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TERMS USED

National Water Supply and Drainage Board.
Chief Officer of NWSDB.

General Manager; second in command of the NWSDB, reports to
the Chairman.

Deputy General Manager (Senior); third in command in NWSDB.

Associate General Manager for Operations and Maintenance;
chief technical officer in the 0&M branch.

Regional Operations Manager (0&M); in charge of all
activities at the regional level relating to the operation
and maintenance of water plants and distribution systems,

Assistant Regional Manager (there is an ARM for maintenance
and an ARM for operations).

Officer in Charge, responsible for the operation of a water
treatment plant.

Water supply system consisting of water source, treatment
system, and distribution network; also used to denote a
system, an idea, or a plan of action.

Warehousing process as well as supplies, spare parts, etc,
An offer to bid in the procurement process.

Technician, paraprofessional; i.e. a non-engineer carrying

out technical work and including O0ICs, technical
assistants, and engineering assistants,

Staffing pattern, Staffing Request
100,000 Rupees or $4,348,

Note: US$1.00 = 23 Rupees
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EXECUTIVE SUMMARY

A five-day problem-solving and team-building workshop designed to improve
management in operations and maintenance was held for 25 top and mid-level
managers of the National Water Supply and Drainage Board (NWSDB) of Sri Lanka
June 6-10, 1983, The problem oriented workshop activities consisted of team
building between central and regional staff in operations and maintenance and
centered on eight specific problem areas which were identified through inter-
views with 32 staff members and the analysis of a written needs assessment

instrument.

Detailed discussions, specific recommendations, and action plans were devel-
oped for specific problem areas. These problem areas were the following:

0

Job Descriptions: Job descriptions are not available for most positions
on the Board. Uniform job descriptions by category are not used to hire
or orient employees or hold them accountable for duties. Two consequences
are inconsistent standards of performance and difficulty in supervision.

Staff Selection: Staff are often selected without consistent experience

and skills criteria to do the job. People are promoted without the
requisite skills. Managers who supervise these employees feel they are
not sufficiently consulted in this process. A related problem exists in
staff rotation; a written, consistent policy for assignment and rotation
does not exist. The consequence is some staff are rotated frequently (in
order to remove a problem) and some staff who need to be assigned to
positions commensurate with program needs and their own skills are not.

Decision Making and Delegation: Managers are unsure of which decisions
they can and cannot make. Often decisions which could be made at lower
levels are pushed up the system or taken at levels higher than necessary.
Delegation practices are not operationally common,

Communications: It is often difficult for managers to locate the

information they need to do a job. Information is widely dispersed and
not used for proper decision making. Examples include lack of record
keeping on preventive maintenance and breakdowns, unavailability of water
quality data, unavailability of detailed information on distribution
systems, lack of construction drawings for older plants, and lack of
water production statistics because of broken meters.

Reorganizational Issues: The recent decision to separate operations and
maintenance from construction as a responsibility of one regional manager
and to do away with the range management system (several regions were
under one range manager), has resulted in corfusion at the field level.
Roles need to be further sorted out with respect to which Board officer
is responsible in a number of areas, how resources and facilities are
shared, and who represents the Board to the public.

Supplies and Spare Parts Logistics: There is a need to develop planning,

ordering, and distribution systems for supplies and spare parts to ensure
that plants operate continuously and do not shut down because of lack of
supplies or spare parts.
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o} Maintenance Management: Systems need to be developed for preventive and
routine maintenance and repair. The development of a pilot system in one
region has produced encouraging results, This system needs to be ex-
panded, and training should be done in all regions. The problems which
this may cause need to be identified and addressed.

0 Community Relations and Participation: The Board needs to examine its
community relations and the current procedures for involving the consumer
in its activities, Ways need to be identified to better involve the
community and to communicate to staff their responsibilities in the
community relations/participation area,

Workshop Outcomes

The workshop outcomes were achieved by involving all participants in a series
of team-building and small group problem-solving exercises which required that
detailed recommendations and agreements were made and presented for full group
consideration and adoption., Very specific follow-up action plans were devel-
oped for all agreements and recommendations. These action plans will be
carried out under a series of task forces which operate under the supervision
of senior NWSDB officials. The following outcomes are significant:

0 Team Building: Forty-nine separate items were agreed upon between the
central office managers and regional staff to improve understanding,
change procedures, and clarify roles and expectations,

o} Job Descriptions: Eleven job descriptions were produced in first draft
form and 23 additional job descriptions were identified for follow-up
work.

0 Staff Selection: A system was agreed upon for determining staff needs,
and selection procedures were developed which involve regional repre-
sentation, A staff rotation policy was developed and recommended.

0 Decision Making: A decision making matrix was developed detailing which
decisions should be made at the various levels and how responsibilities
should be delegated.

0 Communications and Information System: A detailed plan was developed for
the storage, retrieval, and dissemination of information relating to
operations and maintenance,

0 Issues of Reorganization: Roles, responsibilities, and division of

resources in the field between operations and maintenance and construc-
tion were clarified and written into a detailed action follow-up plan.

0 Maintenance Management: The pilot testeo maintenance management system
developed for one region was communicated, modified, and adopted for
extension into all regions. Detailed reporting forms and a communications
flow chart were developed.

0 Supplies and Spare Logistics: Fifteen separate procedures were specified
to improve the flow of supplies and spare parts.
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) Community Relations/Participation: Nine recommendations were made to
clarify responsibilities and take action to improve public involvement.
Four recommendations were adopted to improve community relations and
awareness.

In addition to the work-specific outcomes, the workshop also contributed to
future USAID activities in two significant ways:

"0 Future USAID Project: The workshop provided a great deal of data which

- will assist an institutional development project. The workshop data were
used to complete a project identification document produced after the
workshop. '

0 Model Testing: This second test of the team-bui1ding' problem-solving
workshop Tirmly establishes that this is a useful and viable approach to
project development. »

Workshop Evaluation

The participants rated the workshop very highly in the written survey con-
ducted at the end of the workshop. Overall goal attainment rated an 8.6 on a
ten-point scale. The most positive comments related to the worksnop's
participative nature and the equal involvement of everyone and equal treatment
of their ideas. The most significant negative comments (of which there were
only three statements among the 25 participants) related to the fact that

three of the facilitators were either associated with the Board or employed by
the Board.

Recommendations

Follow-up by the Board: In oder to ensure that this workshop completes its
intended mission, the leadership of the Board will need to hold the action
task forces accountable for results. It is suggested that a follow-up con-
ference be held in six months. It is also recommended that problem-solving
workshops be carried out on a regional and office basis in the future by the
training department after a model is developed by the department.

Follow-up by USAID: It is recommended that the USAID Mission continue the
positive results of this workshop by developing both a short and long range
approach to continued institutional development. The short range program
should include an immediate action program (detailed in Chapter 6) to follow
up on areas of important need. The long range program should comprise a
complete institutional development project.
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Chapter 1
BACKGROUND

1.1 Order of Technical Direction Number 138

The request for technical assistance to the National Water Supply and Drainage
Board (NWSDB) of Sri Lanka was issued to the WASH contractor on February 22,
1983. The nature of the technical assistance requested was to: a) determine
problem areas in the management of the operation and maintenance function, b)
to provide a problem-solving workshop with the top and mid-level staff of key
agencies to address these problems, and c) provide a plan for action and
follow-up within the context of the workshop. An additional objective was the
provision of data from the workshop activity which would serve as a basis for
developing a future 'YSAID/NWSDB institutional development project. Another
part of the OTD requested a review of financial activities in the sector.
These activities are not within the scope of the report.

1.2 Events Leading to the Request for Technical Assistance

The National Water Supply and Drainage Board (NWSDB) was constituted in 1975,
incorporating the personnel of the erstwhile Department of Water Supply
Drainage, who opted to serve in the NWSDB. In the process, there was an exodus
of senior staff limiting the institutional capacity of the Board.

In 1979 the World Health Organisation instituted a project entitled, Institu-
tional Support to the NWSDB. This project was staffed with a senior engineer,
a manager, a design engineer, a mechanical engineer (maintenance specialist),
and a trainer. The WHC group worked closely with other donors (international
and bilateral) who were financing capital development efforts.

In 1980, USAID assisted the NWSDB and the Government of Sri Lanka (GSL) with
the development of a Water Decade Plan for Sri Lanka. This plan addressed all
aspects of the potable water and sanitation needs of the country including the
institutional development,

Before and after the Decade Plan was prepared, WHO provided a series of
consultants who examined the various aspects of institutional development
(including training and maintenance management) and made recommendations.

In collaboration with this WHO effort, USAID Provided expertise in human
resource development and, working clcsely with the NWSDB and WHO, developed a
work plan for implementation in 1983. This work plan specified a team-building
workshop for the NWSDB personnel directly and indirectly concerned with opera-
tions and maintenance (0&M). This report describes the process of development
and implementation of this workshop.

-1-



Chapter 2
WORKSHOP PREPARATION AND PLANNING .

2.1 Preparation Strategy

The workshop was ceveloped using the following six steps:

Data collection (using a survey instrument and interviews)

- Data analysis

Problem identification

Problem selection

Workshop design

Workshop preparation (logistics, staff orientation, handouts)

At each step in the process top NWSDB management was consulted to guide and
enforce the process,

"2.,2 Data Collection

Background information on the current status of NWSDB was provided in
Washington through briefing, and a review of the documents such as the WHO
Decade Plan for Sri Lanka, a Study of Operations and Maintenance Activities
for one region of NWSDB (November 1982), and other publications. A written
needs assessment instrument was developed and distributed to persons selected
to attend the workshop. These data were used to focus interview questions and
indicate needs for future training. A detailed intarview format was designed
in advance and modified after discussions in-country with NWSDB and USAID
personnel,

2.2.1 Needs Assessment Results

Most of the 25 workshop participants completed the needs assessment survey
instrument (see Appendix C) to define which managerial areas were important to
NWSDB decision makers in carrying out their work. The survey indicated as well
which areas needed further training assistance in order of priority. These
results are presented as follows:

A.  Areas of Importance to Carry Out Work (Ranked 1-5)

Central Office Staff Field Staff

1, Personal Needs Disturbance Handler
2. Liaison Entrepreneur

3. Group Leader Group leader

4, Information Liaison

5. Entrepreneur Information



B. Areas Needing Further Training (Ranked 1-5)

fentral Office Staff Field Staff

1. Entrepreneur Entrepreneur

2. Group Leader Personal Needs

3. Information Disturbance Handler
4, Personal Needs . Group Leader

5. ‘Figurehead Spokesman

Definitions:

Personal Needs: Time management, time to be alone, reflect, think, and get
organized t¢ do work.

Liaison: Making contact with other grcups, coordinating.

Group Leader: Acting as a supervisor of others.

Information: O.taining and disseminating information to carry out work.,

~ Entrepreneur: Developing new ideas, inventing, and making changes in the
organizatior.,

Disturbance handler: coping with conflicts, work pressures, and sudden
changes.

Figurehead: Public speaking, attending civic meetings.

Spokesman: Public relations, community and consumer relations.

2.2.2 Needs Assessment Analysis

The personal interviews held with participants reinforced the data which
indicated that managers had felt a need for management and supervisory
training. The needs assessment gives some focus on just what management and
supervisor capabilities are needed and require further development. Most
central office staff felt the items included in the personal category were the
most important. This was verified by their statements of a typical day
- consisting of going from meeting to meeting, and when not meeting, trying
frantically to respond to a crisis passed from above. The need for time
management training is strongly indicated. This should include setting
priorities for work and plarning daily activities. Field staff evidently have
more time for personal planning and reflection but feel a need to improve
their time management skills as well,

Lizison is important in the conduct of business at the central office with its
many departments and divisions, Field staff evidently have minimal problems
here with a much more limited organization to contend with,

Group leader capabilities appear to be uniformly important and needed by both
groups. The skills needed for group leader should be included in one of the
early workshops for this management group. These include the supervisory
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skills of delegation, work planning, coaching, motivating employees, leader-
ship, and communication skills, Almost all staff interviewed stressed the
difficulty in obtaining and transmitting information. This serious organiza-
tional deficiency is important to both groups.

There is a great felt need on the part of both groups to develop their
entrepreneurial capabilities. This is also reflected in interview comments,
when participants indicated their frustration with the lack of opportunity to
provide input to the Board's day-to-day management decisions. This indicated
the overall need for training in participatory management techniques such as
the use of task forces, delegation training, and situational leadership
particularly by top management.

Field staff feel that the handling of disturbance category activities is an
important part of their job and that they need assistance with it. This area
lends itself to training in conflict management techniques and negotiation
skills. Central office staff do not even mention this category.

Altheugh central office staff feel that figurehead activities do crop up and
they need training to handle these occasions, they also feel it is not an
important need. Field staff do not include this item at all. The interviews
indicate that most staff feel this type of activity should only be handled by
very senior management personnel. Likewise, central staff feel that the
category of spokesman is for very senior level personnel., However, field
personnel feel training in this area would be useful in their dealings with
local authorities. For this need, training in public spealing and presentation
would be very useful.

Although this needs assessment was done quickly, it does give some insights
into management and supervisory training needs of middle managers and super-
visors of the NWSDB. A more detailed needs assessment should be conducted
before any training of this type is designed.

2.3 Data Analysis: Interview Process and Results

A11 25 persons attending the workshop (in addition to 4 others who did not)
were interviewed using the interview questions listed in Appaendix D. The
interviews were conducted for approximately 45 minutes each, with two inter-
viewers (one recording, one discussing). The interviewees were advised that
the interviews were confidential. A wealth of information was provided during
this process and the results are provided in summary form below, organized by
topic area.

2.3.1 Performance and Staffing

Staff Selection:

0 Higher standards for entry needed; people are moved up'frequent1y without
the proper skills to do the job.

0 Hiring of staff seldom includes consultation with future supervisor:
hiring decisions often made due to "outside" pressures.
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Board does not adequately screen recruits from existing technical
schools.

Performance Standards:

Specific written quality standards for wcrk are lacking.

The system tolerates work slow-down to increase overtime; this happens
often in repairing breakdowns,

Board should consider enlarging the duties of certain technical officers
to give them more responsibility and make jobs more interesting.

Common attitude of technical officers to keep their knowledge to
themselves (not train others). Consequently, on-the-job training is not
very effective.

Staff Skills:

Skill training is needed at all levels of 08M, particularly practical
skills: chlorination training, mechanical repairing and maintenance
skills, pump operatinon,

Management and supervisory skills are often lackina for plannfng work,
getting the most out of workers, communicating with workers, delegating,
coaching and holding people accountable for tasks.

Staff Motivation and Incentives:

Poor pay, lack of housing, and frustration with poor logistical support
in supplying vehicles, tools, and other supplies serve to promote low
morale and lack of responsibility. ’

Many workers do not work up to capacity because they are not rewarded for
good work nor helped constructively if they perform.

Career potential with the Board is not clear. Overall conditions and
attitude do not encourage young technical officers to want to stay with
the Board. People leave if given the opportunity.

Punishment is often used as a means to correct behavior rather than
"problem solving".

Positive feedback for a job well done is rare.

Staff Placement:

General need to put the right people in the right jobs. Sometimes larger
schemes have junior people and smaller schemes senior people; need to
classify schemes for skill and experience requirements and make the
necessary changes,

-5.



General over-staffing of less skilled laborers, understaffing in areas
requiring more skills such as maintenance and repair. Scarcity of skilled
mechanics overall,

Rotations are often done for non-technical reasons (political pressures,
favors, etc.). Rotation is too frequent, and people feel insecure about
beng able to stay in cne place.

2.3.2 Roles

0

0

Reles at most levels are not clear,
Board has no clearly communicated organizational objectives.

Employees do not see that Board has a focus and how each of them fits
into it. -

Board commissioned a consulting firm to prepare job descriptions, but
these were not shared around Board and are not being used.

Relationship uf RM, ARM, Chemist, OIC and TA is not clear. Just who makes
what decisions?

Board needs to carry out needs assessment so it can plan training needs.
With this, must prepare job descriptions to clarify roles, responsi-
bilities, who delegated to whom, etc., and set standards of performances.

The different responsibilities between mechanical, electrical and civil
engineer are not clear. _

2.3.3 Decision Making and Delegation

0

In general, decisions are made at higher level than necessary; decision
making should be transferred to lowest level possible,

Responsibility is often assigned but no authority to carry out tasks.

Board is run in a crisis management mode; needs long and short term
planning.

Board management does not make adequate use of the resources at the
mid-management level in decision making, planning, etc.

The climate at the Board is such that mid-level management will try to
transfer decisions up in the system., Taking a risk is dangerous.

Head Office does not seek and weigh facts and data when making decisions
or judging pe-formance. More give and take needed to explore all sides of
an issue.

