflicting information 
fx,'om dif ferent divisions at headquarters. 

3. 	 Data are not collected and analyzed sufficiently for 
decision-making purposes. 

4. 	 Often one region is not aware of positive and useful 
ideas and procedures takin,; place in another region. 

o 	 Performance Standards: Standards for employee performance 
are not estahlished. Written job descriptions lo not 
exist. Therefore, it is difficult to hold employees a.
countable for their performance. Good performance is not 
rewarded consistently, nor is bad performance consistently

dealt with. Clear standards for performance need to be 
establishled and communicated to employees. Supervisors
need to hol.d p.,ople accountable for tasks. 

o 	 Training Needs Defined: .lanagers and supervisors indicate 
that staff lack the skills necessary to carry out tasks. 
The need for training has been indicated by all outside 
studies of PWA conducted in the past two years as well. 
Management skills are needed in supervision and the full 
range of managerial areas, as well as technical skills at 
operational levels. A detailed training needs assessment 
will indicate where training should take -place, what 
skills are needed, and who should be responsible( for conducting the tr.tining. 

2.4 	 "orkshop Design 

In the period just prior to the workshop, a final design was 
put together with three major underlying conditions to guide
the process: the worksh~o should provide ample opportunity for 
the top management to come together and interact in ways that 
would s-trengthen a feeling of teamwork; the role of the Man
power Development and Training Director and his emerging unit 
should he reinforced, and a mechanism should be provided for 
creative problem-solving in the identified problem areas. 

The ',rishop lesign to accomplish these overall purposes con
tained the following elements: 

I. 	The first day of the workshop was to include a group 
tour of water works en route to the workshop site. 
Activities such as meals together and an evening ice
breaking program was to provide a great deal of in
formal interaction. 
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2. 	 As a mechanism to establish the purpose and goals of
 
the workshop the formal start of the work-related 
activities would include an extensive 
"feedback" to
 
the group of q.1l of the interview data and problem 
statements. Tlie summari.zed problem statements were to 
be "cleared" or modified by the group as accurate re
flections of key organizational issues. Opportunity 
was to be provided for the group to add problem
statements if something important had been omitted.
 
This feedback-review process was intended to allow the 
top management to participate in determining the work
shop content and commit themselves to actively par
ticipate in working on their own problems. 

3. 	 The first problem (role-clarificaLLon) addressed by
 
the wo-kshop was to be selected as one which would
 
involve the entire group in solving problems together 
as a team building activity.
 

4. 	The remaining five problem areas were to be addressed
 
by small groups of five people each. Each problem
solving group was to be provided with one or more 
resource persons to serve as facilitators and re
corders. Each problem solving group w-s also to be 
provided with a problem statement and a set of de
tailed instructions for expected outcomes (see
Appendix G). 

5. 	 Each group was to be required to first report its 
recommendations to the plenary group with a flip-chart
presentation. Then one representative from each of the 
other problem-solving groups were to join in rounda 
table discussion of the recommendations for final 
recommended action on the nroblrm area. The round 
table disc'ussion n iso used a training device called a 
"fishbowl with open chair." This is mechani.sma which 
allows discussion by selected participant represen
tatives and -ilso provides opportunity for anyone who 
wishes to join in by sitting in the open chair for a 
limited time. 

r. 	 All the arreed upon recommendations were to be re
corded and the outcomes of the workshop written into a 
workshop report. This was to be developed in-process
and distributed for final acceptance during the last 
day 	 of the workshop. 
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2.5 	 Workshop Goals 

A set of goals was written to reflect consistency with the 
workshop design and overall purposes. These goals were to be 
stated it the beginning work session and were to be posted on 
the vall on newsprint as follows: 

o 	 To review present status of PWA as seen by senior manage
ment personnel.
 

o 	 To review present hopes and expectations of senior manage
ment personnel. 

o 	 To explore six major problem areas as identified by senior 
management personnel.
 

o 	 To introduce and implement various techniques for analyz
ing problems and systhesizing solutions. 

o 	 To d-velop alternative solutions to the above problems. 

o 	 To develop recommendations, set priorities, and lay out 
action plans for PWA. 

o 	 To provide opportunity for team building within PWA senior 
managerent. 

2.6 	 Workshop Norms 

It was evident From the interviews and other information that 
the succe-?.ss of the workshop would depend upon the participants' 
wil. i ngnss to adopt some new roles, alter their modes of 
interaiction from the busi ness-as-usual processes and try out 
new ways to solve problems. Consequently, on the first day of 
the workshoon the following expectations were to be stated as 
suggestions to guide participant behavior. Each participant 
wou d be onxpected to: 

o 	 Actively ptrticipate in all activities by their attendance 
and active communication with their fellow participants. 

0 	 Leave behind their PWA titles ,and consider each other as 

eq als in plrsuling the workshop objectives. 

o 	 Consider this time spent, together as time out from their 
daily work concerns and problems. 

o 	 Draw upon experience in his/her position but not interact 
at the workshop in this position. 
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o Consider this time together to seek new ways of com
municating, analyzing, and synthesizing data; to explore 
ideas and new approaches of the group toward solutions 
that will aid PWA to accomplish its goals. 

o 	 Seek new ways to minimize the problems caused by the 
merger of PWD and P'ID and increase the strength of PWA by 
using the di Fferent backgrounds and experience of 
employees. 

o 	 Create an atmosphere of openness in which ideas could be
 
shared; foster creativity; clarify misunderstandings and
 
misconceptions; and seek solutions that will move PWA 
ahead. 

o 	 Contribute toward the development of solutions and re
commendations, setting priorities and laying out of action 
plans based upon the discussions taking place at the work
shot. 

2.7 	 Workshop Agenda 

The following agenda was designed to incorporate all of the
 

above planning and design data.
 

Workshop Agenda
 

Monday 

8:30 	 - 15:30 Bus trip Bangkok to Patiaya including visits
 
to two waterworks in route.
 

18:00 - 21:00 Orientation and dinner program, film on con

flict management.
 

Tuesday 
8:30 	 Opening Ceremonies - ;,Mechai Viravaidya and 

Chatchawan Punmanee 

9:45 	 Opening Address - Mechai Viravaidya 

9:00 	 Group Photo 

9:30 	 Why a Team Building Workshop? - William 
Finley 

9:45 	 Comments by Participants
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10:45 	 Coffee Break
 

11:1.5 	 Feedback from Interviews: Goals and Expecta
tions - John Austin and Dan Edwards 

12:30 	 Lunch
 

13:30 	 Work Session 1
 

Clarifying Roles and Expectations between
 
the Central Office and Regions - Dan Edwards
 
and Chatchawin
 

15:30 	 Coffee Break
 

16:00 	 Continue Work Session 1
 

18:15 Adjourn 

Wednesday 

Full Day Work group discuss Problem Statements 
prepare recommendations and action plan
 
#1 Decision Making 
#2 Organization Communication 
#3 Staffing 
#4 Performance Standards 
#5 Training Needs 

Thursday
 

Full Day 	 Work group reports, discussion, and recom
mendations 

Friday 

8:30 	 Workshop report
 

10:20 	 Coffee break
 

10:40 	 Critique and closing
 

12:30 	 End workshop
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Chapter 3
 

THE WORKSHOP
 

3.. Overview
 

The workshop process provided 
a lively interchange among all
 
participants on 
issues that affected everyone. The climite was

productive and energetic, 
and there was a willingness to co
operate and work together. In general, according to informal
 
feedback from participants, the outcomes of all of the sessions
 
exceeded the expectations of all involved. Difficult problems
 
were 
tackled, and serious, detailed, and documented recommenda
tions and workplans were generated in each session. 
The charts,

workplans, and outcemes were
detailed which recorded and pro-

Juced . tIe workshop are included in Appendix G. This chapter

provides a brief summary of the progress 
of each session. 
ummaries are presented in the order in which sessions appear

in tho agenda (see Chapter 2). 

3.2 Work 9essions: 
Interview Feedback, Goals, and Expectations
 

In this session the facilitators presented the goals of the
 
workshep after a process of recording the group expectations

and matching the expectations of 
the group with the written
 
goals 
of the workshop to account for any discrepancies. The
 
discussion that followed indicated that the goals of the work
shop were on target regarding the major conct-ns of the group.

The scherule was distributed and the activities of the 
workshop
were explained. The process allowed the facilitators to point

out the relati"on 
 of the workshop goals to the activities. The
groip was satisfier that the workshop process would meet the 
most common needs and 
concerns of the participants.
 

After this exchange of goals and expectations, the workshop 
norms which are listed above (section 2.5) were stated to the
 
group and accepted as reasonable by the participants. The
 
goals, norms, 
and agenda were handed out in the workshop port
folio and posted on newsprint for all to see and refer to
 
during the course of the workshop.
 

3.2.1 Interview Feedback
 

The interview results were explained to the group at this
 
point The results had been previously written up on newsprint

with translation provided in Thai on the same sheet (see

Appendix F). The effect of this session was to provide the top
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exec.utives of the PWA with a "self portrait." If, for example, 

half of the 30 people present said that roles in PWA were 
unclear, then a common ground wou1ld be established among the 
group about a problem area they believed they faced together. 
This session served to coalesce the group by providing them 
with a great deal of information about what a significant 
number of the group thought were important issues within PIVA. 
It also served to bring problems out into the open and 
legitimize the workshop theme of frank discussion about com
monly perceived problems. The fact that outside consultants 
with no stake in the authority structure were the collectors 
and com'municators of this feedback served further to provide a 
sense of objectivity to the prncess. 

3.2.2 Problem Statements 

Following this presentation the group was presented with the 
six problem statements which would be the focus of the work
shop. It was explained to the group that these problem state
ments represented an analsis of the interview data and that 
the most frequently and strongly voiced opinions were chosen as 
im'nediate problem qre.as for the workshop. It was also made 
clear that the workshop time was imited and the group could 
only re;asonably he expected to deal with a certain amount of 
information. Each roblem statenent was then read with a 
transl ation provided in Thai, after which a brief discussion 
allowed nartic i-pants to ask questions relating to the meaning 
of the problem statement in order to clarify its intent. 

When al I of the problem statements were presented and 
clarified, the,. group was asked i.f there were any significant 
problem area!s not iienti fied which should be addressed in the 
workshoo. ,Vt\fr some discussion there was a concensus that the 
six problem stqitemrnents were a fa i.r representation of the major 
areas which the y w:intc( to tackle during the remaining four 
days. The groip then agreed that they were ready to proceed 
with the workshop problem-solving process, being in agreement 
with the purposes, focuses, and methodology of the workshop. 