Petty cash fund for OIC should be increased to more than 100 rupee per
purchase.
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Management does 1ittle about coordinating activities among groups;
Need to delegate authority to maintain minimum stores at scheme sites.
Training should include management skills in how to delegate,

Too many decisions are influenced by political meddling.

Often chain of command not followed from top down .(i.e. by-passing RM),

2.3.4 Communication and Coordination

0

Board has instituted monthly meetings.

Problems discussed

- Some information exchanged ,

Information on what the Board is planning, what other groups are doing
etc., is not shared enough.

Little follow-up and action results from meetings.

Information from field often ignored by head office.

Reports and facts supplied by field have little effect on decision-makine
process.

Where there is good communication it is because of individuals.

Current reporting requirements set up by Board are ineffective and hinder
communications.

New maintenance management systems being tried in Galle should be ex-
panded to the entire country as soon as possible. Other regional people
should be informed and taught how to use it.

If training is given, there is no feedback to training center on quality
of training or changes needed in training.

Not clear on what reports are required and when needed between TA'S and
0IC, OIC to RM, RM to Central Office.

Field personnel feel central office does not read reports. They get
little if any feedback and reports are just filed. In general, instruc-
tions from central office are unclear and therz is no follow-up.,
Communications between the central workshop and schemes is inadequate.

Need to imp~ove sysiems and accountability between central office and
field in:

Supplies
Accounting
Communications
Reporting



There is a need for more team work between zentral office and field.

Training needs of individuals need to be assessed through task analysis
and observation. Questionnaires are inadequate.

Schemes need to obtain copies of design and “"as-built" drawings and
specifications.

2.3.5 Conflict Areas

Ex1st1ng areas of conflict and tension involve the following sets of
relationships:

0

0

Stores vs. shop: needs for timely equipment and supplies.

Supply vs. field: need for better planning and more responsiveness in
supp]ies; e.g., chlorine.

RM for 0&M vs. Construction Manager: recent organizational change has not
specified who represents the region for what activity. Who gets the
vehicle, office space, secretarial, etc.

Regional management -vs., Local authorities: local authorities do not pay
up, do not maintain their schemes but the Board is expected to be
accountable for their production of safe water,

2.3.6 Organizational Change

What impact has the recent separation of 0&M and construction activities 1n
the regions had on the Board's services to the public?

0

It has allowed more attention to be paid to the schemes and should aliow
better 0&M service to be provided.

Regional people were not consulted for their advice and suggestions
before the change was announced, thus mistakes were made that could have
been avonided.

Allocations of regional resources (e.g. people, equipment) has not been
settled. Roles of the two regional managers are not entirely clear,

What other organizational changes or policies should receive high priority in
the Board's short and long term planning process?

0

0

Policy on maintaining minimal inventories of supplies and spare parts.

Inability of regional officers to obtain funds due them from local
authorities they are serving.

Policy and implementation plan on tariffs on water used from standposts.



Changing management and planning procedures so that mid-level management
personnel have an input to the process.

Establish job descriptions and performance standards for each job in the
Boards.

Establish minimum standards for knowledge, skill, and experience for
recruitment into each post.

Establish a management plan and allocate resources to the handpump
program recently entrusted to the Board.

Establish quality standards for supplies and chemicals and enforce these
standards.

Establish and implement a data bank and retrieval system so that
information is readily available to staff.

Develop and implement emergency and master plans for scheme.

Develop a systematic approach to the transfer of personnel within regions
or departments and between regions or departments.

Develop and implement a public relations program.

Develop clear roles and responsibilities for Board employees in their
work with local authorities.

2.3.7 Operational Problems

What are some of the major operational problems affecting the efficiency and
effectiveness of the services provided to the consumers?

0

0

Limited transport available.

Limitations of workshop at central office to keep up with work.

Need to equip regional workshops quickly.

Difficulties in obtaining supplies, chemicals, and spare parts.

Lack of control in procurement so that a3 wide variety of equipment is
gg;ggfsed, making it difficult to maintain adequate inventories of spare

Inefficiencies in procurement because of different procedures for
different sections of Board (e.g. projects, 08, design).

Lack of sufficient spares and supplies in initial tender of new plant
equipment,

Inadequate preventive maintenance and repair keeping of records,
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0 Lack of skill training for technical officers.

0 Lack of management and supervisory training for mid-level managers.

) Limited petty cash allotments to various levels,

0 Inability to run bacteriological samples at regional labs.

0 Below standard chemicals or inadequate supplies make quality control of
water difficult or impossible,

2.3.8 Workshop Outcomes

What should we try to accomplish at the workshop?

0 Improve interaction and ability to work as a team among staff of the
Board.

0 Give each participant the opportunity to understand one anothers'
problems and the constraints under which each must work. :

0 Begin the steps in clarifying roles of each Board employee.

0 Develop procedures for delegating authority. '

0  Develop techniques for open discussion among Board staff.

0 Reach agreement among workshop participants and Board management that

action plans developed at the workshop will be implemented and that this
workshop will have vigorous follow-up.

2.4 Data Analysis: Problem Statements

The above interview data were analyzed for frequency and patttern in the
interview process. From this problem areas were identified and selected for
the workshop process. The criteria for selection consisted of a) frequency of
interview statement; b) feasibility of problem solution by workshop group
process; and c) problems which were within the current resources of NWSDB to
solve. Problems which would require a long range program in technical as-
sistance or training were not selected, nor were problems requiring large
amounts of capital investment. Once the problems to be treated in the workshop
were selected, the proposed problems and the workshop design were reviewed by
the Chairman of NWSDB and the Senior Associate General Manager (AGM--Sr.). The
selected problem statements are detailed below.
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2.4.1 Problem Statement: Job Description

People are oriented to their duties based upon individual and unsystematic
criteria. There are written job descriptions for some jobs at some offices and
some schemes but not for most of them. Uniform job descriptions by category
are not yet officially written down. The consequence *s confusion and
difficulty in getting people to carry out duties which are not specified.

2.4.2 Problem Statement: Staff Selection

Staff are often selected who do not have the proper background to do the job
or learn it. Over time, they move up in the system without the requisite
skills. Hiring of staff and related decisions seldom include consultation with
those who will later supervise them.

There are frequent rotations to different schemes or areas within the Board
for various reasons which causes difficulty. At the same time, some staff need
to be transferred in order to match the required skills with operational
needs.

2.4.3 Problem Statement: Decision Making and Delegation

Managers are unsure of which decisions they can and cannot make. Often deci-
sions which could be made at lower levels are not., Some feel decisions are
either pushed up the chain of command or made at the top when they could be
delegated. Sometimes outside forces get involved in decisions and are not
resisted in the best interests of the Board mission.

2.4.4 Problem Statement: Communications-Information

It is often difficult to get information needed to do a job. Information is

widely dispersed in the Board. i1anagement information is not available.
For example:

0 Records for preventive maintenance are not routinely kept.

0 Water quality test information may not influence chemical dosage in
treatment.

] Records on scheme distribution systems are not always available.

0 Meters are not functional. Therefore, statistics on water production are
not available for management decisions.

2.4.5 Problem Statement: Reorganizational Issues

Recently 0&M functions were segarated from construction functions so that the

Board could provide more efficient and effective service for their consumers.
Regional and zentral office staff feel that this organizational change was a
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constructive one, but that improvement could Be made in several areas. They
need to know, for instance who carries out which activity and how resources
are allocated.

2.4.6 Problem Statement: Supplies and Spares Logistics

The ability of the Board to provide effective and efficient service so that
the public has an ample quantity and a safe quality of water is in part
dependent on adequate supplies and spares to keep equipment operating and on
chemicals for treatment. Recent experience in the Board indicates that some
changes might be in order to improve the flow of supplies, chemicals, and
spares to where they are needed.

2.4.7 Probiem Statement: Maintenance Management Systems

If the Board is to provide efficient and eff:ctive service to its public, it
must maintain its equipment in good working order. Not only must equipment
which is used frequently be kept in good order, but stand-hy equipment must be
ready to use. The preventive maintenance programs of the Board are in need of
improvement.

2.4.8 Problem Statement: Community Relations and Participaticn

Since the major purpose of the Board is to supply its consumers with an
adequate supply of potable water, it behooves the Board to be concerned about
the image it creates. Also, it is important that the community be involved in
the decisions made about their water supply since they are the ones paying for
the water service. As the Board expands its service into the handpump area,
there will have to be a greater need for its employees to have community par-
ticipation skills,

2.5 Workshop Design Elements

The above information was analyzed and organized into a workshop design. It
was structured to allow maximum participation in the solution of the selected
problem areas (the detailed process is described below in Chapter 3). A set of
workshop goals was defined at the level of expected outcomes. A 1ist of work-
shop norms* was written, and a schedule was developed. These items were repro-
duced and inserted in the workshop andout packet for distribution at the
workshop. These design elements follow.

2.5.1 Workshop Goals

o To review present status of NWSDB as seen by senior management personnel,

*Norms were defined as the expectations for individual and group behavior in
order to get the work dore.
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To review present hopes and expectations of senior management personnel.

To explore major problem areas as identified by senior management
personnel,

To introduce and implement various techniques for analyzing problems and
synthesizing solutions.

To develop alternative solutions to the above problems.

To develop recommendations, set priorities, and lay out action plans for
NWSDB . '

To provide opportunity for team building within NWSDB senior management .

2.5.2 Workshop Norms

It was evident from the interviews and other information that the success of
the workshop would depend upon the participant's willingness to adopt some new
roles, alter their modes of interaction from the business-as-usual processes,
and try out new ways to solve problems. Consequently, the following expecta-
tions were suggestions to guide participant behavior. Each participant would
be expected to:

o

Participate in all activities by their attendance and active
communication with their fellow participants.

Leave behind their NWSDB titles and consider one another as equals in
pursuing the workshop goals. )

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

Draw upon experience in his/her position but not interact at the workshop
in this position.

Consider this time together as a means of seeking new ways of communicat-
ing, analyzing, and synthesizing data; of exploring ideas and new
approaches to solutions that will aid NWSDB to accomplish its goals.

Create an atmosphere of openness in which ideas can be shared; foster
creativity; clarify misunderstandings and misconceptions; and seek solu-
tions that will move NWSDB ahead.

Contribute toward the development of solutions and recommendations,

setting priorities and laying out of action plans based upon the discus-
sions taking place at the workshop.
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2.5.3 Workshop Schedule

Monday, June 6, 1983

8:30 am.
9:30 am.

10:30 am,
10:40 am.

12:30 pm,

1:30 pm.

3:00 pm.
4:30 pm,

Tuesday, June

Opening ceremony

Workshop goals

Workshop expectations for participants
The communication theme: expanding information
The results of the needs assessment and interviews

Break

The problems selected for the workshop

Assignments to problem

solving groups

The schedule of activities for the workshop

Lunch

Central office/Field expectations, and inter-group exercise and

negotiation

Break (15 minutes)
End

7, 1983

8:30 am.
10:30 am.
12:30 pm.

1:30 pm,

4:30 pm.

Central office/field expectations - Continued

Break
Lunch
Problem-solving groups:

- Job descriptions
- Staff selection

- Decision making and delegation
- Communications and information

End

Wednesday, June 8, 1983

8:30 am,
10:30 am.,
12:30 pm.

Presentation of problem-solving groups and discussions

Break

Lunch
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1:30 pm. Problem-solving groups:

Dealing with re-organizational issues
Supplies and spares logistics
Maintenance management systems
Community relations and participation

4:30 pm. End
Thursday, June 9, 1983

8:30 am, Presentation of problem-solving groups and discussions
10:30 am. Break

12:30 pm. Lunch

1:30 pm. Action-follow-up planning

4:30 pm. End

Friday, June 10, 1983

8:30 am, Follow-up action plan agreements
10:30 am, Break

10:45 am, Workshop evaluation

11:30 am. Closing comments

12:30 pm. End
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Chapter 3
THE WORKSHOP PROCESS

3.1 Organization

The workshop was designed as a four and one-half day problem-solving exercise.
The staff consisted of two workshop leader/facilitators, four small group
facilitators cum resource people, two full-time typists/clerks, and two
logistics coordinators. The workshop was held in a facility with a conference
room large enough to allow the group to sit in a circle or square, to use flip
charts, and to post written newsprint around the room for ready reference.
Three additional smaller rooms were available for use when the group worked in
small problem-solving groups of seven or eight, _

3.2 The Participants

The participants consisted of all eight regional managers from. operations and
maintenance (representing all of the management which supervises water produc-
tion throughout the country), the four chief engineers and the head of the 0&M
division in the central office (AGM, O0&M) which support and oversee the
regional operations and maintenance, three technical officers involved with
daily plant operations and maintenance in the field, and representatives from
the central office divisions which interact in direct ways with the field:
training (2); the chief chemist, stores and supplies (1); workshop (1); and
design (1). In sum, the participants were the core of middle and top level
management which could define and solve problems relating to operations and
maintenance. There were two key actors which would have enhanced the pro-
ceedings had they been in attendance for the entire workshop: the number one
and number two top excutives of the agency (the Chairman and the General
Manager). The Deputy General Manager Senior (third from the top), however, was
in attendance and an active member of the group. (For a detailed list of
participants and their job titles, see Appendix B.)

3.3 Description of the Process

The process can be divided into four overall phaseé:

I - Start-up and information sharing

IT - A full-group problem-solving exercise
IIT - Small group problem solving
IV - Action planning

-3.3.1 Information Sharing - Phase I

Phase I took the first half-day of the workshop. It consisted of the opening
ceremony, making clear what the goals, norms, expectations and procedures were
to be, and clearing the agenda with the participants. It is important in a
workshop of this nature to broaden the base r° common information so that all
actors work from a pool of common knowledge. An essential ingredient of both

-16-



the team building and the problem solving is to "get all of the cards out on
the table". Therefore, the first substantive activity of the workshop was to
present to the participants a composite picture of all of the information
which had been collected in individual interviews and through the needs
assessment instrument. This process "sets up" an atmosphere of openness,
frankness, and problem solving. Since the information is presented by a
neutral outsider, it is not attached to any one individual or faction. This
was done on the first morning of the workshop. A1l of the interview data were
sviimarized in written form and handed out. It was then presented and explained
ty the lead trainers. Following this process, the problem statements which
would serve as the focus of the workshop were distributed, read and explained.
The problem statements were checked for accuracy. In addition, the group was
asked if the problems selected were the most important issues which the group
could reasonably work with, given the available time. They agreed that they
were. The participants were then asked to select the two problems they wanted
to work on individually and to assign themselves to two problem-solving
groups. In order to ensure a proper distribution they were asked to give their
first, second, and third priorities for each set of problem areas (four
problems per set), The facilitators were thus able to organize the problem-
solving groups,- giving everyone his/her first choice one time and the second
vhoice the other time.

3.3.2 Full Group Problem-So]ving Exercise - Phase II

The above-described morning activities were followed by a six hour exercise
given in two parts (on days ore and two). In order to deal with a number of
problems which can be categ-rized as poor communication and uncertainty about
roles, the exercise was designed to involve the full group in an expectations-
negotation process. It consisted of dividing the central office management
into one group and all of the field staff into another. Each group (before
dividing) was given the goals of the exercise and the rationale with a set of
instructions. The goals were:

o To clarify what spccific expectations the central office staff have of
the field staff and vice versa,

0 To negotiate areas of difference into positive agreements and action
plans for follow-up.

0 To provide opportunity for team building.

- Each group was instructed to list those things they expected of the other
group which they were not doing at present. They were to appoint a reporter
and two negotiators to represent their group. After the lists were generated
by each group separately, they were read to the full group and clarified. Each
group then discussed the other's 1ist (again in s2parate groups) Jeciding
whether they agreed, disigreed, or wished tu propose a modification to the
expectation. They ther sent two representatives to discuss and negotiate each
expectation in front of the full group. This discussions was carried out in an
arrangement called a "fishbow! with open chair"., The fishbowl is a circ.e
within a circle consisting of the four negotiators, one facilitator, and an
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open chair which could be used by any member of the observing group if they
wished to take part in the discussion. The rule for the open chair was that
anyone could use it but they had to make their comments and return to the
observation group, leaving space for others to use the chair. This fishbowl
device allowed p:rticipation and served to focus discussion so that all the
items could be ciscussed within the allowable time. Once this device was
demonstrated, it was used in subsequent exercises for reports from work
groups. As the fishtbow! group reached agreement on each item of expectation,
the facilitator required the group to agree upon the follow-up action
necessary to implement thi: agreement. These action items were recorded (along
with the agreements) and later typed and given to each participant (see Item 1
in Field Report Supplement for the agreements and action items which were made
in this session).

This exercise achieved its objectives exceedingly well. Additionally, it
served to open the workshop with an interactive, problem-centered and
participative process. Both field and central office staff were able to air
differences and then work towards positive results.

3.3.3 The Problem-Solving Groups - Phase III

The next phase of the workshop could be considered the main thrust of the
problem solving iu the workshop. Eight separate problem areas were addressed
in two full working days. Four problems were first dealt with in round one;
then another four were addressed in round two. The process followed a
systematic program. Each problem was assigned to a small group. The small
group was required to follow the instruction sheet which accompanied each
problem statement (see Items 2 through 9 of Field Report Supplement). The
groups were each assigned to work with a facilitator and given approximately
three and one half hours to complete the task of working with the problem;
detailing recommendations and/or programs or policies to solve the problem.
Each group was instructed to appoint a spokesman and to organize a presenta-
tion of its findings in a visual on flipcharts.

Subseauent to this activity each problem area was first dealt with in the full
group through a summary presentation by the spokesman. The recommendations
were then discussed in thz fishbowl by one representative from each of the
other three groups and two representatives from the presenting group., The
fishbowl discussion was facilitated by a trainer. The objective of the fish-
bowl discussion was to come to concensus on the recommendations or proposed
solutions by accepting the recommendations, modifying them, or rejecting them,
Once the recommendations reached a resolution, they were considered to be
accepted as the recommendation of the full group. Given the time limitations
of the workshop, each problem was alicwed one hour of presentation and discus-
ston. While time extension was occasionally necessary when a problem area was
particularly essential and warranted more time, some problem discussions used
Tess than their alloted time. After the first round a second round of four
problems was similarly dealt with. In the second round, new groups were formed
according to the group sign-up procedure previously described.
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3.3.4 Action Planning - Phase IV

Aproximately six hours of the workshop were dedicated to action planring and
reporting on the action plans during the last day and a half of the workshop.
The group was given the instruction to develop a follow-up plan from each
separate recc 'endation or set of recommendations, detailing what should be
done, who should be responsible for accomplis’iing the task, and when the task
should be accomplished. Each action plan (representing a problem area) was to
be carried out under the guidance of 4 task force which would meet regularly.
The task force was responsible to a senior official of NWSDB. (For the action
plans produced by this process see Items 2 through 9 fo Field Report Suppl:-
ment). The original problem solving groups for each problem area were recon-
vened with their facilitators and given this task. This was also done in two
rounds. At the end of this work process, all of the action plans were handed
in to be typed and circulated on the last morning of the workshop, when they
would be reviewed by the full workshop body and adopted as the workshop
outcomes and report.

On the final morning of the workshop, each participant had a completed typed
workshop report to review, which consisted of a) a set of problem statements:
b) a set of recommendations which had bheen reviewed and accepted by concensus;
and c) an action plan which assigned responsibilities for follow-up for each
problem area. That same morning the action plans were reviewed and discussed.
Discussion centered on feasibility, clarity, and acceptability of the action
plens. At this session, all top decis on makers in the agency were present to
hear tne final recommendations and co ment, if necessary, on the final work-
shop outcomes., '
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Chapter 4
WORKSHOP QUTCOMES AND RESULTS

4,1 Overview

The workshop was an extremely productive event. The workshop outcomes -are
discussed below in three overall areas: a) the problems dealt with in the
NWSDB at the workshop, b) the outcomes related to future USAID activities and
projects, and c) the testing of a workshop model which can be replicated for
future project development within the water sector. In general, the workshop
produced 42 separate team-building agreements between the central office and
field staff personnel involved in operations and maintenance. These agreements
relate to improved team function, understandings for specific procedures, and
communications. In addition, eight major problem areas were dealt with in
great detail. These problem areas range from very specific technical opera-
tions and maintenance systems improvements to overall management and policy
areas such as staff selection, reorganizational issues and public and commu-
nity relations. In all problem and team-building areas, each agreement or
recommendation was assigned a follow-up action plan and individuals were
assigned specific follow-up responsibilities working with a follow-up task
force. For a detailed description of outcomes see supplement to this report.

4.2 NWSDB Specific Outcomes Achieved at the Workshop

These outcomes relate to the eight problem areas and the team-building goals.

4.2.1 Central Office/Regional Operations (Item 1, see Field Report
Supplement)

Outcomes: The regional staff detailed 17 separate items which they wanted the
central office staff to respond to. The central office staff reviewed these
requests and (with modifications and clarifications) agreed to them. Follow-up
actions were detailed and agreed upon for all 17 items. These items of agree-
ment were characterized by more involvement of regional staff in important
areas affecting their work such as including of regional staff in tendering
and contract award procedures, waterworks design and staff selection; quicker
response from the central office in provision of supplies and - equipment
repair; improved information dessimination to the field through both better
information systems and separate meetings with top agency staff for the 0&M
staff. Agreements were made to increase the decision making authority of
regional staff regarding local purchases, and billing and collection,

The Central Office detailed 25 separate items for field staff response. The
regional staff reviewed these items and (with modifications and clarifica-
tions) agreed to them. Follow-up actions were detailed and agreed upon for all
25 items. These agreement areas were characterized as improved repurting
procedures, improved communications, improved cost control, improved monitor-
ing of water quality control, detailing training needs, better planning and
more timely requests for supplies and materials, improved maintenance of
plants, and improved staff relations.
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4,2.2 Problem Area Outcomes: Job Descriptions (Item 1, Field Report
Supplement)

Eleven job descriptions were produced in first draft form and an action
follow-up plan was produced to draft 23 additional job descriptions and see
them through official adoption by the Board.

4.2.3. Problem Area Outcomes: Staff Selection (Item 3, Field Report
Supplement)

A system was developed for determining staffing needs on an annual basis.
Staff selection procedures were agreed upon which included the relevant
regional representation on the selection committee. A plan and policy for
staff rotation was developed. Follow-up action plans were mads for all of the
above,

4,2.4 Problem Area Outcomes: Decision Making (Item 4, Field Report
Supplement)

A decision making plan was developed detailing which decisions should be made ,
who should make them and who should be consulted, The areas of decision making
included technical decisions for 0&M, supplies and stores, financial, adminis-
tration, transport, public relations and emergencies. A follow-up action plan
was developed to implement this recommended decision making system.

4,2.5 Problem Area Outcomes: Communications and Information Flow (Item 5,
Field Report Supplement)

A detailed plan was developed for the storage, retrieval, and dissemination of
information relating to 0&M within the Board. The plan detailed what informa-
tion should be kept, where it should be stored, and who was responsible for
generating and maintaining it. The plan detailed responsibilities in the
following areas: investigations, designs, personne! records, O&M reporting,
Board meetings and plans, cross regional information, field-central office
communications, and training. A task force was set up to implement the follow-
up activities in this problem area.

4.2.6 Problem Area Outcomes: Reorganizational Issues (Item 6, Field Report
Supplement)

Roles and responsibilities were defined at the regional level between the 0&M
staff and the construction staff. The following areas were dealt with: re-
gional policy, regional organization, staffing, shared facilities (infra-
structure), and transportation. An action plan was developed to implement the
above agreements.
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4,2.7 Probiem Area Outcomes: Maintenance Management Systems (Item 7, Field
Report Supplement)

A list of recommendations and a complete set of forms and procedures (with a
flow diagram) for preventive and routine maintenance was developed. This
system was based upon work previously piloted in one region. Two task forces
were set up to oversee the installation of the maintenance procedures in all
regions.

4,2.8 Problem Area Outcomes: Supplies and Sparevaogistics (Item 8, Field
Report Supplement)

Fifteen separate items were detailed as recommendations to improve procedures
for providing supplies and spares. These items ranged from the recommended
minimum supplies to keep at the plant level to a system for tracking the
ordering and distribution system from the central stores to the regional
offices. A task force was set up to oversee the implementation of the agreed

upon recommendations.

4.2,9 Problem h-ea Outcomes: Community Relations and Participation (Item 9,
Field Report Supplement)

Nine separate items were specified as community/Board participation activities
with the responsibilities of Board employees and community members outlined.
These items dealt with community handpump programs, public standposts, water
distribution, and residual chlorine testing. Four recommendations were made to
improve community relations including responsibilities for establishing commu-
nication, health education, water conservation, cost consciousness, and
benefit awareness. A task force was set up to oversee these recommendations
and develop program details to implement them.

4,3 Workshop Outcomes Related to Future USAID Activities with NWSDB

The workshop produced a great deal of useful information which served to frame
possible future project activities between the USAID Mission and NWSDB. By
conducting in-depth interviews with a representative cross-section of 0&M and
agency leadership, the workshop team was able to gather a great deal of data
and document problem areas for follow-up investigation. The reception of the
workshop by the Board staff and the highly enthusiastic participation of all
concerned served to demonstrated the receptivity of the Board to training
activities in relation to institution building and, more importantly, to
demonstrate that the staff of NWSDB are very capable of defining and solving
their own problems, given the proper vehicle and support for doing so. A
majority of the participants stated informally and in the evaluations that
this was the first structured opportunity they had been given to work actively
as a team on specific problems which affect their work. This demonstration of
team strength is a very positive indicator that NWSDB would be able to benefit
from an institutional development project. The USAID Mission has already begun
the project identification process and produced a PID using data gatherad in
this workshop.
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4.4 Workshop Outcomes Related to Model Testing

This workshop was the second test of the team-building problem-solving mode
process. The first was conducted in Thailand by the same team. In the Sr
Lanka workshop more attention was given to needs assessment and worksho
planning with positive results (all workshop participants were identified an
interviewed in depth in Sri Lanka as contrasted with about 50 percent 1
Thailand). This workshop was one day longer than the one in Thailand whicl
allowed for a great deal more attention to action planning and follow-up. T
aduition of follow-up task forces also enhanced the opportunity for positiwve
change following the workshop,

By now it should be clear that using the model described in this report serve
multiple purposes and is an effective way to address both organizationa’
development, and specific technical work .<sues and set the stage for futur:
project development. The model is replicabl. and highly useful and has bee:
successful to date. .
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Chapter 5
EVALUATION

5.1 Overall Results

The participants evaluated the workshop very highly with an overall goal
achievement rate of 8.6 cm on a 1 to 10 scale. A1l participants completed the
evaluation questionnaire anonymously. The participants all responded to the..
question “"What have been the most positive things about the workshop?" Only °
three had negative comments. More than half stated in one form or other that
the most positive things about the workshop were that "...everyone was allowed
to participate as equals" and "...those carrying out the work and dealing with
the problems were those solving them." When asked what one thing stood out as
important to him/her in the workshop, an overwhelming majority stated that
team work and team building demonstrate that people can solve problems. A
detailed list of comments and ratings follows.

5.2 Specific Evaluation Results Summarized

What have been the most positive things about the workshop?

0 Everyone allowed to participate, everyone given an equal change and a
hearing (9 respondencs)

0 Those carrying out the work and dealing with the problems were the ones
solving them (5 respondents)

0 The team work in the workshop and team building (5 respondents)
o The problem-solving focus of the workshop (4 respondents)
0 I learned a 1ot without knowing I was learning (2 respondents)

o Making everyone aware of the problems and knowing what others were a:ing
(2 respondents)

What have been the most negative things about the workshop?

o0 - Time was too short sometimes, wanted more time to deal with the problems,
wanted to deal with more problems (3 respondents)

0 A1 the facilitators should have been selected outside of the Board (2
respondents)

What one thing stands out as important to you in this workshop?
0 Team work, team building (8 respondents)

0 Sharing problems with others (5 respondents)
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0 Negotiated agreements between the field and the central office (
respondents)

0 Management problem-solving skills (3 respondents)
0 Sharing problems with others, listening to others (2 respondents)

Goal Achievement by Problem Area (Scale of 1-10)

Number Average
0 Job descriptions 24 7.8
] Staff selection 24 6.3
0 Decision making & delegation 23 8.0
0 Communication & information 23 6.9
0 Reorganizational issues | 23 7.3
0 Supplies & spares logistics 24 7.9
0 Maintenance management systems 24 8.5
0 Community relations & participation 23 6.8
o Central/regional negotiations 24 8.2

What comments do you have about the way the workshop was planned anc
organized? ‘

0 95 percent - "Very well planned and organized"

0 5 percent - "Need more advance notice, more time, better food"

How well do you feel the overall goals of the workshop have been achieved?
0 8.6 (Scale of 1-10)

What specific things should be done as follow-up to this workshop?

0 Hold another workshop in a few months to get us together and see if the
action plans are being completed.

0 Inform senior staff about the positive results and enlist their support
in making sure the workshop plans are carried out.

0 Each task force should submit a report every three months on progress and
circulate it to the rest of the group.
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Chapter 6
CONCLUSIONS AND RECOMMENDATIONS

6.1 Recommendations

The following recommendations include both workshop-specific follow-up actions
for the Board ard the broader framework of institutional development activ-
ities which the USAID Mission should consider for future projects. The former
are derived from evaluation comments by participants and the workshop con-
sultants. The data for the latter are based upon both the information collect-
ed in the interviews and the demonstrated behavior of participants during the

workshop.

6.2 Recommendations for Follow-up Action by the Board

In order to continue the momentum and enthusiasm generated by the workshop and
build upon the results the Board should consider the following actions:

o The top leadership of the Board should request that the action task
forces send in periodic reports of their activities to be reviewed,
discussed, and ccmmented upon at the monthly 08M full staff meetings.

0 A follow-up workshop should be convened in November 1983 to review the
results of the agreements made at this workshop, modify them as
necessary, and continue the problem-solving process into new areas of
need. This process should use outside consultants.

0 The training department should be given consultant assistance to develop
and pilot test a problem-solving and team-building model which could be
used to work with the regional staff and the different central office
departments which were not able to participate in this workshop. This
should be a part of an on-going team-building effort within the Board
which is carried out as a regular function of the training department.

6.3 Recommendations for an Immediate Action Program by USAID

While it is evident that a longer term institutional development project
should be carefully developed and carried out over a number of years within
the Board (and USAID may be ideally suited to carry out this activity), it is
important not to lose momentum and build upon the good will and enthusiasm
started in this workshop. Therefore, it is recommended that an immediate
action program be developed for the short run. The interview and needs assess-
ment data indicate that the following areas could be undertaken immediately by
short term consultant assistance:

0 A maintenance management program with workshops in job aids, meter
repair, and chlorination maintenance.

0 Team building and an organization development program consultation over
several monthe for top management.
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The development of a stores and supplies management system.

The development of a series of management training workshops with a
practical program tailored to the needs of regional, plant, and office
managers, This should cover skill areas such as delegation, unit work
planning, employee motivation, managerial communication skills,
performance review, and problem solving.

6.4 Recommendations for a Long Range Institution Development Project

A longer-range institution development project should continue the above
activities and build in the institutional capability for NWSDB to become a

financially self sustaining institution with the organizational capability to

solve problems. The following areas should be considered in the development of
a project paper:

o

o

Tariff structures nced to be studied and restructured.

A financial plannihg capability needs to be strengthened within the
Board. '

A corporate planning and operational planning capability needs to be
developed.

The training function needs to be developed to provide practical,
hands-on training for technical skills, as well as training programs for
inanagement and supervision. Syllabi and methods need development, as well
as equipment for training., Training of local instructors in a series of
practical skill areas needs to be developed as well.

A small village water supplies program needs expansion.

A comprehensive program needs to be developed for water quality control.
A manpower planning capability needs to be developed.

Comprehensive management training needs to be developed and carried out
on an on-going basis for both new managers, for career advancement, and
for existing managers.

There were no data to indicate that engineering design and feasibility
planning for low cost plants and construction supervision training were
needed, but these areas should be investigated.

A management information system needs to be developed.

Procurement and supplies and stores systems need strengthening.
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6.5 Conclusions

This workshop was felt to be highly successful by both the participants and
the leadership of NWSDB. It has been demonstrated that if participative
management techniques are used to include employees in defining and solving
the problems which affect them in their work, they will respond with skill,
enthusiasm, and good ideas. These efforts need to be continued and followed up
by both the Board and USAID., A minimum of 200 separate specific recommenda-
tions/action items were generated in this workshop. This is ample demonstra-
tion that the NWSDB is capable of generating institutional development actions
given the appropriate structure and opportunity. The basis has been establish-
ed for improvement in operations and maintenance activities in NWSDB as well
as for future immediate and long range projects developed by NWSDOB and USAID.
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APPENDIX A

ITINERARY
*Bangkok to Colombo, Sri Lanka May 25, 1983
Colombo to Galle, Sri Lanka May 26, 1983
Galle to Ratamalana (Colombo) May 29, 1933
Ratamalana to Colombo June 5, 1983
Colombo to Bangkok June 11, 1983

*Prior assignment under OTD 137 in Bangkok



APPENDIX B

0 Workshop Participants
0 Persons Interviewed and Contacted

o Work Group Assignments
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16.
17,
18.
19.
20,
21,
22,

Mr. R.H.P, Fernando

Mr. D.E.F. Jayasuriya

Mr. V. Paramewaran

Mr. H.D.R.A. Pathirana

Mr. W.A, Karunaratne
Mr. P, Dharmabalan

Mr. S.K.H. Perera

Mr. P, Abhayagoonawardena
Mr. S.K. Wijetunga

Mrs. S. Sivabalasunderam
Mr. S.H.P.G. Karunaratne
Mr. N.E.M.S. Gunasekera

Mr. K.M.S.A. Bandara

“Mr. N. Sridharan

Mr. P. Rajasemman

Mr. S. Yoganathan

Mr. J.A. Kulatilaka
Mr. A. Segarajasingham
Mr. B.5. Chinniah

Mr. H.B. Kariyawasam
Mr. S.A. Ariyédasa

Mr. K.N.P. Silva

PARTICIPANTS

Senior Assistant Secretary - Ministry of Loca’
Government, Housing and Construction,

Deputy General Manzger (Senior) N.W.S. & D.B.