3.3 Work 9essi.ons: Role Clarification Exercise 

The role clarification exercise was desi.gned as the first 
problem-solving exercise which the group would undertake. It 
dif fered in format from all the other workshop tasks because it 
involved t;he entire group in a common problem with everyone 
participating in full. groutp processes. All the other problem 
solving was done i.n sub-groups. The exercise addressed the 
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problem of field-central office communication and expectations
regarding roles. The exercise served 
as a 	team-building process
 
an, was chosen to start off the problem-solving on a note of 
cooperation and open, frank communication. The description of 
the ,.xerci.se follows. 

The 	,-ole clarification exercise had two goals:
 

o 	 To provide an opportunity for field and central office
 
staff to clarify expectations of one other.
 

o 	 To make agreements for future working relations. 

Refer to the detailed problem statement in Appendix r) to see
the relation of the exercise to the problem addressed. 

-The 	 participants were into work 14broken two groups: central
office and 15 regional directors. Each group was to carry out a 
four step process. 

your1. 	 Tn own group, discuss and list on a flip-chart 
wh-t you expec t from the other group. Appoint a 
spokesperson to represent your group. 

2. 	 The two grouips reassemble and explain their list of 
expectations to the other group. 

3. 	 The groups separat e and take the expectations 
generated by the other group. These are discussed one 
by one and action taken as follows: 

- Agree 
- Agree with stated crdi-tions 
- Dis-a-ree with suggest(d changes to reach agreement 

4. 	 The groups reacsemble andi go through the items, 
nerotiating each to agreement (if possible). 

The 	 overall process oan be visualized in Figure No. 1. 

In order to control the negotiating process each group selects 
two persons to represent t hem in the negotiations. These 
persons have f'fll authority to negotiate for the group. 

A facilitator acts as a neutrall pe.rson who moderates. Negotia
tion 	proceeds point by point. [f at any time a member of either 
group wants to comment, clarify, question or disagree, he is 
permitted to enter into the circle of negotiators and make his 
point. Using an "open chiar" the discussion is considered by 
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the negotiators as they see fit and the negotiations continue.
 
The result is the clarification and establishment of working 
agreements between two groups. 

The expectations of the central office group and the agreed 
upon conditions after negotiations with the field group are

summarized in Ap-pendix G. Similarly, Table 1 in Appendix G 
summarizes the exnectations of the field group and the agreed
upon conditions after negftiations with the central office 
group. 

This exercise was extremely lively, with a great deal of 
participation and excitement generated in the process. The 
central office group generated 2. items of expectation for the
field. Like-vise the field generated 16 specific items. During
the suhsrquent negotiation, the field agreed to all of the 
central office expctations vith negotiated conditions present
in IS Items and 5 items accepted outright. The central office
fr,oup accented 1.5 of 16 items listed by the field with ne
votiated conditions [)resent in 10 items. One item was not
-agreed lip)n nor -.ccepted but set aside for more detailed 
discuss-.on i.n the fluture. 

The exereise, proved hi-ghly successful and served not only to 
deal wi-h the specific need for role clarification and ex
pecta tions, b ut to provide a basis of understanding and 
dialogue hetween the central office and the field. 

3.4 Problem ;olving Grouips: Five Rema.ining Problem Areas 

The remainin., time in the workshn)D (with the exception of tie
final wrap-ip) 'v-ts spent working in a problem-solving process.
The format :si di,,srribed i n section 2.3 was foIlo,,ed . The group 
,vas give n a ful1. day t:o work in th(, fi.ve small groups and in
stru, ted to b) ere pared to repjort hack to the fill g roup on the 
next clay wi th the i r compl ete probl em anlI ysi. s and recommenda
t ions reatdy Fr r f ull group con siderat ion. The( fo low ing day was 
spent i n consi der ing each reo,ommendat ion and hearing the small 
grou ') reports. The " fi shbow I wi th open formatcha ir" was used 
for this process (,as describel above in section 2.3). After the 
recommenctations were discussed and either accepted, modified, 
or reoj cc ted, the resolutions and the follow-up workplan were 
given to the workshop zscretary for inclusion in the conference 
report (written in both ThL and English). 

In goneral , t-he, process worked very effectively. The facil
itators observed each group working, provided a trouble
shooting role when groups became stuck, assistedand the 
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resource people who were assigned to each small group. Very
 
detailed recommendations were made to address each problem
 
statement, complete with a follow-up work plan of action.
 

3.5 Workshop Conclusion Session
 

On the final morning of the workshop, after the problem solving
 
process wa.s completed and the recommendations and action plans 
were discussed, all of the cumulative workshop data were given 
to the group for input and modifications in the form of a draft 
work shop report. A great deal of time was spent in this activ
ity with the final modifications given to the Director of
 
Training for inclusion in the final report. A workshop opinion
naire and evaluation was distributed and filled out (see below, 
Chapter 4) before the final 
closing ceremony.
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Chapter 4
 

WORKSHOP EVALUATION, CONCLUSIONS, AND RECOMMENDATIONS
 

4.1 Evaluation Overview
 

The evaluation opinionnaire was administered anonymously and
 
provides one useful source of data. Unsolicited informal feed
back was given by many participants as well. All sources of
 
data indicate, in general, that this workshop exceeded the
 
expectations .t the workshop designers and the Governor of the 
PWA. The detailed summary of the remarks and scores of 29 re
spondents is provided in Appendix II.
 

The positi.ve remarks on the wvorkshop refer to the process of
 
providing opportunity for team bui. ding, including participants 
in the development of the content and process of the workshop,
the hard work of the Training Director and his team, and the 
inclusion of the conference participants in decision-making and 
shaping P'VA in its future direction. The negative comments 
relate more to logistics ra-ther than substance: not enough 
time, crowded facilities, somn uinclear languages and transla
tion, the need for more mi.crophones, etc. No one can assume 
that a first-time, five-dy workshop with only three full days 
for probem-solvin, ( unravel which have takencan problems at
 
least three years atnd probably more to develop. A realistic 
expectation is that the workshop would demonstrate that the 
leadership is serious about a new beginning and is willing to 
involve sta f in new directions, in decision-making, and in 
cooperative mantgement. This expectation was soundly met. The 
details follow. 

4.2 EvaLuation Results
 

When part .c i.pants were asked to score the overall goal attain
ment of the workshop on a scale of 1 to 10, they responded with 
a composite score of a strong positive 78 percent (see Appendix
H for th(e score distribution). AlI of the specific exerci.ses 
which related to problem statements rated in the 70th percen
tile with the exception of one problem area (staffing), which 
scored i.n the (36th percentile. This is probably due to the fact 
that most: interview participants indicated that they wanted to 
know exactly how the staffing pattern would be organized under 
the proposed reorganization scheme of PWA, while the leadership 
of PWA was not yet prepared to reveal these plans. There were 
also some recommendations from this sub-group on staff rotation 
and hiring priorities which were not uniformly agreed upon. 
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Nevertheless, 66 percent is not a negative rating, but obvious
ly one which indicates that more work needs to be done on 
the
 
staffing question before final resolution of the problem can be
 
achieved.
 

4.3 	 Overall Outcomes of the Works.iop
 

Based upon the evaluation questionnaire, the oral feedback of 
participants, and the observations of the facilitators, the 
following ou tcomes were produced by the workshop: 

o 	 Team uilding: A precedent in management practice was 
established in team building at this workshop. The team
building goals of the workshop were met quite well. Thin 
was the first time that the top s-,taff of PWA has come 
together to openiy discuss problems in a format which used 
everyone's input and alloweK for a problem-solvLng, out
come oriented process. Results were written and recorded, 
individuials committed themselves pubially, lines of 
communication were opened up, 	 and con fl ict was aired 
rather than being swept under the rug. 

o 	 ProlI. ,m T! vi~n ,: One hund'ed arnd two separate items for 
agreement and discussion were generated in the six problem 
areas during three full lays of problem solving and 
discussion. Ench set of i tems was presentd in the form of 
reconmenda t ions, and written actL.on plans were made and 
agroed upon in each area. This process was highly pro
ductive, if rather anbigttous for the time available. 

o 	 Establishing the TRole-, of Manpower Development and Train
ing: It was clear from the way the Director of Manpower
T-voopmenit and Training and hi.s sta ff took charge of the 
workshop ind the high degree of responsiveness of the 
participants that a new he, inning w.s made to establish 
the value and the pot;enil of Lrainig in PWA. Many of the 
nval uaLion.s common t;ed positively upon the way the workshop 
was carried out, thr, process of i eelusion of participants, 
and the g<ood .iob done by the Thai training staff. 

o 	 Action Planning: Agreements were made in substantive areas 
of organizational need: central of fice-field office roles, 
organizational communications, staffing and organizational
change, decision making, performance standards, and 
training needs. Each area of focus produced a written 
action plan for fol low-up which was agreed upon by the 
concensus of group negotiation and discussion. 
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4.4 	 Recommendat ions
 

This workshop represents a good beginning for PWVA but a great
 
deal. mist he done to truly convert the good intenticns of this
 
workshop into operational real i ty nod to bui.id upon this foun
dit ion for the fitunre. The followLng recommenda tions arc made
 
in the hoIe, t;hi tf this workshop will. not become a one-time
 
effort, but will he converted into a cost effective investment
 
in the future of PWA.
 

o 	 Atction Plan Follow-rip: An exectttva task force should be 
set lip to oversee the completion of the action plans pro
duned at the workshop. The task force should meet re
gu]arly wi,(h roeperting responsibi lity to the Govornor of 
PWA for resllts. 

o 	 Team 3iil.ding Follow-up: Th s f i rs t ,f f rL at team 
bi "-Ii-n- flon-s -t -- - impor tan L pr ino pl e o f manag ri n] 
ef fec ti. vnno.s to the top executives or PWA. It is inleed 
possi blc to come togother and solye prohlemsi,; and include 
invididil ls in importtnt decisist n maki qig. Giv(n the goo
gra phicnl l , di shursed nature of PWA oeraLtions, it i s 
irnpor t n t t-,Lin 	 i r ; he repOa t led pOriodi.cal t,.,Jthi ,- oroc y 
continue (, teio rnreri tu n g ood !;st ;nbl ishk d. It wolIdmid wi 1 I 
he iinlpor tin f to rout; i nen team-bti Ind ingi[:at Ileast twmce a 
year, 1nd perhp.l)s more oft- if needed. 

o 	 Re gi onal. Level 'oItea m 9 ui 1 K in.g: Many o f I. he regiona. 
-- nr ti thlat "woulddi rAl,1-rQ. !. ' FI; t; the o rksho-) tate.d the, 

1 ie toIs; the general format and prociess of this work
shop for ,rohi em-Po]vinfg and teim-bitlding qt the regional 
level . 'M"- 1ta rn w,r Dve]vopment and Tra ining Department 
shou l(d r ,'.rli 1 .it'r ' mid I trair them to support this type 
or0 nrq'i i.'r rni-' ivV lltVI evv lopmomln V. -o f ort as soon as 
possihlh. A iru. ''rt 'imL exoir isr j n of this type of activity 

i 1 i ty 
circl,, I w,.i ',r.' k. . This irodel of n.mpioyoe 
would IP - ,W ,>l. l i-;hfliLt of "n-goingii Limprovement 

- , ',', lvel 
.nfpint I ,. : 1i; 'W"nd uii l i ty impr ovcn n t. t'oI lows the 
high I ; . '. r I qtiKt', I ,,stabl ished 1y both 11panese 

t r N i , ' ogy, f i rms i n :hei nI ;us i i 'n )' i i iih - t $,()rio I 
Unit:ed l. ;. 11i I t in regions shouldLt , owr:wn in t.<.rested 

he deV ']oIv"t'i'-; su is N1 s ible.
 

0 	 Devejo prnnrnr ()f" tnh e Man ipownvr ')(,evo loprnent and Trailing 

the tra inin depar Lm',,' f; or f [Ire PWA in workshop activity. 
Most, or t;h, st -arF f for the workshop were "Loaned" to the 
Diroe tor of Training, who is iIn the process of setting up 
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his department. All efforts should be made to provide
 
appropriate staff to this department immediately, and a
 
program of staff development and a departmental work plan
 
shouild be accorded high priority in PW.
 

4.5 Conclusions
 

An important step was made with this workshop in the develop
ment of a new beginning for a reorganized and changing 
Provincial Waterworks Authority. A somewhat disunified staff, 
recognizing the need to establish a new single organization 
from prior entities, came together and worked cooperatively on 
self-defined problem areas which they considered important 
to 
the operation and. future of their organization. The wvrkshop
waIs produictive and was evaluated positively by the par
ticipants. It is very important that this momentum be built 
ipon by the leadership of PWA. 
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ORDER OF TECHNICAL DIRECTION NO. 123
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WATER AND SANITATION FOR HEALTH (WASH) PROJECT
 
ORDER OF TECHNICAL DIRECTION (OTD) NUMBER 123
 

October 5, 1982
 

TO: Dr. Dennis Warner, Ph.D., P.E.
 
WASH Contract Project Director 

FROM: Mr. Victor W.R. Wehman, Jr., P.E., R.S. y-- iz 

AID WASH Project Manager
 
AI D/ST/H/U,,IS
 

SUBJECT: Provision of Technical Assistance Under WASH Project Scope of
 
Work for USAIO/Thailainj 

REFERENCE: A. BANGKOK 53015, dated 28 Sep. 1982
 
B. Management and Training Workshop
 
C. Team Building for Improved PWA Operations
 
D. Action Pln for Workshop 
E. Needs Assessntent for PWA
 

1. WASH contractor requested to provide technical assistance to
 
USAID/Thailand as per Ref. A, para. 3; Ref. B, C, D, and E.
 

2. WASH contractor/subcontractor/consultants authorize to expend up to 35 
person days of effort over a four month period to accomplish this technical 
assi stance effort. 

3. Contractor authorized up to 20 person days of international and/or 
domestic per diem to accomplish this effort. 

4. Contractor to coordinate with Asia (Regional Bureau), AID/Thailand Desk 
Officer and should provide copies of OTD #123 along with final report as 
requested by S&T/H. 

5. Contractor authorized to provide up to one international round trip from 
consultants' home base through Washington, D.C. to Bangkok, Thailand, and 
return to home base through Washington, D.C. during life of OTD. 

6. Contractor authorized up to one internal round trip from Bangkok to 
wiorkshop location. 

7. Contractor authorized to obtain secretarial, graphics, or reproduction 
services in Thailand as necessary to accomplish tasks. These services are in 
addition to the level of effort specified in paragraphs two and three above 
and NTE $1,000.00 without prior approval of A.I.D./WASH manager. 

8. Contractor authorized to expend up to $1,000.00 for the training 
materials for the development or printing/support services associated with 
item (in cable references). 

-22

http:1,000.00
http:1,000.00


-2

9. Contractor authorized to provide for car or vehicle(s) rental or taxi if
 
necessary to facilitate effort. Mission or PWA is encouraged to provide

vehicles, if available. 

10. WASH contractor will adhere to normal established administrative and 
financial controls as established for WASH -echanism in WASH contract. 
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MA1NAGEYZNT AND TPAINING WORKSHOP 

1. Venue Hocel at Pattava (not definite yet) 

2. Duration 5 days workshop (1-5 Noverber 1982) 

3. Participants : 0 (staff at min i s raive level 

from grade 9 onward) 

4. Instructor 
 2-3 

5. Resource Personnel C&L, K-K,ILO, 
 and others.
 

6. Translator 
 1
 

7. Secretarial 2 (Minimumn)
 

8. Supplies/Equipmencs:
 
Overhead projector, overhead projector pens,
 
Transparencies
 

Screen
 

Flipchart
 

Typewriters, correction fluid
 

Duplicating machine
 
Files, typing paper, stencils, stappers, sooth tape etc.
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PURPOSE 

.This workshop is just the beginning of a series
 

of workshops to be conducted by the Manpower Development and 

Training Department of PWA to develop management skills for
 

its mid and unper-level personnel. This first workshop will
 

be composed of those persons most likely to fill the upper

level positions as promulgated by the Board in June 1982.
 

This workshop will allow the participants to utilize 

various techniques used in experiential learning to analyze 

certaln " zoblem identified by the C&L and K-K studies, 

and then go on to suggesting alternative solutions to these 

problems. The procedures used in the workshop will be those 

used in team building efforts. This will give the participant 

tne pportunity to learn about and practice tec .ni q ues that 

are 	expected to be a part of the PWA's reorganization.
 

OVERALL TRAINII;G APPROACH 

The experiential learning or participant centered 

azoroach to be used in this wcrkshop is one widely used by 
_ manazement train n institutions. The basic premise s that
 

exzerience and learni n are closely linked. Thus during the 

worksho ......rnn takes clace not only on a cognitive level 

but also thr..ou int crative and hignly experient ial act ";ities. 

This process emzhasizes the acquisition cf practical skills and 

knowledge needed by managers in the day to day operation of
 

an entity such as PWA.
 

The experiential model which will be used in this 

workshop can be summarized as follows: 

1. Participants will carry out experiences;
 

2. Share res:onses to the experience; 

3. Generalize key learnings; and
 

4. Aoolv 	them to workshoo activities and actual 

robles id-n-ified by the C&L and K-K evaluat.or.ns. 

-28



The trainers assisting wit' the wor.sh o° will
 

assist the participants in this orocess, and provide appropr.ate 

theoretical and practical inputs based on similar experiences
 

in other countries.*
 

Each of the activities in the workshop is designed
 

so chat each particlpant will be actively involved in the learning 

process. This means that the responsibility for learning is 

shared between Lhe trainer and the participant. The trainer is 

responsible for creating and implementing a thoughtful, systematic 

training design, based on -xzeriential learning princiz!es, and 

-or creating the conlitions for an ap:opriate learning environ.ent. 

Participants share ecual responsib ility for generaing the latter,
 

and thev are resconsi'ble for actively takino ad-vantage of the desi n 

to maximize their learning. 

Each person in the training environment, then, is'b' - L mor su ce s o -h 
resoonsible for learning and, ultimatel',., for the success of 

course. This im:olies two things. First, it assTes that learning 

does not. n-::en .o ole; ratner it happens because people are 

activelv engaged in the learninp process. Second, it .implies 

that kncwledce is s-fed, that the trainer is not :n cnxisciert 

ex=ert, and that everyone has sc-ething to contribute to the 

learning process. 

SACKGROUND ?REPA?.TCN FOR WORKSHOP 

With the changes made in the management structure of 

PWA by the Board in June 1982, and the findings recently released 

in the studies by C&L and K-K it was decided that additional 

management training would be useful to the upper-levels of PWA. 
The skills and knowled;e required to effect the transaction rom 

the existinc to the -rocosed PWA structure mav reouire some 

emcu...rants to . valuate their present mode of operaticn in leader

shi, supervision, .lanni. and imolementation and seek ways to 

* '-e -mdeL be u'sed in th=i's ".orkshc h-as been cn recaent •crk cv J:res !aCaflern 
Car r anr3 Joh-in .et-.-~t in ~.rk ;,.-ith organizatizns siL-ilar to ;,- i- Guyana, 
indo-.esia, and Tanz-nia. 
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alter, modify or even adopt new techniques. This workshop will
 

offer the participant the opportunity to do just this. The
 

participants will have an opportunity to experi=nce the skills 
they need to manage their staffs and carry cut their assigned
 

res-onsibilitieD. Working together then will join in special 
trai nn exercises that will oblige them to analy e complex 

situaticns, weight possible causes of why the problem occurs and 
synthesize this information into alternative solutions. 
 The solving 

of these types of problems through participation in realistic 

simulaticns, role plaving and , in small groups will lead 

to the of -c-4cn clans."evelomEt cractica-

In order f:r the trainers to ob:ain a realistic 

appraisal of what the zctentia participants saw as their needs, 

a "Needs Assessment" instr,.ent was "evelcpe and administered by 

the Manzower Develocment and raining Deartment. The Needs 
Assessment instr2z.ent was co.mleted bv 17 head;uarters staff and
 

the following results w,.ere obtained: 

TABLE 1. Ranking bv level of imortance and 

development required
 

- . E,7 ,KG/NC. 0 RFS PONSE 

!~ ~~~~Z :. OT.; GD. 

Group Leader 1/15 4/10 
Res All 2/13 5/10 

" 3/13 1/14 

4/12 2/14 

" 5/11 3/12 

'I 

,! 
 etc. etc. 