Assistant General Manager (Operations & Main.
tenance) N.W.S. & D.B.

Chief Mechanical Engineer (Operations & Main.
tenance)

Acting Chief Engineer (Operations & Main.
tenance)

Acting Chief Engineer (Operations & Main-
tenance)

Acting Chief Engineer (Research & Training)
Civil Engineer (Research & Training)

Mechnical Engineer N.W.S. & D.B.

Chiéf Chemist N.W.S. & D.B,

Manager (Operations & Maintenance) Kandy
Manager (Operations & Maintenance) Galle
Manager (Operations & Maintenance) Anuradhapura
Manager (Operations & Maintenance) Ratnapura

Manager (Operations & Maintenance) Western
Region

Manager (Operations & Maintenance) Jaffna
Manager (Operations & Maintenance) Bandarawela
Manager (Operations & Maintenance) Batticaloa
Engineering Assistant - Jaffna

Engineering Assistant - (Research & Training)
Engineering Assistant - (Supplies)

Engineering Assistant - Spl. Grades - Officer
In Charge - Negombo
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23, Mr. Samaréwickrama Engineering Assistant - Officer In Charge -

Diyatalawa
24, Mr, D.N.J. Ferdinando Engineer, Design
25, Mr. Sunil de Silva Mechanical Engineer, Workshop
26. Mr. W. Tillakumara ARM Galle (ME)
FACILITATORS

Elmore M, Perera - Sri Lanka Institute of Development Administfation.
S. Nagaratnam - Acting AGM Special Projects, N.W.S. & D.B.

Dayan Konchady - Sanitary Engineer, WHO,

Skanda de Saram - Mechanical Engineer, WHO.

Eric Loken, Energy and Environmental Project Officer, USAID.

LOGISTIC COORDINATORS

B.L.C. de Silva, N.W.S. & D.B.
L.G. Kulasekere, SLIDA,

CONSULTANTS
Dan Edwards - WASH Project, AID, Washington D.C., USA,

John H, Austin - AID, Washington D.C., USA.

SUPPORT STAFF

1. Mrs. L. Aserappa Typist

2, Miss S. de Silva Typist

3. Mr. G.H. Tilkaratne Photo Copier Operator

4, Mr, G.R. Fernando Asst. Photo Copier Operator
5. Mr. M. Ariyadasa Driver

6. Mr. K.A.D. Niriella Driver
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WCRKSHOP ON IMFROVING MANAGEMENT AND OPERATION

NWS DB - COLGMBO

Job Descriptions:

Staff Selection:

WORKSHOP SERIES 1.

P, Abhayagoonawardhena
J.A. Kulatilaka
H.D.R.A. Pathirana

P. Rajasimman

A. Segarajasinghan

W. Tilakumara
Facilitator: Skanda de Saram

Sunil de Silva,
D.E.F, Jayasuriya
B.I. Kariyawasam
S. Samarawickrama
S.K. Wijetunga

S. Yogananthan
Facilitators S. Nagaratnam

Decision Making and Delegation:

Communications and

1.
2.
3.
Se
6.
7.

K.M.S.A. Bandara

P. Dharmablan

W.A. Karunaratne
S.H.P.C. Karunaratne
V. Parameswaran
S.X.H., Perera

N. Sridharan Facilitator: Dayan Xonchagdy

Information:

1.
2.

3.
4.
5.
6

S.A. Ariyadasa
B.S. Chinniah
D.N.J. Perdinando
N.E.M.S. Gunasekera
K.N.P, Silva

J. Sivabalasunderar
Facilitator: Elmore M. Perera 3"‘



WORKSHOP ON IMFROVING MANAGEMENT AND OPERATION
NWSDB - COLOMBO

WOHKGROUP SERIES 2

Reorganizational Issues:
1., S.A. Ariyadasa

2. D,X.,S. Ferdinando
3. S,H,P.G. Karunaratne
4. Weho Karunaratne
5« S.K.H, Perera
6. A. Segarajasinghan
Facilitator: Dayan Konchady
Supplies and Spares Logistics:
l, N.E.M.S. Gunasekera
2. H.I. Kariyawasam
3. V. Paraneswaran
4, H.D.R.A. Pathirana
5 K.N. P, Silva
6. W. Tilakumara
Facilitator: S.Nagaratnam
Maintenance Management Sytems:
1, K.M.S.A. Bandara
2. B,S. Chinniah
3. P, Dharmablan
4. S.Samarawickrama
5« Sunil de Silva
6. S.K. Wijetunga
7. S. Yoganathan
Facilitator: Skanda de Saram
Community Relations and Participation:
1. P. Abhayagoonawardhena
2. D.,E,F, Jayasuriya
3o JoA. Kulatilaka
4. . Rajasimman
5¢ J. Sivabalasunderam
6., N, Sridharan
Facilitator: Elmore Perera
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APPENDIX C

NEEDS ASSESSMENT INSTRUMENT
AND

DATA ANALYSIS
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Yoy 1983

NATIONAL WATZR SUPFLY AND LRAINACE BCARD
TRAIXING SECTION
NEELS ACSISINENT - SJIPELYISCAY PERSONNEL

This form i3 bised on a detailed study; of Supervisors
results of the 3tud; shoued that there vere ter major roles
that Supervisors had to play in the course of their jodbs. In
order to assist us in the plann:ang of jour tra.ning, we
would like you to cramine these supcervisory roles and see
how far jour job uses the skills involved. The following
roles (ndd aore if you necd to) are a good basis to identify
snere sou feel the need to furller estend zour akill,

Us:ng the following scale, please zark the appropriate places.

leve! of leportarce Developaent Required

A. Very important to ay job 3 Need to develop wmy ability to
perfors this role

B. & norsdl part of my Job 2 Experienced at playing this role,
bul need to keep up to date with

current approaches

C. & minor part of uy Jjob 1 Mo need to spend more time at
present to further develop my

ability to play this role
To what extent docs my job desmand that I take on the following roles?
Level of laportance

Development
required

1. Figurehead - Ceremonial
duties such as giving
awards or public speaking
and rcpresenting organisa-
tions at civic occasions

2. Croup Leader - deing the

person accountable for
wnag:ng 3 group of people
to resul e problems and
agree on lines of action.

10.

11.

Leve! LI Igportance

Li1d130n - making contact with

uther groups on Lehalf of ;our

own group to resolve probless
1)

ance get work i ¢,

Information - aczuisition and
d:sscmination of informt.orn
both in own group and through-
out the orgamisation .

Spokesman - repreaenting the
organisation to the "outside
«orld”™ in proclatming 1ts
eeasage through public
rclations, or similar
activities.

Entrepruneur - engaging 1n
aclivity Lo develop new
1deas, 1nnovate and make
changes that are designed
to develop the organisation
frce 1ts present operation
to a nev form .

Resource Allocator - Jeciding
vho gets what work, rowvards.
oudgets and othur resiurces.

Disturbance Handler - respon-
d:rg to, withstanding and
coping with unexpected
changes, conflicts and
pressures in the wvork
situstaion.

Hegotiator - barguining »s an
1ntegral purt of xett:ng the
Job done, whether 1t be with
staff, colleagues or people
outside the vrgau?salnun.
Personel - being by oncself to
think, write, computc, plan
or do other wurk which dcminds
individudl gepanerial vkall.

12.

Cevelopaent
ruetaired



EEDS

A1SSESSMENT RESULTS

RANKING BY

FIELD

R ANK CENTRAL COMBINED
IMPORTANT NEED IMPORTANT NEED IMPORTANT NEED
1 Fersonal Entrepreneur Disturh.Hang,. Entrepreneur Liason Entrepreneur
2 Liason Group lLeader Entrepreneur Personal Entrepreneur | Personal
3 Group Leader Information Group Leader Disturb.Hand. Group Leader | Group Leader
4 Information Personal Liason Group Leader Personal Information
S Entrepreneur Figure-Head Information Spokesmar: Inform: tinn Spokesman
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SUMMARY

Needs Assessment - Supervisory Personnel

Regional Water Supply and Drainage Board

Sri Lanka

QUESTION

1. Figurehead
2. Group Leader
3. Liason
4. Information
5. Spokesman
6. Entrepreneur
7. Resource
Allocator
8. Disturbance
Handler
9. Negotiator
10. Personal

Central Office Regional Total
Importance Development |Importance Development Importance Development
A B c 3 2 1 A B c 3 2 1 A B c 3 2 1
1 3 7 3 2 6 2 5 1 1 5 1 5 12 4 3 11
4 6 1 3 7 1 4 3 3 4 8 9 1 6 11 1
5 6 1 9 1 4 3 2 5 9 9 3 13 1
3 6 1 3 7 1 3 4 2 4 1 7 10 1 5 11 2
1 4 6 2 6 3 1 2 4 3 2 2 2 6 10 5 8 5
4 5 2 7 3 1 5 1 1 5 2 9 6 3 13 4 1
1 3 7 2 6 3 1 3 3 2 3 2 2 6 10 4 9 5
4 7 3 6 6 1 2 4 1 2 4 3 10 5 6 8
3 6 2 2 6 3 2 4 1 2 5 5 8 5 4 9 5
6 4 1 3 5 3 2 4 1 4 3 8 7 3 7 7 4




APPENDIX D

INTERVIEW FORMAT



QUESTIONS - Tormet

NAliz:

POSITION:

uENGTH OF TIME VITH THE BOARD:

1.

2,

3.

4.

5e

Ferformance: What are peosle doeing well that you work with -

(under you) - what could they do to improve?

Role : What are the areas of responsibility assigned to

you that you are clesar about (are sure you are expected to do)?
What areas are you unsure about? VWhat makes your job different from

those above you? below?

Staffing: Do you have enough staff to get the job done? How are

they trained and selected?

Lecision ilazing: Think of the last time a decision was made

affecting your worx here., Who made it, How? In gencral how are
decisions nade in the Board as it affects you (i.e. @o people on

top do it alone;; include others?),

Communicatinas: How (> you get informatis:z from below, above? iow

éo you pass it on abcve, below?

Delezation: Do those above you delegate the means to carry oui
work (i,e. funds, procurement,tools etc,), when was the last tinme you
gave some o: the things you are in charge of over to a subsrdinate

to do?

Conflict lianazemerit: llow do manigers ané supervisors deal with

differences and conflict in the Joard? dHow did a mazager deal with

tiie last conflict you can recall?

Organizational Change: What changes have taken place in the last year?

"nat changes should take place now?

. If you coulég mak? anything better in the way the Board does its

busiaess, wkat would you do? How would you c¢o it?

=-4]-


http:Communic-,tio.is

)

9, Sugpestions Zor ‘iorasnop: Exnlain the Vorksavp

\that is the best we can hope to accomplish irn the Worxshogp?

WWhat would you like us to do?
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APPENDIX E

EVALUATION FORM
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N
.

)

WORKSHOP ON IMPROVING MANACEMENT
AND OPERATION
NATIONAL WATER SUPPIY AND DRAJNAGE BOARD
JUNE 6-10, 1983

WORKSHOP EVALUATION

What have been the most positive things about the workehop?

Wrat have been the most negative?

What one thing stunds out as important to ;cu ir this werkshep”t

What thinge Jlhave you learned?

Flease note the Icllowing exercise and scale of 1 - 1C Sor
successfully meeting the worksacy gcals. Please mrke any Ccomnenus
that jyou w:sh,

1 = Zid nct me2t the geal

r. nYy
Py - (9%,
C =~ YNel gral very well



Circle the number of your choice
A. Job descriptions l 2 3 45 6 7 8 9 10

B, Staff Selection 1l 2 3 4 5 6 7 8 9 10

C. Decision making and delegation l 2 3 4

5 6 7 8 9 10
D. Communication ond information 1 2 2 4 5 6 7 3 o 10
E. Reorganizational issues 1 2 3 4 5 & 7 8 9 20
F. Supplies anc spares lcgistics 1 2 2 4 5 € 7 8 9 10
G. Maintenance management systeas 1 2 2 4 5 § 7 a 2.1¢
He Commmity Tgaations and 1234567839 10
I. Central/Regional and Regional/
Central Negotiations 1 2 3 45 6 7 8 9 10

6. What comments do you have about the way the workshop was planned ard
organized? :

7. What can be done in the future to improve a workshop like this?

Contd. Page .... 3
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v

How well do you feel the overall goals of the workshop ha. ,een achieved?
1 2 345 6 7 8 9 10

Comxents:

in addition to the action plans developed in the workshop, wha’ specific
things should ve done as Tollow-up to the workchop”

what will jyou o pera~nally to apply the things you learned in the wirkehop
to your deily work?



APPENDIX F

WORKSHOP ANNOUNCEMENT
AND

SCHEDULE
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PURPOSE

This Workshop is just the beginning of & process which
if continued and applied after the Workshop will develop manage-
ment skills for mid and upper-level personnel in the National
Water Supply and Drainage Board. This Workshop will be composed
of those persons most likely to be responsible fur decision making

and follow-up in improving operations and maintenance in the Board.

This Workshop will allow the participants to utilize
various techniquzs used in experiential Iearning to analyse certsin
problems identified by Workshop participants themselves. Alterna-
tive sclutions to these problems will be developed by those
participating. The procedures used in the Workshop will be those
used in team puilding and action planning., This will give the
participant the opportunity to learn about and practise techniques

that are expected to be a part of their everydéy work.

OVERALL TRAINING APPROACH

The experiential learning or participant centred approach
to be used in this Workshop is one widely used by management
training institutions. The basic premise is that experience and
learning are closely linked. Thus during the Workshop, learning
takes place not only on a cognitive level but also through
integrative and highly experiential activities. This process
emphasizes the acquisition of practicel skills and knowledge
needed by managers in the day to day operation of their work.
This will take place in the process of working on real problems

experienced by managers.

The trainers assisting with the Workshop will assist the
participants in this process and provide appropriate instructions
based upon their experience working with similar groups in water

supply in other countries, +

+ The model to be used in this Workshop has been on recent
work by Dan Edwards, and John Austin in work with orcenisations
similar to the NWSRDE in Thailand, Indonesia and Guyana.
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Each of the activities in the Workshop is designed so
that each participant will be actively involved in the problem
solving process. This means that the responsibility for results
depends upon the participant's effort. The trainer is responsible
for creating and implementing a thoughtful, systematic training
design, based on experiential learning principles, and for
creating the conditions for an appropriate learning environment.
~ Party ipants are responsible for actively taking advantage of the
design to maximize their learning and to achieve the Workshop

results,

In order for the trainers to obtain a realistic appraisal
of what the potential participants see as their needs, a "Needs
Assessment" instrument will be administered by the Consultants

anZ individual interviews will be conducted.

The results of this needs assessment will be shared with
all participants on the first day of the Workshop. These results
will also bé used to develop the points of emphasis in thie

Workshop.

PREPARATION FOR WORKSHOP

To further ready yourself For the Workshop, in addition
to the above, you might ask yourself the following questions for

those problems and roles pertinant to your job.

1. a) What are your employees doing that they should
not be doing ?

b) When you correct your employees for doing things
wrong, what specific things do you ask them to
.avoid ? How do you reward employees when they dao
a qood job ?

2. What specific things can be done to improve the way
NWSEDE conducts i4s operation and maintenance activities

on all levels (Field and Central office) ?
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WORKSHOP SCHEDULE

The proposed Workshop schedule is given below :

Details of the conduct of the Workshop will be given to
participants on the first session of the Workshop on Monday, June 6.

The basic approach to be used in the four work 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 or 6 people) as to the procedures to be

used in the analysts of the problem.

3« The subgroup will develop one or more alternative
solutions tothe problem and record this on a summary

sheet. The solution will incluce a proposed "Action Plan'

fpr resolving the problem.