10 

11
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The results of this needs assessment :ere used to
 

devel'op the points of emphasis in this first workshop.
 

PREPAPRTION FOR WORR<SHOP
 

About two weeks :rior to the workshop each participant
 

will receive a suzumary of certain material from the C&L and K-K
 

reports. This should be studied carefully, and for that material
 

that you have something do with you should be prepared to be 
a
 

resource person at the workshop. This means you may want to
 

bring data with you for use at the workshop.
 

in addition you should review the ten roles delineated
 

in the 
"Needs Assessment" instrument and clarify with "Khun Chaz.c.'..a.
 

and arbiguities you may have.
 

To further ready yourselff for the w:crkshco, -n addition
 
to the above, you might ask ,ourself the following questiOns for
 

those problems and roles pertinant to your job.
 

1. a) Wha-.are your empycees doing that they should 

not be doing? 

b) When you correct your employees for doing -hines 

wrong, what specific t"hings do you as. them to 

avoid? 

2. a) What are your em loyees doing that they should 

not be doing? 

b) When you envision your staff or emlcyees doing 

their jobs crolerly, what do you see them doing? 

c) What specific things would you like to see them 

doing but you do not? 

d) 	 When you walk up to employees to tell them they 

are doing well, what specific things do you Oraise? 

WORXSHOP SC:-EDULE 

The oroposed work.sho- schedule is given on the following 
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Details of the conduct of the workshop aill be given to par-_icioants
 

at the Tuesday "! Sessicn.
 

The basic approach to be used in the four crk Sessions
 

is as follows:
 

1. Basic data will be presented for each problem to be
 

analyzed.
 

2. A set of directions will be given to each subgroup
 

(composed of 5 cr 6 peoPle) as to the procedures to
 

be used in the analysts of the problem.
 

3. The suborouz wil develop one or more alterna:ive 

solutions to the Prcblem'. and record this on a 
sumarv sheet. This t.1 submitped for typingw be 

and shared with the other subgrous for discussion. 

4. Each suhgroup will selected spokesman for discussing 

the su--"rou s findincs before -he entire grcup. 
Each subgrouz will be reszcnsibe f:r i.tegrating 

coments made in the ceneral discussi. into their 

retort. 

On Thursday evening each -gro:p will ass4 t in combining 
their individu! reocrt into a cohbned .orkshcpreport, for 
discussion On Eria.av morning. 

WORIKSHCP OUTCOMES 

The following outcomes are expected to be achieved
 

during this workshop.
 

1. introduce and implement various teambuilding
 

techn.zues...na ing problems and synthesizing 

solutions to DroblenI .
 

2.Utlizing the above techni..es 
 develc alternative
 

solutions 
:o P,,iA problems, both during the transition 

onase and for the l t-" 
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APPENDIX B
 

Itinerary
 

Washington, D.C. to Bangkok October 21, 1982
 

Bangkok to Washington, C.D. November 6, 1982
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APPENDIX C
 

Persons Interviewed and Contacted
 

1. William Finley, WHO/World Bank Advisor to PWA
 

2. Mechai Viraviadya, Governor of PWA
 

3. 	 Chatchawan Punmanee, Director Manpower Development and
 
Training, PWA
 

4. Dr. Wanchai Ghooprasert, Deputy Director Planning, PWA
 

5. 	 Sawasdi Orvichian, Deputy Governor for Technical Affairs
 
PWA
 

6. Lert Chainarong, Deputy Governor, Operation and Services
 

7. Somboon Yana, Personnel Director, PWA
 

8. Arron Thaicharoen, Water Operations Director
 

9. Chongchana Sitalaphruk, Director, Region 2, PWA
 

10. Chalermvong Nitipavachon, Director, Region 8
 

11. Wirnon Rangrongthanintr, Director, Region 9
 

12. Thira Kunaviphakorn, Director Region 13
 

13. Cun Took, Special Assistant to Governor
 

14. Dr. Boonsong Seuyouyong, Coordinator IIP
 

15. 	 Davit Oot, USAID Mission, Thailand (contacted by Dr.
 
Austin)
 

16. See Workshop Participants for other persons contacted.
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APPENDIX D
 

PWA NEEDS ASSESSMENT INSTRUMENT
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APPENDIX E
 

INTERVIEW FORMAT
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DRAFT 1
 

DAN EDWARD:
 
OCT. 26,198.
 

PROVINCIAL WATER WORKS AUTHORITY
 

INTERVIEW FORMAT
 

Basic Data: Name, position, length of time in Job, history in
 

organization, refer to information previously collected
 

1. 	Personnel Selection:
 

A) If you were going to hire someone into a management job,
 

what quality would you look for in this person?
 

B) Given the recent recommendation to reorganize the staffing,
 

what sort of jobs do you think will require people from
 

outside the Agency? From inside?
 

2. 	Performance:
 

Thinking of people who work under(with) you, what kind of
 

behavior and accomplishments deserve positive comment or
 

recognition? 
What kind of behavior would you describe as negative?
 

3. 	Meeting Effectiveness:
 

Think of the last meeting you conducted (or attended). Describe
 

how the meeting was conducted. Describe why you felt the way
 

of running the meeting was effective or ineffective.
 

4. 	Conflict Management:
 

A) 	Think of the last time you, or someone you know in a management
 

position, effectively resolved a conflict among individuals
 

or departments in which you were included. Describe 
the
 

way the manager delt with the conflict.
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B) What conflicts now exist in PWA? What should be done about
 

them?
 

5. Priority Setting and Decision Making:
 

A) Think of the last time you reassigned priorities to objectives
 

in which you were engaged. Describe the reasons for these
 
changes in priorities. How do you set goals? How does PWA
 

set goals?
 

B) Think of the last time an important decision was made in your
 

unit. How was it decided? Who was involved? How was the
 

decision communicated?
 

C) Under what conditions should management use concensus decision
 
making, and under what conditions? Should decisions be made
 

unilaterally?
 

D) What types or decisions should be made at each level of the
 

organization?
 

6. Agency Communication:
 

Think of the last time you received information about important
 
agency business; who communicated it to you; how was it
 
communicated? How do you inform subordinates of important agency
 

business?
 

7. Role Clarity:
 

A) How do you perceive your role? How is it different from thos?
 

above you? Below you?
 

B) What would you like to be doing in the Agency that you are
 

not doing; where can you contribute the most to PWA? What
 
additional experience or training do you need to be able to
 

do that?
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8. Human Resource Utilizatiin and Development:
 

A) How does PWA make the best use of the people it :as?
 

B) Do you think people should be asked to move to field sites
 

in order to accomplish this? Would you be willing to move?
 

If so, under what conditions?
 

9. Delegation:
 

A) Think of the last time you were in charge of an important
 

project or program. How much of it did you do yourself?
 

How did others get involved if they did?
 

B) Do those above you delegate the means to carry out work?
 
When was the last time you. did this to those below you?
 

10. Organizational Change:
 

A) What changes have taken place in the last six months in
 

PWA? Have they been positive or negative? How have they
 

affected you?
 

B) How should PWA move from a civil service organization to
 

a public corporation?
I 

'$C) What conflicts exist between the two merging organizations?
 

How should they be resolved?
 

D) Are you familiar with the recent Coopers&Lybrand Report?
 

What fecommendations do you feel are out of place?
 

E) If the organization is changed based upon the new recommen

dations, some people will need to fill new jobs. Who should
 

get them, insiders or outsiders? Should there be open
 

competition? flow would you feel if one of your peers were
 

promoted over you? How would you feel if you were promoted
 

over your peers?
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11. 	Organizational Integrity
 

A) Do you feel it is appropriate for two family members to be 
in manager/subordinate relationship in the organization? If no, 

what should be done about it. If yes, why? 
) &p,&tt-.. 4 -4L tk 	 ,B) 	O1r--a 6s'ale of 1-1,d4,3 9 ..\ 4A -- rt, "4- ' - -Lhow would you rate the level of integrity?
 

In your Department? 1-10
 

your Division? 1-10
 

your Water Works? 1-10
 

C) On a scale of 1-10, how much - nepotism exists in the organi
zation? 	At the Department level?
 

At the Division level?
 

At the Water Works level?
 

D) If you were to name people you trust/mistrust, how many would
 

there be? 1,3,5,10..
 

Z) 	 We have heard that committees do not sanction irregularities 
in some ways. Why do you teel that committees do not apply 
the sanctions indicated? Should this standard be applied to 
all 	levpls (top to bottom)? Should there be a difference in
 

first, and, third offences?
 

') 	 Think of the last time you were involved in aCommittee to 

investigate an irregularity, how was this done? Do you feel 
more comfortable investigating a subordinate or a peer? 

12. 	Public Opinion:
 

A) Has public opinion changed towards PWA in the last few months?
 

What has been your role in this?
 

B) 	How would you like people to perceive PWA in 5 years?
 

C) As a consumer, what would you say are the 5 major complaints
 

against PWA and what would you do about it?
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13. 	Suggestions and Comments: 

A) What L,Tb-esth~krfg about your job? The wat thing?
 

B) If you were the top Governor, what changes would you make?
 

C) If you worked on the 
lower levels of the agency, what do
 
you think would be the most positive and negative thing
 
about working for PWA?
 

D) What do you think of what the Governor has done to date?
 
What should he have done? 
What should he do soon?
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INTERVIEW RESULTS SUMMARY
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SURVEY/INTERVIEW RESULTS SUMMARY
 

1. 	Personnel Selection and Staffing
 

Given the recommendation to reorganize, who should get job?
 

Most said:
 

Hire as many people from within the Agency and train
 

them if necessary. If this is not possible, then
 

hire from the outside.
 

2. 	Performance
 

What are people doing well in the Agency when they do a good
 

job?
 

" Setting goals 
and meeting them
 

" 
Acting responsibly 

" Demonstrating their skills 

What is the most frequently mentioned performance problems?
 

" Complaining 	and making excuses
 

" 
Not accepting 	responsibility
 

• Coming late and leaving early
 

Being lazy
 

3. 	Meeting Effectiveness
 

What meetings are run most effectively?
 

* Those meetings which allow people to talk
 

Those meetings where information is shared freely
 

o Those meetings which 
use an agenda
 

. Those meetings which have clear goals
 

4. 	Conflict Management
 

How is conflict managed in the organization?
 

Conflict 	is mostly swept under the rug
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" The most effective managers are willing to enter
 

into a third party role, talk to both sides, get
 

the information straight, and act fairly.
 