L. Each subgroup will select reporters for discussing the
subgroup's findings before the entire group. In this
group, agreements will be made and people will be assigned

responsibilities.

On Thursday evening each group will assist in combining their
individual report into a combined workshop report, for discussion on

Friday morning.

WORKSHOP DUTCOMES

The following outcomes are expected to be achieved during this

Workshop :

1. Introduce and implement various teambuilding techniques

in analyzing problems and synthesizing solutions to praoblems.

2. Utilizing the above techniques, develop alternative solutions
to NWSRDB problems, both in the immediate future and for
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Monday, June 6, 1983

Time
8:30 A.M.

9:30 A.M.

10:30 A.M.

10:50 A.M.

12:30 P.M

1:30 P.M.

3:00 P.M.

4:30 P.M.

WORSHOP SCHEDULE

Activity

Open Ceremony

o Workshop Goals

o Workshop Expectations for Participants

o The Communication Theme: Expanding Information
BREAK

o The Results of the Needs Assessment and Interviews
o The Problems Selected for the Workshop

o Assignments to Problem Solving Groups

o The Schedule of Activities for the Workshop

LUNCH

Central Office/Field Expectations, an Inter-
group Exercise and Negotiation.

(BREAK 15 Minutes)

END
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Tuesday, June 7, 1983

Time Activity

8:30 A.M. Relations and Roles Between Offices and
and Functions: An Analysis of Pressures and
Igsues.

10:30 A.M. BREAK

12:30 P.M. LUNCH

1:30 P.M. Problem Solving Groups:

1. Job Descriptions
2. Staff Selection
3. Decision making and Delegation

4. Communications and Information

4:30 P.M. . END
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Waednesday, June 8, 1983

Time

8:30 A.M.

10:30 A.M.

12:30 P.M.

1:30 P.M.

4:30 P.M.

Activity

Presentation of Problem Solving Groups
and Discussions.

BREAK
LUNCH
Problem Solving Groups:

5. Dealing with re-organizational issues
6. Supplies andspares logistics
7. Maintenance management systems

8. Community Relations and participation.
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Thursday, June 9, 1983

Time Activity

8:30 A.M. Presentation of problem solving groups and
discussions

10:30 A.M. BREAK

12:30 P.M. LUNCH

1:30 P.M. Action-Follow-up Planning

4:30 P.M. END
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. Friday, June 10, 1983

8:30 A.M. ' Follow-up/Action Plan /igreements
10:30 A.M. BREAK

10:45 A.M. Workshop Evaluation

11:30 A.M. Closing Comments

12:30 P.M. END
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WATER AND SANITATION
FOR HEALTH PROJECT
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for Intemational Development
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Arlington, Virginia 22209 USA

Telephone: (703) 243-8200
Telex No. WUI 64552
Cable Address WASHAID
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WORKSHOP OUTCOMES: TEAM BUILDING AGREEMENTS

Central Office / Regional Office
Expectations and Negotiated Agreement

o



1.

2.

3

5e

- 6

REGIONAL OFFICE EXPECTATIONS & NEGOTIJTED AGREEMENTS

C & cis about Regional Problems,

Agreed

Action ¥ollow-ups Regional office will inform central office by
express mail/cable about urgent matters.

Read Letters Clearly and Respond Pertinently (improve typing)
Proapt Communication

Agreed
Action Pollow-up: AGC (OXM) will improve standards of secretarial work.

A1l future complaints in related matters to be addressed to AGM (O&M),

Supply Reg. with Materials end Equipmant as Specified by Region.
Agreed

Action Follow-up: Regional office agreed to specify guality standards
in requests for materials/supplies from Central office.

Central Office purchases should be made from approved manufacturers/suppliers

to maintain high quality standards.

€,0 _should involve R,0 Staff in Design Procedures,

Agreed v

Action Follow-up: All parties agreed to involv: regional staff in design
process, Follow-up action by DGM(Sr).

C,0 should involve R,O Staff ip Tender Procedures.

Agreed |

Action Follow-up: Tenders for water supply schemes, (& other relevant
projects) will be evaluated by a multi-disciplinary committee including

regional stalrl,

Better Co- '»ord.§.na.fioﬁ at C.0 (Follov-up & Bsporting Workshop Repairs,
Supplies, Lab,

Agreed

h Actigg Follow-up: rollow-up action on workshop matters will be taken up

by Chief Mech. Miginser under AGH (0&M)
Supplies, Lab and design matters will be taken up by C'EB( ops)

riestions regarding the above will be brought up n% the meanthly meelings.



7.

8.

9

lo,

11,

12,

C;0 should Attend to Following R,0 Regquirements

‘= Staff, vehicles, office space, W/shop, lab, officers-
quarters, stores space, office furamiture.

Agreed - Within resource constraints

In Puture dont ask for Same Info, Over and Qver Aguin,

Agzeed
Action Follow-up: All info. from region should be stored in statistics and

er -ordination section of control office and made available to other sections
of Central office amd regions.

Iaprove Operations ¢f Data Bamk ro that Cecaplete Design and Investment
Data can be Given ¢p R,0,

Agreed

t C and Manuals shéuld be Availsble in the Regions

Agreed
Actiom Follow-ups AGM(0XM) to take respensibility.

Pelicy Procedure for Staff Rotation should be Written & Published
Agreed »

Action Follew-up: DGM(A) & DGM (Sr) te submit prepesals to Beard amd
circulate wvhen approved.

C,0 should set [ e to the Regi in Respect of the Following:
Greater efficiemcy, Improved Standards of Cleanlimess, Equal Benefits
for R,0 Staff (Overtime and Boliday Fayments)

13,

Actien Follow-up:s Cleanliness - DGM (Sr) has undertaken that there will

be a systamatic program of cleaning-up starting immediately.
Benefits -~ Overtime will be decided on its merits.

Plant Designs should include fellowing:
=0ffice space
=Stores
-Toilets
-Minimal Lab.Facilities where neceasary.

=Security Hut

~Rest Room for Larger Schemes.

Agreed:
Action Fellow-up: AGM (I&D) will emsure this is dene.
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14. Have Separate Menthly Meeting far O&M with Participatieam of Top
Yapagement

Agreed
Actien Fellew-up: OhM menthly meetidgs of at least 1% hours duratien
te be held. Presence of Chairman and GM essential at this meetings.

15, More Practical Training fer Reg. Staff (Pump Operaters, Foremen,
Mechanics, Bleotricians)
Action Pellew-up: Training sectiom te train trainers (hamds-em-training
frem the regieas.

16, Impreve S Celocti urses R

Agreed
Actien Fellow-up: Avait decisieam frem preblem selving verkshep sessiea.

17. Greater Regienal Autogemy (Autherity te erder ewn spares and supplies,
if lecally available. Allow Regien te Bill & Cellect Revenues, settle

ceasumer preblems at Reg. level, fer ceatrally erdered supplies
(e.g. Chlerine), Prompt Respomse te Reg. request or immediate infe.back.
Bxpand Autherity te Purchase Regiemally by Expanding Existing List
Agzeed (a) DGM (Sr.) ‘ta imferm regicns em regienal purchasiag
precedures,
(b) Billing and revemue cellectiem - will be dene im regioas.
(o) Censumer preblems vill be handled regienally.
(d) De-centralized purchasing procedure will be effected.



1.

2.

3.

4.

5e

6.

Te

CENTRAL OFFICE EXPECTATIONS & NEGOTIATED AGREEMENTS

tor of Water lity - 0.I,C/R. N

Agreed
Actieg Pellew-up: Each OIC will specify equipment needs and repair meeds
for lab equipment. AGM(OAM) and chief chemist will see te supplying needs.

Flevmeters - implement everall pregran 'for:
(a) diagnesis of flew meter preblems (b) train peeple
at each plant te repair flevmeters (c) specify
replacement needs,

Becerd snd Repert O & M Prevlems

Agreed: - Ruverting pressdures which have been implemented in Galle Regien
will be axpanded te ether regiems.

Exercise Cest Cemtre]l
Agreed ~ Regiemal Mamagers te nete items they thimk impertant. Sutmit
1ist te AGH (0AM) whe will be respemsible fer preducing a cest cemtrel

survey fera.

Bil d Recev
Agreed - The - mew uystem gives the Regiea cemplete centrel in billing
and cellectien.
Regiemal Managors vill develep lists ef sdditiemal requirements - staff,
equirment stc. and feedback te central effice.

Detect Yaste and Cemtrel

Agreed

Agtien Fellev-up: Regiens will (a) enceurage public participatien and
setting up of cemmittees etc.

(b) Make their preblems kmeva at Ministerial meetings.
Central Office will examine precuremeat precusdures te impreve quality
of standpest tape.

S d sefs icati & Needs

Agreed

Actien Pellew-up: C.E(tr.) will develep necessary ferms te ascertain
training needs,

Spec Werks R
Agreed ~ Reg. Managers te inferm Central Office ef any special verks in
regiem, ' '
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8. BRepert en Effectiveness ef Training
Agreoed - Training sectien te prepare the fellewing training ferms
(a) pro-training (b) pest-training (c) evaluatien.

9. Legkeut fer any Environmental Pellutien

Agreed
Actiem Pellev-up: Regienal Managers te inferm DGM (Sr.) ef any pellutien

preblem DGM (Sr.) te take up the matter with Central Enviremmental
Autherity.

10, Distridbutien Netwerk D
Agreed
Actien Pellev-up: (a) Regienal Mansgers te list distributiens system:
for wvhich they have plana. .

&h; Central Offiee te list distridutiens system fer which they have plans.
o) Set a prierity list fer ebtaiming all eutstanding infermatien for
. existing schemes. . o :

d) As-built dra fer nev schemes should be available at Cen.& ﬁig.officu.
11, st fer ma s in

Agzeed
Actien Pollew-up: GCreups studying this subject at preseat verkshep will

ceme up vith recemmendatiens.

12, Main ui Hist Shests
Agreed .
Actien Fellev-upt Greup Studying this subject at present werkshep will
ceme up vith recesmendations.

13, t Attenti c cati
Agreed

14. Staff Proper
Agreed

Action Pollow-ups Group studying this subject at present vorkshop will
exawine placing and transferring of people.

15. Befer Major Evpairs to Head Office with check shget

Agreed
Actign Pollow-ups Group studying this subject at presert workshop to examine

this problea,

B
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16. Avoid Uidye Delay in Betwrn of Hesd Offjce Workshop Staff
Agreed
Adction Yollow-up: Rrgional mech. enginesr to supervise work done
by wvorkshop staff and make necessary authorizations.

17. Sepd Circuit Progresmes in Time/Inspeoting Reports
Agreed

16. Maintain Movement Registers/Lox Books
Agreed

19. Dygnish Minutes of Mogthly Mestings
Agzeed

20, cies
Agreed
Action Pollov-ups (a) EM® will ask OIC*® to prepare lists of
emergency schedules and equipment - Training section to provide
assistance.

(b) Master emergency schedules to be prepared by AGH (OAM) and distribute to
to Regions.
(c) Regiomal Managers to select sites in regions to stockpile emergency
equipment to handle different emergencies.
21. Kpep sites clesn
Agreed
Action Pollow-up: Workshop group to build this into job desoriptioms.
The 0.1.C vill be responsible for ensuring that cleanliness is
maintained.

22. 8 Inprovements to S
Agreed

23. txoyide Coxzect Jpecificatiocns on M. Reguisitions.
Aazeed

24. () 1 v sib
Agreed

25. Apticipete Problens
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27, Prov. ' on Important Bvents Incl Br. owns,

2w "' Jp Good Public Relations in the Region

- Agzeed
29. Roguest Team Inspection Prior to Take-over
Agreed

Aotion Follow-up: AGM (0&M) to prepare necessary forms for getting
this vork done. These forms will be circulated to the Regional

Managers for comments.

30. Communicate Zffectively with Field Staff

Agreed
31, Be Sensitive to Problems of Imployees
Agreed
Actign Pollowup: Present Worksliop group on staffing will go into more
detail,
32, Record and Act 1 uests from the Public
Agreed



JOB DESCRIPTIONS:

O Problem Statement

o Work Group Recommendations

6 Plenary Session Modifications
o Action Plan Follow-up



PROBLEM STATEMENTS AND WORKGROUP INSTRUCTIONS

Problem Statement

Job Description

People are oriented to their duties based upon individual and unsystematic
criteria. Some jobs at some offices and some schemes have written job

- descriptions, most do not, uniform job descriptions by category are not yet
officially written down. The consequence is confusion and difficulty in

getting people to carry out duties which are not specified.

After full discussion of the problem,

TASK:

Write lists of duties for each job category at plant OsM levels. Include as
many of the most important functions as possible. Propose these as first

draft job descriptions.
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HORKGI:C!! * RECORDING SHEET

broblain @ Job Description
_Crnn¢ oeminers;

.1 J-A, Kulatilake

-2+ A.Segarajasinghan
.2+ Po Bajesimmen =

4. V. Tilakulara

SeA¢DeR.A. Pathirana
6.P.Abhayagoonavardhena

Sumnary of discuusion anl recommendations:

Jolt Descriptions wure developed in respect of ths following plant
Ol job categories (see attachments).

1, Unskilled ladourer

2. Pipe Pitter

3¢ Meter Reader

4. Pump Operator

5. Treatment Plant Operator

6. Shift Technical Assistant

7. Officer-in-Charge

8. Chemist

9. Mechanics/Blectricisus/Veldexs
10.Aksistant Manager (0&M)

11.Manager (0&X)
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Unskilled Labour

1. Excavation vork/barricading

2. Transport

3. Assisting Pipe Jointers/Masons etc.

4. Site clearing/gardening

5. Assisting T.plant operations

6. Assisting Mechanics and Electricisns in repeir work

-12-



Pipe Fitter

l. laying and jointing of all types of pipes and attending to new
connections,

2. Attend to leaks in piinlinn defected valves and other specials.
3. Attend to all repairs in pipe lines
4.0peration of valves in pumping main/distribution systes



Meter Reader

l. Reading and recording water meters
2,8heck for proper functioning of meters
3.Report malfunctioning tampering of meters

4.Handover records to 0.I1.C a2t specific intervals

o4



Pusp Operator
1. Operation of pump equiment/generators as per instructions.

2. Reading and recording of instruments and meters in accordance with routine
saintenance forms.

3+ Operation of all valves connected with punpine. operations.
4. Hotify D.I.C of ~any malfunctionimg of equipment

Se Assist gyreveative maintenace (PM) team.

6. Heusingkeeping
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Treatuent Plant Operators

1.
2.
Je
4.
Se

Transporting/mixing chemicals

Assisting chemist/shif¢ T,A on chemical dosing

Operation of all valves, (settling tanks/filters, >ipe galley etc.
Housekeeping duties

Report of any malfunctioning of plant and equipmwt to Tvd/0.I.C.

-16-
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Shifs T.4

1. Superviss all treatuext plant operations (Aerator clarifiers filters)
2. Monitoring cf water quality (including record keeping).

Jo Attend to the folloving and proper chemical dosing

+ Propar Chemical dosing
. + Operation of chlorinators

4. Record keeping
5. Instruct T.P.0 in all his dvties

=17~



0,1,C

1. Be in overall charge of scheme (Treataen¢ plant
to enswe adequate supply of Distribution system
safe vatsr at ninimum cost. All plant equipment stores staff)

2. Ensure Proper opsrational maintenance records are kept and subamitted
to Regional Office on opecified dates. (Pusmp chemical, vater quality,
power comsumption, yuantity of wvater, cost analysis).

3. . . Cheok and comment em routime mtce. forms, feed back to pump operator
Send B.M notification forms to ARM(mtce) and C.B(mtce.).

4. Assist the Training Ceater in Assessing training needs and provide in-
service iraining to subordinate staff,.

5. Bnsure ordering and maintaining of a adequate stock of chemicals,
pipes and special and other necessar~r materials.

6. Enrure cordial pudblic relations amd cgﬁunity participation.
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Chemist
1. Monitoring and assurance of wvater quality of the schemes in the region.

2. Advise shift T.AA/OIC om chemical dosing, plant control tests and
oxdering ef chemicals.

5; Arrange for periodical sampling of testimg of vater(Bact. chemicals etc.)
4. Nemitoring vaste vater quality where applicadle.

S5« Leek for pessidble savirommeantal pellutiom source amd advise
M (oaM),

2
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Bechanice/Electriciaps/Welders
1. Attend te all duties as per instructiom given by Pereman(B/M)/0.I.C.

Mech,/Elect, Foreman
1. Supervise the work of Mechanics, Blectricians and Welders.

2. Perfors. P,M and B.M duties as per imtruotieu given te taem,
Send Monthly PM Report te ARM(M)

3. Raintenance of vehicles in the region.
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1.
2.
3.

4.

5.

6o
Te
. 8.
%o

ct ch er (A M

Initiate action on receipt ef BM notifications

Supervise major EM Operations

Respend to request for materials, tools, information etc.

in Fereman's monthly report (i.e make recommendations to B.M)

Check and comment on cespleted EM forms and necessary fellow-up
actien vis a vis spare parts, werkshop repairs, outside contracts
etc. Copy te Fercman,

Check Fereman's Montly Report, comment and make recommendatiens
(establish angineering standards) send copy to Foreman.

Send Monthly PM and BM reports te HM.
Send BM summary fon to BEM,
Maintain BM bar chaz®s.”

Classify breakdewns according to type )e.g. bearing failures,
metor winding burnouts eic. and note frequency of each type of breakdewn.

-21-



Nanager (ON0)

1. Btficient management of all schemes in the regien.
2. Represent Board in Regional Meetings.

3, Submitting of all (O&M) reperts te A.G.M (0&M),
Respemd te AHM comments in his FM and BM monthly reperts

particularly requests fer materials, equipment,spare parts etc.
Send Menthly PM and BM Reperts te AGM (N3M). This would gemerally
be the ARM® reperts with BEM® cesmemts. Imclude BM summary form,

4. Ordering ef chemicals, materials spares etc. and making purchases
vhere necessary,

5. Billing and recevery of revenue.
6. Preparation and sutmissien of(0AM) Budget.
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1.

2.

3

4.

Se

PLENARY SF3SION AGREEMENTS & MODIPICATIONS

JOB DESCRIPTIONS

More detailed plant specific jeb descriptions will be develeped
fer ths categories already dealt with in this werkshop.

Aditienal jeb descriptiens will be prepared fer ether categories eg. O&M staff
at Central Office, Sterekeepers, suppert staff (clerks, Secretaries ete.)

Jed descriptiens chould 1ist vhem each pxrsea is respamsidle to amd vhem
each persoa is respensible fer . i.e. clesr chain ef command.

The results ef this verkahep sheuld tie im with the results ef the
decisiem mcking and delegatiem werkshep.

Set definite target dates fer the preparatien of mere detailed
Jeb=deacriptiens.

-23-
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Cerrected Cepy

ACTION PLAN/FOLLOW-UP: JOB DESCRIPTIONS

Instructions: In order to translate the group's recommendations and

agreements into reality, a plan of action must be followed. Each &action
.plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the task forée may be enlisted (assigned specific

tasks).

1. Problem Area: JOB DESCRIPTIONS FOR

2. Recommendations Summary and Agreements
A. Categories 1 = 21
B.
c.

etc.

3. Responsible Board Nfficial V. Parameswaran AGM (O&M)

Name & Title

4. Task Force Members: ' P. Abhayagoonawardhena

Task Force Chair

W.A. Karunaratne

Serrctary

W. Tilakwnara

Member

N.D.R.A. Pathirana
Member

P. Rajasimman
Member

5. Next Scheduled Task Force Meeting Date: 15th June 1983

Members: Mrs. Sivabalasunderam

K.N.P. Silva-
B.M.P. Premawardhana

- - i



Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

1.
2.
3.
4.
5.
6.
7.
8.
9.

job descriptions (2nd draf
for the following job
categories:

-Treatment Plant Operatoyr

10.
1l.
12.
13.
14.
15.
16.
17.
18.
19. EA

20. T.A.

21, Caretaker

Unskilled Labourer
Pipe fitter

Meter reader

Pump Operator

Shift technical Asst.
0.I.C

Chemist
Mechanics/Electricians/
wClders

AM (O&M)
M(0&M)
Foreman

DGM (Sr.)
AGM (OgM)
C.E (M)

C.E. (0)
Engineer (M)
Engineer (0),

t) task force

What is to Who is to By When will
Be Done Do It It Be Done?
1l.(a) Produce detailed Members of this 31 July 1983

42



ACTION PLAN/FOLLOW-UP: JoB DESCRIPTION
(] (]

Instructions: In order to translate the group's recommencdations &r.d

‘agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to thé appropriate board
administration (e.g. AGM fgr O¢M, or other). Individuals on the task-
force or outside of the task force may be enlisted (assignec specif:.c

casks).

1. Problem Area: JOB DESCRIPTIONS for

2. Recommendations Summary and Agreements
A. Categories 22 - 27
B.
C.

etc.

3. Responsible 8Socard Official V. Paramegswaran AGM (O&M)

Name & Title

4. Task Force Members: P. Abhayagoonawardhena

Task Force Chair

P. Weeratunge

Secretary

N.E.M.S. Goonesekera

Member
Mr. Ranasinghe (Constr)

Member
Mr. Rriyadasa (Supplies)

Member

S. Next Scheduluc Task Force Meeting Date: 16th June, 1983

Member: Danister (Accountant)
T.Wanasinhe (S.K. - Galle)
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Action Plan:

which must be done to implement the Recommendation.

For each agreed upon Recommendation List the specifi. actions

What is to
Be Done

who i3 to
Do It

By When will
It Be Done?

50
6.

T.

1. (b) Produce detailed job
descriptions (2nd draft)
for the following job
categories :

. 22,. Storekeeper
23 . Accountant
24.. Clerk

2% . Typist

26
27.. Office Labourers

‘e« Peon

Workshops to clarify
2nd draft (with regional
employees)

Prepare 3rd drafc

Meeting . 'th Senior
Board Members, WHO
Representatives etc.

Prepare final .draft

Circulate final jodb
descripticas to all
concerned

Adeptien ef approved
Job descriptiens

Members of this tasy
force (No.2)

Training Centre
and O&M Unit

Members of task force(l)

Training Centre & O&M

Task Ferce No.l

AGM (0&M)

AGH(08M)

-27-
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15th Sept. 1983

20th Sept. 1983

14th October 1983.

1 Nev. 1983

1 Jan, 1984






Problem Statement

Staff Selection

Selection of staff: Staff are often selected without the -proper background
to do, or learn, the job. Overtime they move up ip the system without the
requisit skills. Hiring of staff and the decision of whom to have seldom

includes consultation with those who will later supervise them.

Rotation of Staff: There are frequent rotations to different schemes or areas
within the board for various reasons which causes difficulty.. At the same time,
some staff need to be transferred in order to match the required skills with
operational needs.

Task: After complete discussion of the above two statements, develop recommend-

ations as follows:

(a) Recommendations for policies and procedures for staff
selection and hiring. Include how this shonrld be done,
who should be involved and the criteria which should
govern hiring for major categories of jobs in
operations and maintenance (technical officers,
skilled labor, unskilled).

(b) Develop a scheme and recommendations for a staff

rotation policy.



WORK GROUP RECORDING SHEET

Problem: Staff Selection

Group Members:

Mr. Sunil de Silva

Me. D,E,F. Jayasuriya

Mr, H.I., Kariyawasam

Mr, S. Samarawickrama

Mr. S.K, Wijetunge

Mr. S. Yogananthan

Summary of Discussion and Recommendations:
BACKGROUNL:

Sectional heads forward requirement to Superior as and when required.
Forrat
a) Approved cadre .
b) Revised cadrr recommended for approval,
c) Avallability - Permanent
- Casual
d) Immediate requirement x revised approved cadre less available (PiC).

e) Number of casuals who could be trained and made permanent.

SCHEME OF RECRUITMENT:

a) Chief Executive to aproint committees to study/revise scheme of
of recruitmert wherever necessary. R:vised scheme of recruitment may

be circulated among relevant hrads of sections for their comments.

b) Committees forward fins!' re.ommendations of scheme of recruitment fcr

approval.

Contd. Page ....2
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Contd. Page .....2

3. MODE OF SELECTION:

Chief Executive to appoint different selection committees to different post.
a) Committee to consist
- technical personnel for selection of technical officers and skilled
labourers (includes practical tests).
b) Selection opportunities to be first given to the existing staff.
c) Train the existing staff for the next higher appointment.
d) Fit the staff as per job specification.

4. ROTATION OF STAFF:

a) Pit the staff as per job specification (followed by grading of schemes).

b) To be decided by transfer board in accordance with above.

c) Transfer to be announced before the end of the month of September each
year to be effective from the beginning of the following vear.

(37

[
S o

Provisions to be made for appeals.
Due consideration to be given in regard to schooling, housing etc.
f) Employees to serve compulsorily at any station for a minimum period of

2 years.,



1.

2.
3e
4.

PLENARY SESSION AGREEMENTS & MODIPICATIONS

STAFP SELECTION

Backgreund

Amendment: EM to prepare cadre in censuliatien with AGM (O&M) and
DCM Sr.; and forvard the prepesals to GM through AGM (0&M)/
DGM (Sr. ’ :

GM, te appeint a cemmittee te study the cadre and make
recevaenlations,

The cemmittes shall censists ef:

- DGM(Sr.) - whe will chair the cesmittee.
- AGH(O&M) or his representative

- EM (O&M

- Representatives frem Laberatery/verksheep
~AGM(P) or his represeatative

-IGM (A) or his representative

Scheme eof Recruitment:i- He charge
Mede of selectisn: =de~
BRotation of Staff

Amendment:

(1) Empleyees te serve cempulsarily at any statien fer a
uinimum peried ef 2 years and upte a maximum ef 4 ‘yrs.
at empleyees discretien. After 4 yrs. eampleyee is
liable te a transfer,

-32-
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ACTION PLAN/FOLLOW-UP: STAFF SELECTICN

Instructions: In order to translate the group's recommencdations and

‘agreements into reality, a plan of action must be follewed. Each action
plan will be carried out under the oversight of an "Action plan tasx
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the tﬁ:k force may be enlisted (assignecd specific

tasks).

1. Problem Area: Staff Selection

2, Recommendations'Summary and Agreements
A.
B. Scheme of recruitment
C.

etc.

General Manager

(&%)

Responsible Board Official

) Name & Title

4. Task Force Members: D.G.M. (Senior)

Task Force Chair
A.G.M. (QaM)

Secretary

D.G.M. (Adm.)

Member .
C.E. (Workshop) /Chief Chemist/ M (0&M)

Members
C.E. (Training)

Member

5. Next Scheduled Task Force Meeting Date: June 15, 1983
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Action Plan:

which must be done to implement the Recommendation.

For each agreed upon Recommendation List the specific actions

-l

wWhat is to Who is to By when will
Be Done Do It It Be Done?
Prepare S/R Task force 2 months
Approve S/R G.M.




ACTION PLAN/FOLLOW-UP: STAFF SELECTION

Instructions: In order to translate the group's recommencations and

‘agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals con the task-
force or outside of the task force may be enlisted (assigned specif:c
tasks).

1. Problem Area: Staff Selection

2. Recommendations Summary and Agreements
A.

B.
c. Mode of selection

etc.
2. Responsible Board Official G.M.
Name & Title
4. Task Force Members: D.G.M. (Sr.)

Task Force Chair

A.G.M. (0aM)

Secretary
DOG.M. (M.)

. Member

C.E. (Training)
Member

C.E. (Workshop)/Chief Chemist/y (Ca)
Members

June 15, 983

5. Next Scheduled Task Force Meeting Date:

-37-



Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

What is to
Be Done

Who is to
Do It

By When will
It Be Done?

Determine vacancies
Advertise internally and
externally if necessary
Appoint selection committees
Appoint selectees

M(OM) /CE (W/S)C. Ch.
D.G.M. (3)

G‘MI
G.M.

-38-
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ACTION PLAN/FOLLOW-UP: STAFF SELECTION

Instructions: In order to translate the group's recommenaations arnd

‘agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outsiﬂ of the task force may be enlisted (assignec specific

tasks).

Staff Selection

l. Problem Area:

2. Recommendations Summary and Agreements
A.
B.
c.

etc. D. Steff Rotation

3. Responsible Board Official General Manager
Name & Title

D.G.M. (Sr)

‘4. Task Force Members:

Task Force Chair
ACM (o&a)

Secretary

C.E. (Maint.) / C.E. (0p)/C.Ch/C.E. (Workshop)

Members '
D.G.M. (Adm.)
Member
M (o&M)
- Member

5. Next Scheduled Task Force Meeting Date: June 15, 1983

-39-
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Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

what is to

who is to By When will
Be Done Do It It Be Done?
Call for applications annually] D.G.M. (Ad) Late July
Process applications D.G.M. (Ad) Late August
Appoint Transfer Board G.M. Late August
Issue Transfer Orders G.M. Late Sept.
Consideration of appeals G.M,

-40-




DECISION MAKING AND DELEGATION

o Problem Statement
0. Work Group Recommendations
o Plenary Session Modifications

o Action Plan Follow-up

-41-



Problem Statement

Decision Making and Delegation

Managers are unsure of which decisions they can and cannot make.

which could be made at lower levels are not taken.

Often decisions

Some feel decisions are either

pushed up the chain of command or taken at the top when they could be delegated.

Sometimes outside forces get involved in decisions and are not resisted in the

best interests of the Board mission.

Task: After full discussion of the above, complete the matrix below, making

recommerdations for delegation of decision-making at the varions levels.

What decision should be made

Who should make it

Who should be ccnsultec

(Example)

l. Water quality control in plant

2. Purchasing upto X amount

3. Staff Rotation within region

OIC
oIC
RM

Chemist
No-One

0OIC staff involved &
AGM




Problem:
Group Members:

Reccomendations:

WORK GROUP RECCRDING SHEET

Decision Making and Delegation

K.M.S5.A. Bandara

P. Dharmablan

W.A. Karunaratne
S.H.P.G. Karunaratne
V. Parameswaran
S.K.H, Perera

N. Sridharan

1.
2.

What Decision Who Should Who Should Be
Should be Made? Make it? Consulted?
1. TECHNICAL
1.1 Production
Quantity 0IC day to day " ACM (0&M).
Pumping Hours M(0&M) Policy OIC EM( 0&M)
1.2 Distribution
Hours of Supply o1Cc/M(08M) Local Authority
1.3 Extension
Investigation/ M(0&M) AGM(D)
Estimation
Approval M(0&M)-Up to Rs. 50,C00/=) | Subject %o allocation
ACM(0&M)Up to Rs.750,0C0#=) | of funds
Cash M(0&M)
1.4 Service Connections
Investigation/ M(oaM) ACM (0&M)
timation
Approval M(0&M) AGM (0&M)
Construction M(0&M) ACM (0&M)
Contd. Page ¢...2
-43-
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What Decicion Who Should Who Shculd Be
Shouid be Made? Make it? Consulted?
1.5 Public Stand posts
Approval AGM (03M) GM
1.6 Maintenance
Routine 0IC M (M)
Breakdown AM (M) CE (M)
Preventive 0IC/Foreman AM (M)
Rehabilitation AGM (0&M) DGM Sr
1.7 Operation 0IC

1.8 Water Quality
Chemical Usage
Monitoring
Pollution problems

1.9 Record Keeping

1.10Reporting (Periods)

1.11Taking over schemes

FROM L.A.S. from
Const.uction branch

2. SUPPLIES & STORES

2.1 Purchasing
Local

2.2 Supplies Requisitiun
Stores - at sites

- Regional

Contd. Page ....3

OIC/Regional Chemist
Reg. Chemist
Reg. Chemist

0IC/Chemist/AM (M)

M (0xM)

M(0M) to form a
committee M (0&M)

0IC - Rs.
M (caM)

200/=
- Rs.1,000/=

oIc/M (osM)
0IC
M(0aM)

AM (Operation)

Chief Chemist
Chief Chemist
Chief Chemist/M(C&M)

M. (0 & M).

AGM (osM)

AGM (0&M)

\



What Decision Who Should Who Should Be
Should be Made? Make it? Consulted?
3. FINANCIAL
3.1 Billing 0IC/Reg.Acct. M Eo&m;
Ccllection Reg. Acct. M (osM)/acy (F)
3.2 Bills(Complaints) M (0xM) ACM (0&M)
3.3 Disconnection M (0xM) ACM- (08M),/cM
3.4 Waste prevention/ 0IC M (0aM)
Control
3.5 Salaries/Other Reg.Acct./M (0&M) AGM (F)
payments

4. ADMINSTRATION
4.1 Staff Overtime
4.2 Travel Claim
4.3 Rotation
Botation

4.4 Training
4.5 Disciplinaxry action
4.6 Quarters allocation

4.7 Casual workers
(up to 2 weeks)

5, TRANSPORT

5.1 Vehicle Allocation/
movement

6. PUBLIC RELATIONS
6.1 Attending meetings

6.2 Communication with
MP'sg

7. SMERGENCIES

M(0&M) Up to 50. hours
M(0&M) Up to Rs. 1,000/=p.a.
M(0&M) within the region

AGM(O&M)sexcluding Engineers
between regions
M (0aM)

M (0M)
M (0%M)
M (o&M)

M (0&M)

M (0&M)/AM (0&)/0IC
M (o&M)

M (o&M)

AGM (0&M) 7 hours

AGM (0&M) up to Rs.2,0CC

AGM (0&M)
LCM Sr

CE (Trg)
AGM (0&M)
AGM (0&M)
AGM (0&M)

AGM (0&M)

AGM (0&M)



PLENARY SRSSION AGREEMENTS & MODIFICATIONS

DECISION MAKING DELEGATION

General - Censultation ought to include stiaff lower in level

1.1

1.2,

1.6
1.8

1.9
2.1

2.2

3.1

3¢5

4.3
4.6

5.1

6.1

to the decision maker as relevant.