• The consequence of hiding conflict is gossip and
 

rumour.
 

What conflict now exist in PWA and why do they exist?
 

# 1 The uncertainty of the organizational structure was
 

mentioned 	very often
 

# 2 	 The still unresolved struggles for power and influence
 

between the former PWD and MPH groups
 

Equal: 	 The unnecessary paperwork and bureaucratic procedures
 

* Chain of command unclear and not used 

What should be done about the conflicts?
 

" 
Bring people together
 

" 
Use more democratic management, include people more
 

in decision making
 

• Delegate more at all levels
 

5. Decision Making
 

How should decisions be made?
 

" Decisions should be made at the implementation level
 

as much as possible
 

* Concensus and democratic management should be used
 

for most decisions unless the issue is a large policy
 

issue which only the Governor,can make. Then
 

information and input should be solicited from
 

others before a final unilateral decision is made.
 

6. Role Clarity
 

The major problem is that roles are not clear and
 

people do not know where they will be in the future
 

organization.
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* The chain OK command must be clarified
 

* Jobs need to be clearly defined at all levels
 

7. Human Resource Development
 

How should PWA make the best use of the people it has?
 

By communicating more with people
 

* 	By providing more training, especially management
 

training
 

Should people be asked to move to Field Sites, should people
 

be rotated in order to give them more experience?
 

* 	Strong recommendation that rotations be a regular 

part of career developme.it 

8. organizational change
 

What positive changes have taken place in PWA in the past
 

six 	months?
 

Standards are being set
 

* Communication is beginning to open up
 

* The potential for positive change is being developed
 

What questions or doubts exist with the recent changes?
 

* 	Will the Governor stay?
 

* 	The loyalty of the top management to each other is
 

not clear
 

What recommendation for organizational change made by the recent
 

Coopers&Lybrand study are questionable?
 

* The proposed organization chart does not seem to
 

accomplish decentralization
 

* The details of the relationship between groups in
 

the organization chart are not defined
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9. Organizational Honesty
 

Is corruption a problem?
 

* Most people felt it was a moderate to large problem,
 

but being reduced
 

* Most felt it took place wherever the opportunity
 

existed, but was often more in evidence at the
 

Water Works level
 

10. 	Public Opinion
 

What do consumers and the public think of PWA?
 

* Public opinion is getting better, but
 

Water quality is not what it could be, quantity
 

is low and service is slow
 

11. 	Recommendations
 

If 	you were Governor, what would you do?
 

" Draw all factions in PWA into one working team
 

" Decentralize
 

" Provide more training
 

" 
Strengthen field organizations
 

" Reward good performance and take remedial measures
 

to correct poor performance
 

How is the Governor doing?
 

" Going in the right direction
 

" Is developing good public relation
 

* Is conc-erned about all levels of employees
 

Is providing quicker decisions
 

What should he do more of?
 

* Settle the organization chart
 

* Work more closely with the Field Water Works and
 

Regions
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* Set performance standards and follow-up on them
 

* Decentralize
 

* Make all managers set a good example
 

12. What should we do at the Workshop?
 

Provide opportunity for team building, get people
 

together
 

* Establish guidelines for good performance
 

* Clarify expectations and roles
 

* Work out issues of decentralization and decision
 

making
 

Work on specific problems
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PROBLEM STATEMENTS, GROUP INTRUCTION SHEETS
 
AND DETAILED RECOMMENDATIONS
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WORK GROUP RECORDING SHEET
 

GROUP MEMBERS
 

2. 

3. 

4. 

5. 

6.
 
PROBLEM STATEMENT: Role Clarification
 

Managers are unsure of what Authority they have vis a vis other
 
units to make decisions and delegate. 
This situation is found
 
in Field-Central Office Relations,as well-as 
among units and
 
divisions at all levels.
 

Managers receive conflicting information from Central Office divisions
 
about policies and procedures, as well as how to solve problems and
 
obtain resources.The need to clarify roles and expectations within
 
the organization is indicated.
 

DISCUSSION, REY POINTS
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TABLE ' I 

CENTRAL OFFICE EXPECTATIONS AND NEGOTIATIONS AGREEMENTS
 

EXPECTATION 


1. 	Keep ozrrect, canplete and up to date 
information flo ing fran HQs to Regions. 

2. Pay attention to specific questions and 
set time limits for response. 

3. Distribute messages, facts, regulations, 

and cxxmands that have been sent fram the
 
Regions,and monitor follm, up actions.
 

4. Direct more attention to rural water 

supply systems.
 

5. Try to econanize the budget. 

6. Establish and maintain an up-to-date 

G Work Plans, promote and monitor
 

implementation. 
7. Regularily visit the Waterworks. 


8. Coordinate programs with municipal 

authorities. 

9. Expand public :elations program. 


10. 	Utilize all kind cf resources. 


11. 	Develop the services. 


12. Exercise fully the authority accompanying 
rank in solving critical/specific problens. 

13. Follow up and expedite payment of water 

bills in arrears. 


14. Don't be kind to the water-stealing people
Penalized without canpranise illicit water 
users. 

15. 	Improve attitudes and public opinion about 

the setvices and also show more cootdina
tion for the consumer.
 

ACCEPT
 

YES NO
 

X 


X
 

X
 

X
 

X 

X 


X 


X 


X 

X 


X 


X 


X 


X 


X
 

CONDITIONS
 

Manpower, equipment and training must be
 
provided, together with appropriate forms.
 

Already practiced but HQs must do the same.
 

Same as 1
 

Necessary budget must be provided.
 

Already practice and will continue.
 

Same as 1 

Will start same timre as HQs.
 

Already practiced and wii continue.
 

Same as 1
 

Will pursue private connection and HQs should
 
do the same for government offices.
 
Would like HQs to enact appropriate rules and
 
regulations such as registering a oanplaint, K' 
fining etc. 



1 

TABLE 4
 

CENTRAL OFFICE EXPECTATIONS AND NEGOTIATIONS AGREEMENTS
 

EXPECTATION 


16. 	Inspect construction sites as required to 
ensure good quality work. 

17. 	Work strictly in canpoianoe with regulatio 
and xornaxds. 

18. 	 Direct more attention to water quality. 

19. 	 Empiasize housekeeping at Watexrvrks. 

20. 	 LocI after the subordinates welfare. 

21. 	 Managers must work hard as an example of 
the 	subordinates.
 

22. Base pramoticn of personnel on hard work 

and effectiveness.
 

23. 	 Effectively maintain the security of site 
and treated water. 

ACCEPT
 

YES NO
 

X
 

X 

X 

X 

X 

X 

X 


X 

CONDITIONS
 

HQs should hiprove rules and regulations and
 
ccnpile them for reference.
 

Same as 1
 

Enough budget, equipment and manpower must be
 
provided.
 

But HQs should provide same help.
 

Already pr actice and will try to improve.
 

More support fron HQs.
 

HQs should seek budget for fence building and 
guards. 



TABLE *. . 

REGIONAL OFFICE EXPECTATIONS AND NEGOTIATED AGREEMENTS
 

EXPECTATION 
ACCEPT 

YES NO 
CONDITIONS 

lloted budget to Region for X When funds are available, which will 

nt. 

nal Office authority to X 

depend on improved financial situations. 

Within limits of rules and regulations of 

d execute in every aspect PWA. 

ement. 

ions to take part in PWA X 

ocation. 

r and Regional Office order! X For orders of an extcntive nature but for 

ications to be at the assis the communications of routine work itemq. 

nor level and above. Regional Office can directly contact the 

& 

0 
' 

Units concerned. HQ.w ll coordinate with 

the units concerned to prevent overlaopinf 

of work. 

,itborit: anA respon-ibility Should consult with !.') . bnforo takino 

an~fer and/or -otation of action. 

t;:ff below nrade 6. 



TABLE
 

REGIONAL OFFICE EXPECTATIONS AND NEGOTIATED AGREEMENTS
 

ACCEPT
 
EXPECTATION CONDITIONS
 

YES NO
 

6. 	Rr inn5 to take nart in the master x
 

oli-nnin. of waterworks.
 

7. 	More decentralization. X To be in conformitv with,and in best inter

ests of needs of regions and of PWA's Regu

lations. 

8. Regions to nurchase and procure all X In some cases but if a working group is 

equipment and materials for thier own selected ,the regionq will take part in it. 

use.
 

9. 	Regions to transfer equipment and mat- X Inspection to be carried out before imnl

erails within respective regions. mentation.
 

10. 	Rewards within quotas(eg.step-incremen s) X
 

as proposed by regions to be agreed to
 

by 	 H.Qs. 

11. 	The left over portion of reward quotq X
 

to 	be fairly distributed.
 

12. 	Regions to take part in the investiga- X 

tion committee. 

13. 	Provide sufficient accommadntion for x RegardinO extention of registrations,there
 

field staff. Provide more fringe benef ts. is no final solution on vehicles transferr d
 

from the Health Department.
(e7. motorcycles,car-.) 



TABLE .5_ 

REGIONAL OFFICE EXPECTATIONS AND NEGOTIATED AGREEMENTS
 

EXPECTATION 
ACCEPT 

YES NO 
CONDITIONS 

1.4. 

15. 

16. 

Job descriptions for all nositions to 

be defin-d. 

Provide sufficient manpower to region;. 

Personnel development to be introduce 

immediately. 

x 

X 

X 

Now in nroce . 

Accept the proposal for further di'scussior 

Has been done and is continueing. 



WORK GROUP RECORDING SHEET
 

GROUP MEMBERS
 

1. Lert - Chairman 

2. Kanya
 

3. Thammanoon
 

4. Nakorn
 

5. Manu
 

6. Virusah - Spnreary 
PROBLEM STATEMENT: Decision Making 

Decisions are made inconsistently within the organization. Managers are unclearabout which decisions to make themselves and which to delegate to others.Sanetimes decisions are not made at a.l due to uncertainty and/or lack ofinformation. This is true at all levels of the organization. There is disagreementwithin the organization about the issue of centraliied decisicn making. Scme managers feel that too much decision making authority resides at the top levelsfor issues which can more effectively be made at the implementation level. Inorder to clarify this situation, recomiendations need to be made to determine
who should make which decision, and at what level. 