Specific

Productien of Water Quantity

Distribution time

Preventive Maintenance

Water Quality
Chemical Deeage
" usage

Records
Purchases (add)

Supplies at site
at regien

Finamncial

Meter Reading
Billing

Salaries -~ Autherizatien
Payment -~ Disbursement

Administration
Rotation (Add)

Allecatien of Qtrs.
(ada)

. Transpert
Vehicles (Add)

Public Relations
Rezional Meetings

Whe should
Make the Decs.

; 0IC (day to day)
M(0&M)- Policy

oI1C
Fereman

Reg.Chemist
0IC

AGM (0&XM)

AGH (03)
for Rs.1000

0IC
M(0sM)

0IC
Reg. Acct,

M (0xM)
Reg. Acct.

M (0sM)

Whe should be
Consulted

Ao (o)

; M(08M) and
csa=nnity

Chief Chemist
AM (OP)

M (0xM)

(M(0z)
AGM (0aM)

M (0&M)
3”1{&"?’ ol

AGM (08M)
AGM (F)

Staff involvaed
Staff involved

Staff imvelved

OIC and AM(CoY)
as relevant.

i









3

Action Plan: For each agreed upon Recommendation List the specific actionu

which must be done to implement the Recommendation.

What is to Who is to By When will
Be Done Do It It Be Done?

1.7 Operations
- 0IC M (o&M) Immediate

1.8 Water Quality
Chenical dozage-regional

chemist CE (Op) Immediate
Chemical usage - OIC

Moni toring CE (0p) Immediate
Pollution problem CE (Op) Immediate

1.9 Record Keeping
M (0&M) AGM (0&M) Imrediate

1,10 Reperting
M (0&M) . AGM (0&M) Immediate

1.11 Taking over schemes
~from L,A. GM Immediate
~from Construction Branch | DGM (Sr)

2,0 Supplies and Stores

2.1 Purchasing
O0IC - Rs. 200/= CM

Local
M (0&M) Rs. 1,000/=

2.2 Supplies and Requistions

tones and sites AGM (0&M).
Regional
3. Financial
Meter Reading
Billing DCM (Sr) Imrediate
Collection
Bill complaints AGM (0&M) Immediate
Disconnection ' M Immediate
Waste prevention/control | AGM (0&M) lumediate

Contd. Page ....4 -49-




Action Plan: For each agreed upon Recommendation List the specific actions

4

which must be done to implement the Recommendation.

What is to wWho is to By When will
Be Done Do It It Be Done?
Salaries/Other payments
- Jluthoriza.ion DCM (Sr) Immediate
- Disbursement
4. Administratiop
Staff Overtime ™M
Travelling claim M Immediate
Rotation M
Training DM (Sr) Immediate
Disciplinary action DGM (Sr)
Quarters allocation DM (Sr)
Casual Workers DCM (Sr)
5. Transport
Vehicle allocation ‘
movement ACM (0&M) Immediate
Public Relations
Attending meetings DeM (Sr) To be
Communication GM Decided by
Emergencies DM (Sr) Task force
~50-




COMMUNICATIONS - INFORMATION

o Problem Statement

o Work Group Recommendation

o Plenary Session Modifications
o Action Plan Follow-up

-51-
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Problem Statement

Communications-Information

It is often difficult to locate the information needed to carry out work. Information
is widely dispersed in the Board. Management informatior is not available.
Examples: odesign specification are not readily available for O&M purposes;
o Records for preventive maintenance are not
routinely kept.
0 Water quality test information may not influence
chemical dosage in treatment.
0 Records on scheme d:ixtribution zyctcmt zobl ~Ilrayw
available.
o0 Meters not functional, difficult to know production
of water statistics and use it for management
decisions.
Tagk: Devise a scheme for the storage and use of data. Detail what data
should be recorded, where it should be sent, who should have access to it

and how should it be stored.
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PLENARY SESSION AGREEMENTS & MODIFICATIONS

COMMUKTCAYIONS - INFORMATION

1,Investigations

Source yield, water quality Statistical and Designs and
soil conditions, population, Coordination Branch Other Sections
Industries,Institutions and

other statistical data.

2,Deaigns .
(a) Design Criteria 9%, 84, Plant &

(1) Statistics ~do- ~do-
. ev(4)Calculations Designs Branch Designs -Branch
{(b) Vorking Dravings -do- Designs & D&M

basic data in:all schemes will be recerded and stored centrally.
3. Construction

a) ‘Modifications -do- ~do-
b) Date of Completion Stats.& Co-ordn ~do-
c) Capital cests
4. Entablishment
Personnel Records -do=- ACM. (0&M)
5.0peration & Maintenance
a) Water Quality Maintenance infe will
b) Production Cost be available at the
c) Reaponse to Treatment regions and Central °ff1°°Deai -
d} Equipment History Sheets) (0&M) and gm
e) Revenue Generated
f) Water Quantity Produced
g) Property Acquired
411 recerds te be ferwarded thre' apprepriate channels.
6.Agenda for Board Meetings To all Partici- All Partici-
papgts eme veek in pants.
advance.
T.Dacisions at Board Meetings To all Participants -do=-
within a week
8.Board Plans R,BM upwards R.MY upwards
monthly
9.Follow-up action All participants
¥0.Activities in other + To Central Office  0.I.CC upwards
regions and branches
1ll.Information from - ~-do- -do-
field
12, Impact of Training " To Training Division Trainers
-53-

Scheme-wise

~do=-
-do=-
-do=-

~do=

Individually

Schome~wise

Monthly Mrmo

Standardised
format



HIORKGRO!

KECORDING SHEET

Proplem

: Communications - infirmation
Gronn Mambess

S:A, Ariyada.n

. o = o

B.S. Chinnia.h

D.X.J, rmo

N.B.K.S., Gunasekera

K.H.,P, Silva

Je Sivabalasunderan

Summary of discussion and recommendations:

What Vhere

l.Investigations
Source yield, water quality
soil conditions, population,
Industries,Institutions and
other statistical data.

2.Designs

(a) Design Criteria
1) Statistics
ii)Calculations

(b) Working Drawings

3. Construction

2. Modifications
b) Date of Completion

Statistical and
Coordination Branch

=do~-
Designs Branch
~do-

=do-
Stats.& Co-ordn

4. Establishment
Personnel Recoxrds

5.Operation & Maintenance

E i Water Quality

Production Cost
Response to Treatment
Equipment History Sheets
Revenue Generated

Vater Quantity Produced

Property Acquired <

N Mmoo OP

-54-
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Designs and
Othexr Sections

=do-
Designs Branch
Designs & D&M

=do-
=do~-

AGM (0&M)

How

Schene-vwise

~do=-
=do-
-do-

-d0-
=do=

Indfvidually

Scheme-vine

?



6.Agenda for Board Meetings

7.Decisions at Board Meetings
8.Board Plans

9.Follow-up action

$Q.Activities in other
regions and branches

1l.Information from
field

12.Iapact of Training

To Central Office

To Training Division Trainers

To all Partici- All Partici-

pants in advance pants.

To all Participants =d0=-
within a veek

0.I.CC upwards 0.I.CC upwvards
monthly

A1l participsnts

0.I.CC upwvards Monthly Memo

~do- -do=-

Standardised
format

\>



Coerrected Cepy

ACTION PLAN/FOLLOW-UP: COMMUNICATIONS INFORMATION

Instructions: In order to translate the group's recommendations and

‘agreements into reality, a plan of action must be followed. Each action

Plan will be carried out under the oversight of an "Action plan task

force" the task force will be responsible to the appropriate board

administration (e.g. AGM for 0&M, or other). Individuals on the task-

force or outside of the task force may be enlisted (assigned specific

tasks).

1.

2.

Problem Area: Cessunicatiens - Infermatien

Recommendations Summary and Agreements
A. Investigations

B-. Designs

C.

etc.

Responsible Board 0Official D.E.F. Jayasuriya, DGM (sr.)
Name & Title

Task Force Members: & P.Chandraratne, AGM Designs

Task Force Chair

D.N,J. Ferdinande

Secretary

S.J.P. Wijegunawardena
Member

Member

C.J.A. Stembo

Member
L.M.N, Jayasinghe

Next Scheduled Task Force Meeting Date: 16, June 11983




Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

wWhat is to
Be Done

Who is to
Do It

B8y When will
It Be Done?

Generate infermatien in

respect of seurce yield ,
vater quality, seil cemditi
pepulatiem industries,

cal data.

Design Criteria
-Statistics
-Calculatiens

Werking Drawings

Ba3ic Data

institutiens, ether statisti-

v




ACTION PLAN/FOLLOW-UP:

Instructions: In order to translate the group's recommendations and

‘agreements into reality, a plan of action must be followed. Each actiosn
Plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board -
administration (e.g. AGM for OsM, or other). Individuals on the task-
force or outside of the task force may be enlisted (assigned specific

tasks).

1. Problem Area: Cemmunications-Infermation

2, Recommendations Summary and Agreements

A. Vater Quality E. Revenue Generated
B. Preductien cest F. VWaiar quantity preduced
¢. Reapemse te treatment G. Property Acquired

g)t.c Equipment Histery Sheets

3. Responsible Board Official Mr. V. Parameswarsn - A.GoHo(O&H)

Name & Title

4. Task Force Members: P, Dharmapalan

Task Force Chair

W.A, Karunaratne

Secretary

Jeo Sivabalasunderam

Member

H.D.R.A, Pathiramo
Member

N.E.M.S. Gunasekera

Memb
L.H. No J&ya:m;ﬁ’

5. Next Sch.duled Task Foice Meeting Date: 16th Jume R983.
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Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

What is to
Be Done

Who is to
Do It

By When will
It Be Done?

Gemerate infermatien

requirements in respect ef
Wate® quality
Preductien cest
Respense to Treatment

Equipmeat Histery
Sheets

Revenue Generated

Water Quantity
preduced

Prepeerty acquired.




ACTION PLAN/FOLLOW-UP:

Instructions: In order to translate the group's recommendations and

‘agreem:ats into veality, a plan of action must be followed. Each action
plan will i= carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the task force may be enlisted (assigned specific

tasks).

1. Problem Area: Cemmunicatiens Ihfmstiu

2. Recommendations Summary and Agreements

A. Estadblishment

B. Persemnel recerds
C.

etc.

3. Responsible Board Official Mr.E,B, Tennekeem D.G.M,(A)

Name & Title

4. Task Force Members: Mr.P.Abhayageenavardhens

Task Force Chair

Mr,P.Weeratvnge

Secretary

Hro A.H. de Alvwis
Member

Mr. Opatha

Member

Mr. M.I.M. Kiyabdeen
Member
Lono BoJmamo

5. Next Scheduled Task Force Meeting Date: 16th June, F983










Action Plan: For each agreed upon Reccmmendation List the specific actions

which must be done to implement the Recommendation.

what is to
Be Done

wWho is to
Do It

By When will
It Be Done?

Generate imfermatien

Tequired im respect ef

nedificatiens of design.
Stages of cempletiem
Capital Cests.




ACTION PLAN/FOLLOW-UP:

Instructions: In order to translate the group's recommendations and

"agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the task force may be enlisted (assigned specific

tasks).

1. Problem Area: Cemmunication Infermatien

2. Recommendations Summary and Agreements

A. Agenda for Beard Meetings E, Activities in ether Regiens
‘ o . . and Branches
n
B. Decisiens at F. Infermatien frem the field
C. Beard Plans G. Impact of Training
D, Fellew up actien
etc.

3. Responsible Board Official_ Mr. D.E.F. Jayasuriya - D,G,M.(Sr.)

Name & Title

’

4. Task Force Members: Cyril J, Gunatillake

Task Force Chair

Sunil de Silva

Secretary

Mr. Yeganathan
Member

S.K.d, Perera
Member

Kono Po Silva
L‘M‘N. Jq&%ﬁ%
5. Next Scheduled Task Force Meeting Date: 16th June, 1983,




Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

What is to
Be Done

who is to
Do It

By When will
It Be Done?

B_ Agenda fer Beard Meet
Decisiens at Board "
Besard Plans
Follew-up actien
Activities in ether
regiens and branchea.

Infermatien {rem the
field
Impact of trainming.

Infermatien teo be dispatch




REORGANIZATIONAL ISSUES

o Problem Statement

o Work Group Recommendations

0 Plenary Session Modifications
o Action Plan FoJ:low-up
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Problem Statement

Reorganizational Issues

The recent separation of the 0&M functions from the const.uction function was

carried out so that the Board could provide more efficient and effective service

to their consumers.

Regional and central office staff feel that this organizational

change was a constructive one, but that improvement could be made in several

areas.

Task:

After full discussion of the above, complete the matrix (see samples) with

your recommendations for more efficiency carrying out of OsM functions.

EXAMPLE
Actvity to be carried out Person Responsible for Persons Responsible for
activity implementing activity
l. Allocation of clerical RM (OeM) Clerical Staff
position in regional
office
2. Allocation of transport RM (Const.) Drivers
to regional staff
3. Attend meeting with RM (Const.) RM (Const)
local authorities on
distribution system
extension
-67-



WORK GROUP RECORDING SHEET

Problem: Reorganizational Issues

Group Members: S. Ariyadasa
D.N.S. Ferdinande
S.H,P.G. Karunaratne
W.A, Karunaratne

S.K.H., Porera
A, 3egarajasinghan

Recommendations

Activity to be Person Responsible Persons Responsible
Carried Out for Activity for Implementing Activit
1.  POLICY

l.1. OXM ef new echeme - Censtructien branch te

be respensible during
trial initial eperatien

1.2.L.A Schemes .Advisery . ~M(0&M) . & Autherity.
l.3.Revenue cellectien

- Metering Beard/Ministry AGM (0&M)

- Bille net paid GM AGM (0&M)
1.4 Wells - 8 handpumps M (0M) advising

- (0sM) Lecal Gevernment v "
: = Oenstruction | "«dow . M (o)

1.5 Imprevemeat & M (0xM) M (0&M) upte Ra, 1 millien

extentién . M (C) mere thama "
2. ORGANIZATION DGM (Sr.) AGM (0&M)
3. STAFFING
3.1. Represemntaier in M (0xM) ~cepy ef the menthly(Censt

©  regien pregress repsrt te M(O&M)

3.2. Staffing pattern D61 (Sr)
at schemes and pesting )
3.3 Reg. Acct. C M (o) admidistratively

-68-

AGM (0&M)

3e4eSterekeeper and steres |Sepirate fer censtructiem T(O&H)



Activity to be
Carried Cut

Person Responsible
for Activity

Persons Responsible
for Implementing Activit;

.«

4.

5.

INFRASTRUCTURE

4.1 Office accommodation

4.2 Separation of staff

betheen construction
and O&M

4.3 Quarters at schemes
for essential staff
and for M (0&M)
Note: Existing quartq

4.4 Setting up repair
workshop.and lab

TRANSPORT -

- Picki
for gupplies (0&M) lorries under

AGM {

IGM (Sr)
DM (Sr)

IGM (Sr)

rsshould go to oM
IGM (Sr) & AGM (o&M)

Separate for construction and O&M.

p and jeep (mini) for O&M

0&M) Supplies branch.

M (oxM):

AGM (0&M)
AGM (C)

M (osM)

M (0&1&)

\’I/



PLENARY SESSION AGREEMENTS & MODIFICATION

REORGANIZATIONAL ISSUES

1. Policy

2.

3.

O&M of New Schemes

Handing over procedure should include check list on condition on
a handing over synopsis of all equipment and civil workse.

DM Sr to determine final operation period based on complexity

of schemes.

L. Authority Schemes
Construction branch to handover directly to L. Authority schemes
that will be operated by them.

Improvements and Extensions.
M (0&M) responsibility to be limited to Rs. 100,000/=.

Organization

Implement the regional orgenization on O&M in all regions.

Staffing

Representation at meetings.

Meetings concerning construction directly to be attended by
Construction Branch.

Regional Accountant.