DISCUSSION, KEY POINTS
 

1. Employment of Personnel 
2. Delegation of works, responsibility and authority 
3. Shifting of duty and officer rotating 
4.Appointment of officer-in-charge 
5. Ccmmodity procurement and contracting 

6. Delegation of works to assistant 
7. Approve hiring of temporary employees 
8. Approve payment of overtime and piece-work 
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DECISION MAKING
 

SMALL GROUP TASK ACTIVITY WORKSHEET
 

Fill out the following chart after group deliberation.
 
Give as many examples as possible, i.e. hiring personnel,
 
contracting, 
small purchases, assigning personnel, disciplining,
 
setting priorities, etc.
 

Which 	decision 
should be made? 

1. 	 Enploy personnel (for 
the region and water 
works) up to grade 5
 
(vacancy position is
 
available) 

2. 	 Delegation of work 
(responsibility and
 
authority)

2.1 In case of unclear

2.1.1 Reg. level 
2.1.2 Waterworks 

2.2 In case of clear
 
determination of 
delegation, regula
tion and procedures
2.2.1 	Work under 

control of 
Dep. Govs. 

2.2.2 	Regional leve 
2.2.2.1
 
Approved of 
water-charge 
discount 
2.2.2.2 
Approved of 
free-of
charge water 

(give away) 
.	 Shifting of duty and 

rotating of position 
3.1 Region

- For all position 
except Asst. Dir. 
Managers & Asst. 
Manager

3.2 Waterworks (Tempora
ry shifting only) 
- All positions 

lcwer 	than
 
supervisor 

What level should 
make this decision? 

Region 

Region 
Waterworks 

Deputy Governor for 
that branch 

Region 

Region 

Region 

Waterworks 
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Who should make 
this decision? 

Regional Director 

Regional Director 
Manager 

Deputy Governor 

Regional Director 

Regional iirector 

Regional Director 

Manager 



DECISION MAKING
 

SMALL GROUP TASK ACTIVITY WORKSHEET
 

Fill out the following chart after group deliberation.
 

Give as many examples as possible, i.e. hiring personnel,
 
contracting, small purchases, assigning personnel, disciplining,
 

setting priorities, etc.
 

Which decision 
should be made? 

1.Appointment of Officer 
in-charge of: 
4.1 Waterworks Manager 
4.2 Job Supervisor (in 

Waterworks)
 

i. 	 Work carrying as deci
sion making as its 
procurement regulation 
(except reconciliation
 
of contract)
5.1 	Regional level 

- up to 400,000 Bht
 
5.2 	Waterworks 

- up to 20,000 Bht 

5.Delegation of work to
 
Assistants 
6.1 	Regional level 
6.2 	First grade Water-

works level 

.	 Approve hiring tempo-

rary mployee up to 5
 
days
 

3.Approve payment of over 
time etc. for wateywors
and payment piece works 

(not over of labor 4 hours) 

What level should 
make this decision? 

Region 
Waterworks 

Region 

Waterworks 

Region 
Waterworks 

Waterworks 

Waterworks 

Who should make 
this decision? 

Regional Director 
Pjanager 

Regional Director 

Manager 

Manager 
Manager 

Manager 

Manager 
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PROPOSAL NO. 1 

RECOMMENDAT I ONS 

1. 	 According to the PWA's position classification etc. regulation, providing 

that, "Appointment of all positions is urder the authority of the Governor 

only". This regulation should be revised, so the proposal can be put into 

practice. 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN 

1. 	 Drafting revision regulation Personnel Departnent within 3 months, 
2. 	 Submit for getting approval - do - camencing the 

to the Governor end of this 
3. 	 Subit to Sub-PWA -Ccaittee - do - workshop
 

(Law)
 

4. 	 Submit to PVJA Board of Governor
 

Director
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PROPOSAL NO. 2
 

RECOMMENDATIONS
 

the 	status of
2.1 	Acording to PWA organization regulation has unclearly defined 

managers. 	 Job Description has not been done. All related factors should be
 

can get done. Regional Director is permitted to
revised so the proposal 


review and make change of the duties delegated by the Waterworks Manager,
 

when appropriated.
 

or authority to Deputy Governor (Operation)2.2 	According to wA's issue, the delegation 

on behalf of the Governor are not clearly defined, especially the decision 

making to be made in case of proposal 2.2.1. As well, delegation Of authority 

to Regional Director and Waterworks Manager proposed in No. 2.2.2 and 2.2.3.
 

The issue should be revised.
 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN 

Same as Proposal 1 Same as Proposal 1 	 Same as 

Proposal No. 1 

1. 	 Write memo to Governor as for Operation Branch within 3
 

months,
principle approval 
Iconcing the2. Draft PWA's issue for 	the - do 

end 	of this
Governor 

workshop 
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33
 
PROPOSAL NO. 3-4
 

RECOMMENDAT IONS
 

3. According to shifting duty and rotation of personnel at Regional and Waterworks
 

level is easily accomplished. The revision for this matter should be made.
 

4. According to PWA's issue order,the delegation of authority to the Regional Director 

to appoint officer acting or behalf of Waterworks Manager, determined that 

"the appointee must be working at that Waterworks. So the flexibility is limited. 

In addition, the authority to appoint one or acting on behalf of supervisor in 

Waterworks has not been delegated. The revision should be make. Any suitable
 

officer within the region can be selected to act on behalf of the manager, and
 

the same principle must be applied to the supervisor in the Waterworks.
 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE - BY WHEN
 

3. 	 Same as Proposal 1 Same as Proposal 1 Same as
 

Proposal 1
 

4. Same as Proposal 2 - 2.2 Personnel Division Same as
 

Proposal2-2.2
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PROPOSAL 5-8 

RECOMMENDATIONS
 

to IPA' s Issue Order, (Title Delegation of Authority). The
5. According 
at a certain amount has been delegated 	 to Regionalprocurement of commodity 

In order toDirector and Waterworks, but the delegation is still unclear. 

all aspect of this matter together with providing more facilitation forcover 


procuring the revision should be made.
 

6-8. According to the delegation has not been made for these proposals, and to ccinpl: 

more operatingwith Governor's decentralization policy together with providing 


facilitation, the delegation should be made.
 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN 

Same as5. 	 Same as Proposal 2 - 2.2 Sama as Proposal 

2 - 2.2 Proposal 2 -2. 

6-8. Same as Proposal 2 - 2.2 Operation Branch 	 Same as 

Proposal 2-2.2 
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FISH BOWL CONCLUSIONS
 

Recommendation Acceptable Conditions/
 
No. Yes No, Comments
 

1. 	 X Retain present
 

PWA system
 

2.2.1 X 	 Already existinc
 

2.2.2 X 	 Will take actio
 

3. 	 X Retain present
 
PWA system
 

4. 	 X
 

5. 	 X Will try to
 

clarify
6. - 8. 	 x 
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WORK GROUP RECORDING SHEET
 

GROUP MEMBERS 
1. Pavitaya 

2. Aroon 

3. Prasert
 

4. Somboon J.
 

5. Jaron
 

6. Thira
 

PROBLEM STATEMENT: Organizational Communication
 

Information within PWA does not flow smoothly fron top to botton (and vice versa) 
or between units horizontally. For example: 
1. 	 Information in the system is scmetimes stopped before it arrives at the
 

destination of the ultimate user.
 
2. 	 Field people sametimes receive conflicting information. fran different divisions 

at headquarters. 
3. 	 Data is not collected and analyzed sufficiently for decision making purposes. 
4. Scmetimes one region is not aware of what another is doing.

Ther- is a feeling expressed by many that, because information is power, sme
 

managers protect their authority (at whatever level) by holding on to important
 
information.
 

DISCUSSION, KEY POINTS
 

- Sep activitv .!enrkqheet. 
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ORGANIZATIONAL COMMUNICATION
 

SMALL GROUP TASK ACTIVITY WORKSHEET
 

After full discussion, present your information in the following
 

form. Consider such information as: policy decisions, new
 

ideas for bill collection, availability of equipment, job openings,
 

etc.
 

Which Information? Who should receive it? How should it be shared? 

1.Within PWA 

.. Planning 

'.1 budpet DibisionRegional Office Financial Dept. direct
 

1.2 personnel and up. Clerical Dept. direct 

1.3 technical Technical Dept. direct 

2.Minutes of meetin Clerical Dept. direct 

concerning polici s. 

(Bloard,Cabinet et .) 

3.Ru1-s,rPguiati.ons, Governor's office via 

official orders. Divisions and Reginal 

4.Correction any All employees offices. 

understanding ru ors. 

5.New ic4eas,inventions. Division Originators-)supervisor--, 

clerical Dept. direct 

6.paterial prices Div.&Reg.Off.and up Eng. Dept. direct 

and standards. 

7.Response to memos, all units receiver notifies sender. 

cash receipts,etc 

8.Contracts signed Procurement Div. Executing unit send direc 

on bohalf of 

Governor 

9.Changes in distri

bution
 

.1 mains Technical & Plan Dept. Reginal Office direct.
 

q.2 secondary netf Reginal Office Waterworks direct.
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ORGANIZATIONAL COMMUNICATION
 

SMALL GROUP TASK ACTIVITY WORKSHEET 

After full discussion, present your information in the following
 
form. Consider such information as: policy decisions, new
 
ideas for bill collection, availability of equipment, job openings,
 

etc.
 

Which 	Information? 


,:n.?ihjor cnnqtruction 


and modifications.
 

11.Staff traveling 


outside own area, 


1.2.Personnel infor-

mation and job 


openings.
 

1 3 .Reports 

13.1 	Financial 


1.3.2 	Procurement 


and stock.
 

13.3Technical 


14.1ill collection. 


2.Outside PWA 

Public Relations 

1. Tariff and modi-


fications. 


2.Services interrup-

tions.
 

3.Congtructionq and 


distribution expan 

4.Service improvmenn s. 

- fee rc'ductions 

Who should receive it? 


Tech.& Planning. Dept 


unit 	responsible in 


area 

Div. & Reg. Off. and 

up 

Financial Dept. 


Procurement Dept. 


Tech. Dept.
 

Financial Dept. 


Customers & public 


, , 

Public & Govt. offices 


t 

Public & customers 
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Hcw should it be shared?
 

Reg. Off. direct
 

Supervisor of staff
 

Clerical Dept. direct
 

WW and Reg. off. direct
 

" 

WW direct 

Governor's off. Reg.
 

off. 	direct
 

WW, Reg. Off. direct 

Governor's Office, Reg.
 

Office, waterworks dire( t. 

, 

, 



RECOMMENDATIONS
 

1. 	The information and of communication suggested herein should be
 

practiced both within the headquarters and the field offices or among the
 

nffices in order to ensure that the intended information receiver receives
 

the message. Otherwise,the unit head must be responsible for the delayed
 

or 	negligent action.
 

2. Information should be sent directly to responsible units to avoid
 

red tape and to let each unit have a share of responsibility in screening
 

the information and making decision as to who else should receive the in

formation. Regarding the latter, head of the unit has the authority to
 

adopt his own method of distributing the information as he deems most
 

efficiont. 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN
 

I. 	 determine who should head of the unit within 1 mth. 

receive the information after the workshop. 

2. see to it that the infor- head of the unit periodically 

mation reachs the intends1 and make any 

receiver necessary ad

justment. 

3. 	fix the time required for head of the unit continue from
 

each process and that for 1.
 

each responsible person.
 

4. 	find a substitue in case head of the unit continue from
 

responsible person is 1.
 

absent.
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FISH BOWL CONCLUSIONS 

RECOMMENDATION ACCEPTABLE CONDITIONS/ 
NO. YES NO COMMENTS 

I and o X Agreeable in prir 

cipal. 

-Communication as 

presented here 

should be divided 

into 2 categories 

content and means. 

Content of the 

information and 

intended receivers

classified into 

different levels 

should be identi 1ed. 
Means to deliver 

the information 

should be careful 

ly thought of la er. 

Different method 

should be consi

dered such as us 

of cassette tapes, 

radios etc. 
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WORK GROUP RECORDING SHEET
 

GROUP MEMBERS
 

1. Mechai
 
2. Viroon
 

3. Chalermwong
 
4. Precha
 

5. Somboon Yana
 
6.
 

PROBLEM STATEMENT : Staffing
 

As the PWA makes the transition fran a Ciil Service Organization to a 
state corporation, reorganization will invitably take place. New positions 
may open up, roles may change. Central Office staff may be requested to inove 
to field sites and rotations may occur. At present there is a great deal of
uncertainty about hcw this process will take place. Guidelines for staffing
the organization have not yet been made. The consequence of this is the
creation of a great deal of anxiety at all levels. 

DISCUSSION, KEY POINTS
 

See Recommendations
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STAFFING
 

SMALL GROUP TASK ACTIVITY WORKSHEET
 

Discuss the problem and recommend guidelines for the following:
 

1. Under what conditions should outside versus inside persons
 

be placed in positions?
 

2. Under what conditions should Central Office staff be
 

transferred to field sites and vice versa?
 

3. Under what conditions should staff be rotated between regions?
 

N.A.
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RECOMMENDATIONS 

1. under what conditions should outside versus inside persons be placed iii positions? 

1.1 	Conditions of recruitment outside persons at the executive level: 

- In prior consideration, the sufficient and experienced inside persons 

will be considered 

- In case that there are unable to find well qualified and experienced 

inside persons be placed in specific positions, outside persons will 

be considered 

1.2 	In case there is vacancy in positions and inside persons can be placed,
 

PWA will give chance to any inside persons whose qualifications are as
 

specific in conditions defined.
 

2. Under what conditions should Central Office staff be transferred to field 
sites and vice versa? Staff be rotated betweeh regions? Staff be rotated 

ACTION PLAN within central units and within regions? 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN 

N.A. 	 N.A. N.A. 
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RECCai ATICNS (STAFFING) CCNTINUED 

2.1 Staff at various levels both in Central Office and Regions should be 
rotated for the experience of staff and the benefits & efficiency of PWA. 

2.2 Following items are positions that should be rotated (running in priority 
orders)
 

- Deputy Governor
 

- Director of Department
 

- Director of Division/Division Chief
 

- Director of Regional Office
 
- Deputy Director of Regional Office
 

- Waterworks Managers
 

- Section Chiefs
 

- Other staff
 
2.3 Rotation of personnel in item 2.2 be done in 3 ways:can 


1) within the headquar-ters
 
2) between HQs and field offices
 
3) 	be-i r regional offices and within one region 

2.4 Office 

1) 3 yeai: .)r W Managers and higher
 
2) as deemed appropriate for section chiefs and below
 

3. 	 PWA Organization structure
 
Improvement of PWA structure should be done in 
 2 stages:
 
Stage 1 
 for the next 3 years - by mixing the structure last approved by the 

Board with that suggested by C&L with the consent of C&L. 
It is expected that in the new structure there will be 
- 1 Deputy Governors for Technical Affairs 
- 2 Deputy Governor for Field Operations
 

- 1 Senior Adviser
 

- 2 Assistant Governors
 
- rural water supply will be handled by Reg. Offices 
- purchasing unit will be seperated from the present procur mnt 

division 
- meter repairing and equiprient maintenance will be handled by 
regional offices
 

4. 	 Job titles and duties 
PWA should define job titles with wide scopes of duties so as to allow
 
flexibility in their works 
as 	miuoh as possible by classifying them into 
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FISH BOWL CONCLUSIONS
 

RECOMMENDATION ACCEPTABLE 

NO. YES NO 


1.1 X 

1.2 X 

2.1 x 

2.2 X 

2.3 X
 
2.4 X 

3. X 

4 - 6 -

CONDITIONS/
 
COMMENTS
 

Personal reserva
tions and implica
tions are to be 
given consideratio
 

-Personnel Division
 

is responsible
 

Clarify classifica 
tion of outside 
and inside staff 
Clari fy condition 
for tranfer 

-riterial needed 
for determining of
 
person is still 
beneficial to P'A 

Personnel Division 
is to define 
principles 

-Should be 4 years 

-Position qualifica 
tion should be
 
clarified 

-Additional infor.
 
is needed 

-Afurther session
 
should be held to 
study
 

Additional infor.
 
is needed
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WORK GROUP RECORDING SHEET
 

GROUP MEMBERS
 

2. Swa sti 

3. Chongchana
 

4. Manit
 

5. Sitthichai
 

6. Virayu
 

PROBLEM STATEMENT: Performance Standards
 

Standards for employee performance are not established. Written job descriptions 
do 	not exist. Therefore, it is difficult to hold employees accountable for 
their performance. The consequences of good or bad performance are not consistantly 
enforced. SuDervisors -need to establish clear standards for performance, 
ccamnicate them to employees and hold them responsible for tasks. Guidelines 

need to be established for rewarding good performance and correcting bad 

performance. 

DISCUSSION, KEY POINTS
 

1. 	 Employment without job descriptions will result mismatch to management needs, 
and poor performance could be expected. 

2. 	After being employed, if there is no guidelines for evaluation of efficiency 

the performance will be deteriorate. 

3. How to upgrade or refreshing employee's knowledge and capability when his 
performance was getting poorer. 

4. 	 The evaluation of efficiency as stated above must be kept during his employment 

and it shall be served as basic information for promotion. 
5. 	 Reward or punishment should be introduced annually and be based on the same 

standard. 
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PERFORMANCE STANDARDS
 

SMALL GROUP TASK ACTIVITY WORKSHEET
 

After full discussion, present your information in the
 

following form:
 

1. Develop examples of good job descriptions.
 

2. Develop suggestions for supervisory performance review.
 

3. Develop guidelines for supervisors to use in rewarding
 

good performance and correcting bad performance.
 

(EXAMPLE A)
 

JOB DESCRIPTION 
FOR WATER METER READERS
 

Qualification
 

1) Secondary school certificate (10 year of formal education)
 
2) Lower education than (1) above must have at least two year
 

experience in water supply systems, and pass 3 month
 

preassignment test for the duty.
 

Duty Responsibility
 

1) Read consumers' meters in the assigned connections and
 
within'a predetermined time
 

2) In-site test of meters for accuracy in case of doubt
 
3) Report on defects of water meters and 
 other visible
 

evidence of leaks and waste in the assigned distribution
 

system
 

4) Other assigned responsibility from the supervisor
 

Work Load and Classification (for each position)
 

1) Responsible for water meters up to 500 connections and other
 
assigned responsibility from the supervisor (2nd Grade)
 

2) Responsible for 
water meters from 501 to 1,000 connections
 

(2nd Grade)
 
3) Responsible for water meters from 1,001 to 1,500 connections
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(EXAMPLE B)
 

PRINCIPLE METHODOLOGY FOR SUPERVISION
 

A) 	Principles
 

1. 	Arrange to have job description for new assigned employee
 

on his first occation in order to
 

1.1 	Familize himself with new work location, colleagues
 

to support good team building and coordination
 

1.2 	Help him to understand the assignments, objectives, and
 

targets of the Authority and concern work unit
 

1.3 	Familize himself with specific tools and equipment
 

need for his job. Leariiing by mistakes should be
 

avoided as much as possible
 

1.4 Help him to acquaint with his colleagues. Feel warm
 

welcome, conficence, energetic to be a new member of
 

the gang
 

2. 	Arrange to have Job Supervision on to
 

2.1 	Help him perform his work as needed, assistance from
 

the supervisor should cover the good methodology
 

2.2 Assist him to acquaint in new technology, methods,
 

inclu.ing Rules and Regulations. Frequency of super

vision should be increased as needed, but 3-6 month
 

period is recommended for start-up
 

2.3 	Assist him to new position that has higher responsible
 

3. 	Arrange to have training, job description and further
 

education
 

3.1 On the job training should be introduced for specific
 

positions to improve skills, efficiency and minimize
 

errors
 

3.2 	Training Arrangement
 

3.2.1 New technology oriented training
 

3.2.2 Promotional oriented training
 

3.2.3 leam building oriented training
 

3.3 	Job Observation Arrangement
 

3.3.1 Various plant capacities observation to support
 

readiness of employee for new assignment
 

3.3.2 International job observation should be introduced
 

AR 	 npprlor 
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Guidelinhes for 'Supervisors to Use in rewarding good, 

performance and: correcting, bad' perfoirmaiice 
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RECOMMENDATIONS
 

1. Prepare Job Descriptions for every position
 

2. Prepare Performance Evaluation Form
 

3. Transfer performance record to the existing personal record file
 

4. Arrange to have systematic supervision system with manual, training and
 

further studies,
 

5. Standardize rewarding and punishment procedures.
 

ACTION PLAN
 

WHAT STEPS WHO RESPONSIBLE BY WHEN 

1 1) Prepare Job Description Personnel Division Within 3 months 

2) Put the right ,nan to the Personnel Div & Responsible 1 month afte 

right job Work Unit I 1) 
3) Prepare clear Work Flow Responsible Work Unit 1 month after 

Chart I 1) 

II Arrange to have Systematic Training Unit & Supervis s 

Supervision System with manual 

for:
 

- Job O:ientation First day on
 

- On-duty Supervision duty. Every
 

- Training 	 3-6 months.
 

As appropriate.
 

1II 1)	Prepare Performance 

Evaluation Guidelines 

- Forms and guidance Personnel Division Within 6 months 

- Procedure Supervisors Every 3-6 month 

with annual 

summary) 
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RECOMMENDATIONS
 

ACTION PLAN 

WHAT STEPS WHO RESPONSIBLE BY WHEN 

2) Merge individual performance Personnel Division Annual 

record to personnel file 

IV Standardize rewarding and Personnel Division Witnin 3 month 
punishment procedure 
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FISH BOWL CONCLUSIONS
 

RECOMMENDATION ACCEPTABLE CONDITIONS/
 
NO. YES NO COMMENTS
 

1. 	 X 

2. 	 X
 

3. X 	 Each six months
 

4. 	 X Prepare
 

regulation
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WORK GROUP RECORDING SHEET
 

NO. 5 

GROUP MEMBERS
 

1. Anant
 

2. Anuchit
 

3. Chaweng
 

4. Chatchawan K.
 
5. Suvat
 

6. Suwanarat
 

PROBLEM 	STATEMENT : Training Needs Assessment
 

Managers 	 and Supervisors indicate that staff lack the necessary skills to carry 
out tasks. The need for training has been indicated by all the sources of data 
collected 	for this workshop. Both management skill training and technical skill 
training are needed at all levels in the organization. A detailed training needs 
assessment must be conducted and recnuendations need to be made for where in the 
organization training should take place, who should be responsible for conducting 
it and when it should be done. 

DISCUSSION, KEY POINTS
 

1. Management for management people whose position was equivalent to Assistance 

Regional Director and Waterworks Manager.
 

Responsibility 
 Administrated their own responsibilities.
 

Reason & Necessity
 

Leader hiy
 

- Attitude
 

- Resposibility
 

- Control
 

- Auditing
 

- Follow 	- up
 

- Initiative
 

- Public 	Relations
 

- Co-ordination
 

etc.
 

2. 	Water Quality Control
 

Responsibility
 

i. Water 	quality examination
 

2. Chemical dosage recommendation
 

3. Follow up the chemical dosage as recommended
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DljCUSSION, KEY POINTS (cont'd)
 

Reason & Necessity
 

1. insufficient of basic knowledge.
 

2. Lack of ability to transfer the knowledge.
 

3. Plant Uperation
 

Aesponcibility
 

1. For water pumping treatment and distribution.
 

2. Water quality analysis and recommended chemical dosage.
 

3. Mechanical equipment maintenance.
 

4. Water treatment system maintenance & control.
 

deason & Necessity
 

1. Lack of knowledge and/or responsibility
 

2. Lack of eagerness
 

4. 	Finoncial Accountancy and Procurement
 

Responsibility
 

1. for financial accountancy and procurement
 

2. Auditing
 

tieason & Neceseity
 

1. Lack of responsibility
 

2. Lack of knowledge and understanding
 

Recommendation
 

Review the accountancy system
 

5. 	 Engineering Services
 

Responsibility
 

1. Survey, design and cost estimation
 

2. Hepair damage, leakage pipes
 

3. install new water user connection
 

4. Water mater repair and maintenance
 

5. Construction supervision
 

6. Update the distribution network
 

Reason & Necessity
 

1. Lack of knowledge and understanding
 

2. Lack of responsibility
 

-89



RECOMMENDATIONS 

The 	group members agreed that PWA urgent need training programme
 

for 	all staff level in order to improve the knowledge and responsibility of 

themselves and others. it is the responsibility of Training Department
 

Director to set the priority needs to improve the ability to carry out their
 

duties. If necessary, the training officer may provide training outside PWA.
 

Trained staff shall responsible for 	training of their lower level staff.
 

ACTION PLAN
 

WHAT STEPS 	 WHO RESPONSIBLE BY WHEN
 

1. 	Management
 

- for management people whose Training Department begin in 3 mths
 

ualification is equivalent to
 

hssistance Regional Director &
 
Oaterworks Nanager
 

2. 	Water Quality Control
 

--Lab teclmicians and scientis Training Department finish in 3 mth
 

Research & Analysid Water
 

Quality Sect.
 

3. 	Plant Operation
 

- 6ection Chief level and/or Training Department begin in 6 mths
 

quivalent 	 4 groups) 0 & F1 Affairs finish in 9 mth
 

Regional Offices
 

4. 	Financial Accountancy and
 

Procurement
 

- 6ection Chief level(4 groups Training Department begin in 9 mths
 

Administrative Affairs finish in 11 mt s.
 

Regional Offices
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PLECOMEN DAT IONS
 

ACTION PLAN (cont'd) 

WHAT STEPS WHO RESPONSIBLE BY WHEN 

5. Engineering Services 

- Section Chief level and/or Training Department begin in 11 mths 

equ~valent Technical Affairs finish in 14 mth 

Regional Offices 
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FISH BOWL CONCLUSIONS
 

RECOMMENDATION ACCEPTABLE CONDITIONS/
 
NO. YES NO COMMENTS
 

1-5 / All points agreed 
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APPENDIX H
 

EVALUATION FORM AND SUMMARY RESULTS
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WORKSHOP EVALUATION
 

1. What have been the most positive things about the workshop?
 

- have a chance to meet and discuss ongoing problems
 

- place and timing
 

- how the meeting was conducted
 

- use of the flip chart
 

2. What have been the most negative? 

- problem statements and objectives are not clear and not 

known before hand 

- transportation to town after the meeting is not sufficient 

- some participants dominated the discussion,not everyone 

has a chance to speak 

- the room was too small 

- fish bowl discussion for each group was too short 

- should give more time for group session 

- should shorted daily schedule
 

- not enough microphone
 

.3.What one thing stands out as important to you in this workshop?
 

- team-building
 

- to know the program and to understand objectives of the
 

workshop clearly before hand
 

- Training Director and his team
 

- to have a chance in planning PWA future
 

4. What things have you learned?
 

- to exchange ideas and work as a team
 

- to participate in PWA problems
 

- to have a chance in observing other participants characters
 

- to be exposed to new techniques for arranging a workshop
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5. Please rate the following exercises on a scale of 1-10
 

for successfully meeting the workshop goals.
 

1 = Did not meet the goal
 

5 = OK
 

10 = Very well
 

1 2 3 A 5 6 7 8 9 10
 

AM
 • Ji 
 la l u11
unu'u II 11
 

5 3 5 11 2 3 

II I o 1i LM41111 till
 

. B 


7 2 7 9 4 


III III il 1IM1111 111 i l
 

3 3 9 9 3 2 


M111 LA411 U41l' 1M I 1
D 

7 6 6 5 2 2 

EL-M iM JI111 1 "-I

5 4 8 6 5 1 


7I 1I I-Il 11 I II iill 11
 

5 __2 7 9 4. 2 


A. Role Clarification Exercise: 1 2 3 4 5 6 7 8 


Comments: , O
 

- time for group discussion was too short
 

- did not cover all problems
 

" fairy good, roles are still unclear
 

B. Problem Solviig Group: Organizational Communication
 

1 2 3 4 5 6 7 8 9 10
 

Comments: . q)
 

- can be put to use
 

did not cover all problems 

- means of communication are still unclear in some areas 

- good -95

29
 

29
 

29
 

29
 

29
 

29
 

9 1C
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C. Problem Solving Group: Performance Standards 

1 2 3 4 5 6 7 8 9 10 

Comments:Q7, 2 
- good 

can be put to use 

- should set up a working group to follow up 

D. Problem Solving Group: Staffing
 

1 2 3 4 5 6 7 8 9 10
 

Comments: - " 

- cannot be accepted
 

- a matter of policy need more time to consider
 

- not enough information but the direction is OK
 

C- fairly good 
E. Problem Solving Group: Decision Making
 

1 2 3 4 5 6 7 8 9 10
 

Comments: 7 \ j J 
- good suggestions but hard to practice 

- can be put to use 

- should set up a working group to follow up 

- very good 

F. Problem Solving Group: Training\ -I0 

1 2 3 4 5 6 7 8 9 10 

Comments:
 

- did not cover all training needs
 

- should start training as soon as possible
 

- objectives of this training was achieved
 

- good
 

6. What comments do you have about the way the workshop was
 

planned and organized?
 

- a good start
 

- should let participants know of the schedule before hand 

- very good because- topics of discussion came from PWA staff 

- fairy good, good, vecy good 
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7. What can be done in the future to improve a workshop like this? 

- prepare more documents 

- should give more details about the topics 

- should provide sufficient transportation and evening program 

- should arrange similar workshop for division chief, waterworks 

managers and section chief 

- should hold this workshop once a year 

- should arrange the workshop at different location so that 

the execution more exposed 

- too many problem statements for this workshop 

- topic involved only management 

-- should roqluest funding assistance 

- should have recreational program too 

- future workshop for senior staff should aim at more detailed 

discu:r-;ions and for lower staff levels should be similar to 

this workshoo 

- should arrange for more private facilities 

8. How well do you feel the overall goals of the workshop have
 

been achieved? 1 2 3 4 5 6 7 8 9 10 

Comments: 

it 2 3 4 5 6 7 8 9 10 

N.. II 1f IU141 ii)I 
-W) 29 

3 6 14 4 2 

- the objectives were probably not achieved but were fairy 

good in general 

- very good 

- have to wait for further evaluation 

- not all the participants discussed the problems throughly 
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9. 	What specific things should be done as follow up to the workshop?
 

- should set up a working group to follow up the results 

- should have the Governor Office follow up on the agreements 

- the Training Center should follow up the agreements 

- should set up similar workshop every-six -months 

- should have similar workshop for staff at lower levels 

- should have better evening program 

- should meet again every 6 months to discuss and evaluate 

10. 	What will you do personnally to apply the things you learned
 

in the workshop to your daily work?
 

- some topics will conduct similar workshup in own office 

- team building 

- solving problem by objectives 

- use of flip chart 

- actually participated in the workshop 

- to apply to daily work 

- will implement training with other staff 

- to let subordinate to present their ideas 

- experience in asking question and discussion 

- already using this method 
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APPENDIX I
 

WORKSHOP PARTICIPANTS
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