For reason of economy one regional accountant should be responsible
for both O&M and construction. M (O&M) will be the supervisor of
the reg. accountant administratively. Similarly accounts clerks
will be administratively responsible to either M (0&M) or

M (Const) but will obtain technical direction of Reg. Acct.
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CORRECTED COZY

REQRGANISATION ISSUES

ACTION PLAN/FOLLOW-UP:

Instructions: In order to translate the group's recommendations and

"agreements into reality, a plan of action must be followed. Each action
plan will be carried out undar the oversight of an "Action plan tasx
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for 0&M, or other). 1Individuals on the task-
force or outside of the task force may be enlisted (assigned specific
tasks).

R i i 1 es
1. Problem Area: eorganization Issu

2. Recommendations Summary and Agreements

See Attached

etc.

‘

3. Responsible Board Official General Manager

Name & Title

4. Task Force Members: DGM Sr.

Task Force Chair
AGM (0&M)

Secretary

CE (0) - Dharmapala

Member
Per. Officer - Weeratunge

Member
M (0&M) - Gunasebaru

Member

) 30.6.1983
S. Next Scheduled Task Force Meeting Date:
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2

Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

what is to who is to By When will
Be Done Do It It Be Done?
1. Policy
1-1. Handing over procedure G.M.
for new schemes 3hould include '
checklist on equipment and
i civil works.
1-2 Handing over to lcoal :
authority to be done directly G.M.
by Construction Branch : .
1-3 Revenue collection Board/Ministry
- Billing (Metering) As soon as possible
- Bills not paid G.M.
1-4 Well and Handpumps G.M.
- Construction
M(0&M) Advisory
- O&Iz G.M.
- M (0&M) Advisory
1-5 Improvement and extenfion G.M,

upto Rs.100,000-M(0&M)
above Rs.100,00-AGM(C)

2, Orgsnization

Implementation of the
approved regional organization

3. Staffing

3~1 Representation at regional
meetings.

- Construction by M(C)
- All others by M(0&M)
M(0&M) to liase with construct
ion and designs.

R

3-2 Staffing pattern at schemeg
and posting of staff v be
prepared by D.G.M. (Sr).

3-3 Regional accountant for
reason of economy on regional
accountant should be respon-
sible for both O&M and
construction. M(0&M) will be
the supervisor of reg. acct.
administratively. Similarly
accounts clerks will be
administratively responsible

to either M(0&M) o¢ M(C) but

DGM (Sr.)/G.M.

. G.M,

C.M.
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Action Plan: For each agreed upon Recommendation List the

which must be done to implement the Recommendation.

specific actions

what is to who is to by When will
Be Done Do It It Be Done?
3-4 Storekeeper/stores G.M
separate for O&M and constructk T
ion
la. Infrastructure G.M.,
‘4-1 Office accommodation G.M.
4-2 Separation of stuff betweep G.M.
construction and O&M.
4-3 Quarters at schemes for G.M.
esgential service staff and
for M(0&M).
4-4 Setting up repair workshop G.M.

l
|

and lab.
Notes:

1. Existing quarters to be
allocated to O&M.

2. O&M should have permanent
office building.

3. Repair workshops and labs
.0 be built as soon as possibl

5. Transport

Separate for O&M and construct
ion. Pickup and jeep
(minimum) for O&M

Note:

For supplies to O&M, the suppl
branch to arrange for transpor
either through Board lorries
or private lorries.

1

jes
<

G.M./D.G.M.(Sr.)

G.M.
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MAINTENANCE MANAGEMENT SYSTEMS

o Problem Statement

o Work Group Recommendations

o Plenary Sessicn Modifications
o Action Plan Follow-up
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Problem Statement

Maintenance Management Systems

If the Board is to provide efficient and effective service to its public

it must maintain its equipment in good working order. Not only must

equipment which is usai frequently be kept in good order, but stand=-bys

must be ready to use. The preventive and breakdown maintenance programs

of the Board are in need of improvement.

Task: After full discussion of the above make a list of recommendations for

the improvement of preventive and breakdown maintenance.

SAMPLE

RECOMMENDATIONS

1.

Each piece of equipment sent from a scheme to a regional or the

central workshop should have a copy of the attached worksheet sent

'ith the equipment. (See attachment 1).

The following job aids should be developed for the pump operator:

(o}

(o]

Lubrication schedule for each type of pump
Checklist for weekly, monthly and annual preventive maintenance

procedures to carry out
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MCRY GRCUP RECORDING SHEET

Problem: Malntenance Manajement System

Group Mechters: P, Dharmebalan

S, Yogunathan

3. Semaravickranpa

S, De Silva

S.K. Wijetunge

Recoomeandations:

The attashes ferss, descriding in eutlime a preperal fer a

mistenance managensnt systea in respect of breakiewa, preventive and
_r'utuu»lnint-uuun is oubmitted fer appreval by the Beard.
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MAINTENANCE MANAGEMENT INFORMATION FLOW-DIAGRAM

PUME/PLANT OPERATOR
Maintain EM Ferme

Housekeeping
M

BM NOTIFPICATION FORM

P Y
Retein R.M. Ferms

5:1 NOTIPICATION FPORM

SECT

W/Shep

e
lﬁmn
r--{le Rotain cepies ef
' EM, PX Ferme?
2. Perfern BM, PM INFO.(Type & freq.
] , of'breakdewvns)
: 44 B ferms(as werk
cempleted
' 2)pa Perms(Menthiy)
: 3{Menthly Reperta C.E. (M)
| [Geauest speres, 1.Maintain B Batery
I 4] Reconmend ¥/a File(Cent.equip.data,
. Repairs B/Netif.Ferms,EM feras
pei?, Maintain EM Summary file
! 3, " " Far chart
! 4. " BM Freq.chart
: AM, (M) Infe. |5.Meniter/Expedita /s Repairs
1 1. Retatn copies of e T 6. Moni ter/Expedite purchase
B/Nutif.forns ef spares/supplies thru'
BY feras oquix'a. tral effichw,
data in ntee. 1.IM, PM Feras
hilt.l'y file, 2+Tect.. Infe
X 2.Retain PM forms reqd.by regien
- 3.Maintain BM Suseary catalegs, )
file,EM Bar Charts Manuals ete.
4.Supervise Majer BM
eperctiene in regieam
S«Purchase lpcru,oq?ip.)
o fppneed a8 autherized by M{O&M
B Ferms 6.Appreve Repairs fer W/
=17 Maintain BN frequency Jh
l
) lﬁ:thly Repert (“iive
' ‘detdils,Quantities,
N Specs, price ef items) B.M.SUMMARY FORMS
' P
) ‘ .
N.B

—t

1.0GM (Sr.) wust cemmunicate
with 0&M Units(Reg.& Central)
Thre AQM(0&M

2,AGM(0&M) must cemmunicate with
Regienal O&M Unit
" Threugh M(0aM)

3eDirect cemmunicatien betwsen
AM(M) and C.E(M) en
Technical(Nen-Adwinistrative)
Matters,


http:Le11s.pl

(1)

B.M. NOTIFICATION FORM

This form to be completed by OIC and sent to AM (M) and C.E. (M)

whenever a breakdown occurs. 0.I1.C. retéina copy

1.

Name of Scheme
Name of Region
Date of Breakdown

Equipment in need of repair an 1/D number (each item of equipment

to be entered on separate sheet)
Details of nature of breakdown

Name, signature of OIC and date
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( 2)

XZKTCOWN MYCE RECORD FORM

This form to be completed by foreman and submitted to AM (M)

" DATE

NAMES & DESIGN~
ATIONS OF STAFF ON
Joz_

TIME

i

START

FINISH

DETAILS OF WORK

FOREMAN REMARKS

REMAﬁKs - AM (M)

LIST

LIST

CF REPAIRS| UTILIZED AND COSTS
OF OTHER CPSTS (SERVICES etc.)

TCTAL COST OF SPARES, OTHER MATERIA

[S AND SER}

[ICES




3

Month and Year
Region

¢ 3)

TM SUMMARY FORM

This form to be completed by AM (M) and sent to M (0&M)

WATER SUPPLY
SCHEME IN ALPHAB
ETICAL ORDER

1/D NO. OF EQUIP.

REPAIR COMMEYXCE
DATE

IF REPAIR

COMPLETED THIS
MONTH

IF NO, ESTIMATED
COMPLETION DATE

REMARKS AM (M) & DATE




Monthly

3
Monthly

6
Monthly

Annually

Every

ru

2,
3.
4.
5e
6e
7.
8.

| 9.

-y

10,
1.
12.

13,
boas

14.
15.
16.

17.
S
8.

19.
20,
21,
22.

23.

24,

.

25.

2 years 26.

When
required

Monthly

27.

28.

3 29,
Monthly | 30,

6 Monthly
Annually

31.
32.

3 Monthly 33,

PREVENTIVE MAINTENANCE OPERATION NUMBERS

CENTRIFUGAL PUMPS AND MOTORS

Volts (red, yellow and blue phases)

Current (" " " " " )

Megger ( red, yellow,blue)

Flow at design head

Speed (r.p.m.)

Bearing temperatures

Noise, vibration

Check/adjust gland leakage

Free rotation of pump shaft

Grease bearings

Check motor brushes (length, free movement, spring tension)
Clean area round brushes

Clean slip rings

Change bearing lube oil

Shaft alignment

Wear of coupling pins/bushes

Clean electrical contacts in motor control panel

Clean and grease stuffing box housing, gland and bush
Inspect shaft/sleeve for wear

Replace gland packing

Clean, grease pump threaded openings

Clean, grease petcocks on pump flushing lines

Check vert play on pump sleeve bearings

Check tightness of electrical connections (motor and control panel)
Clean and refill bearing housings with grease
Dismantle and clean motor

Dismantle pump and check pump case, impeller, wear rings for wear
cavitation, etc.

- CHLORINATORS (VACUUM)

Clean water strainer

Clean chlorine filter

Clean meter tube and float

Clean inﬁector nozzle and throat, clean non return valve
Clean regulator valve, control valve, restrictor valve,
vacuum ;elief valve, restrictor valve, pressure relief valve

RECIPROCATING PUMPS (CHEMICAL FEED)

Grease main shaft bearings
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3 Monthly 34. Check shear pin and grease shearing surfacer
6 -35. Check ball valve

Monthly !36, Change oil and clean magnetic drain plug

[37. Check plunger '

Annually |38, Clean deposits and scaling

2.9‘ Check babbit for wear

Monthly 40, Clean suction strainer

Annually 41, Check operation of relief valve
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1.

2.

3

PLENARY SESSION AGREEMENTS & MODIFICATIONS
MAINTENANCE MANAGEMENT SYSTEMS

Forms may have to be modified for special situations like

Colombo region.

Clarify list duties to OICC - In regard to minor repairs.

A direct communication system from site to Head quarters will

be implemented in respect of emergency breakdowns.

BAR CHART to include while the repairs are being effected
Site/Workshop as well,
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CORRECTED COPY

ACTION PLAN/FOLLOW-UP: MANAGEMENT MAINTENANCE SYSTEMS

Instructions: In order to translate the group's recommencdations cnid

‘agreements into reality, a plan of action must be followed. Each ection
plan will be carried out under the oversight of an "Action plan tasx
force" th; task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the tesk-
force or outside of the task force ma be enlisted (assignecd specif:c
tasks).

1. Problem Area: Maintenance Management Systems

2. Recommendations Summary and Agreements

As per work group recording sheets

w
.
L W R

etc.

i - - * M
3. Responsible Board Official Asst. General Manager (O&M)

Name §& Title

4. Task Force Members: A) Mr. Pathirana CE (M)

Task Force Chair

Mr. Karunarathne ME (M)

Secretary

Mr. S.K. Wijethunga

Member

Mr, sunil de Silva
Member

Mr. Tilakumara

Member
Mr. Skanda de Saram (Advisor)
S. Next Scheduled Task Force Meeting Date: 15th June 1983
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ACTION PLAN/FOLLOW-UP: MANAGEMENT MAINTENANCE SYSTEMS

Instructions: In order to translate the group's recommencations &nd

‘agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan tasx
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the t:'k force may be enlisted (assigned specific
tasks).

1. Problem Area: Maintenance Management Systems

2. Recommendations Summary and Agreements
A.
B. ]
As per workshop recording sheets

c.

N Nt Nt St St

etc.

3. Responsible Board Official DGM (Sr)

Name & Title

4. Task Force Members: B) Mr. V. Parameswaran AGM (O&M)

Task Force Chair

Mr. P. Dharmablan CECO/S

Secretary

Mr. Sunil de Silva ME

Member

Mr. S.U. Wijathunga ME
Member

Miss Thambirijah EE
Member

5. Next Scheduled Task Force Meeting Date: 15th June 1983

1



Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

What is to Who is to By When will
Be Done Do It It Be Done?
l. Forms to be studyed and

modified to -uit to
different places.

a) General Format

b) Actual Forms

Flow diagram to be
examined and modified to
suit conditions of
different sections

R/M set up has to be
developed and should be
implemented.

The role and the

importance of the workshop

in the maintenance
management system anda
suggest improvements to
improve the maintenance
management system

effectively.

CL (M) and ME (M)

Task force A

Task force A

Task force B
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SUPPLIES AND SPARES LOGISTICS

o Problem Statement

o Work Group Recommendations

o Plenary Session Modifications
o Action Plan Follow-up

-87-



Problem Statement

Supplies and S»nares Logistics

The ability of the Board to provide effective and efficient service,so the
public has an ample quantity and a safe quality of water is in part
dependent on adequate supplies and spares to keep equipment operating
and chemicals for treatment. Recent experience in the Board indicates
that some changes might be in order to improve the flow of supplies,
chemicals an‘ spares to the point of need.
Task: After full discussion of the above, make recommendations for supplies
and spares logistics.
SAMPLE

RECOMMENDATIONS
l. When stores returns a partially filled order, they should indicate

the status of unfilled items (e.g. when it will be sent; out of

stock, don't know when available, etc.).
2. The following list of minimum inventory should be maintained at:

© Schenme
o Regional Office stores

o Central stores
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WORK GROUP RECORDING SHEET

Problem: Supplies and spares logistics

Group Members: N ,E,M.S. Gunasekera

H.I, Kariyavasam

V. Paramesvaram

H.D.R. A, Pathirana

K, X.P, Silva

W, Tilakumara

Recommendations:
1, C.B. (Supplies) te summen meeting of all M(0&M) amd decide em.items:
= te be supplied by the main steres.
= te be purchased lecally by M(04&M) (mecessary autherity te be
deleguted to MM(QMM),

2. Mamager (04) sheuld prepare MDNN very clearly amd im detail with
necessary specificatiens, MDNN sheuld alse give altermative vherever
pessible,

3. MDNN vhich are mev im use net suited and meed revisien,

4. An MDX placed (M(0&M) te C'B- (supplies) sheuld net lapse after
part supply. The MDN sheuld be effective umtil full supply is made.
This will net enly aveid duplicatien but alse save time and statienery.

. When part delivery ea an MDN is made CE(S) sheuld imdicate status ef
balance itesis with the first imstalmeat ef supply ("status” means vhen
balance items ceuld be supplied exr if net whether it céuld be purchased
lecally by M(O&M)).

S¢ The cest price ef each item te be markes. em the M,T.N.

6. M(0&M) te semd back GRNN is far as pessidle by the same vehicle
delivering the materiak er at the earliest eppertunity net exceeding
ene vcek frem the date of delivery ef such materials.
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Te

9.
10,

11,

12,

13.

14.

15.

Ammual roqui;.;unt of fast meviag items such as chemicak, reagent,
water meters, meter repair kits, pipe fittings, lubricants, gland
packing, bur:_lng- te be studied and stecked as given belev.

Minimum safe lcvel of items fer each site, te be stered ars as
(a) Alum - 6 menths' requirement

(b) Lime -3 = " .

(¢) Perric Chleride 1 meath's requiremeat

(4) Chlerime 1 menth!s requiremert

(e) Bleaching pewder 3 menths’

(f) Lubricants 1 menth!srequirement

(£) Watex meters and accesseries 12 menths requirement

4GM (0M) te have a separate umit fer memitering supplies.

3
C.B(S) te have/steres efficers in charge ef 3 ranges te attend
te the 8 regienal supplies requirements.

CE(S) to epem up well secured 8 bays fer 8 regiens fer temperary sterage
of iteas avaiting despatch until a full vehicle lead ef itoms iz cellected.
This aveids intermixing ef items neant fer different regiens and
unecenemical frequemt transpert.

M(O%M) te have sufficient steck ef essential items such as belt, nuts
and belts, spark plug, gland paeking, bearimgs, injectiems etc. This
will preveat M(OAM) rumming fer these items when a breakdewn eccurs.

Equipment such as pertable generaters,steraze pump, sheet piles pipes
and fittings etc sheuld be kept il majer schemes in the regien and made
available te ether schemes as and vhen required. Lists ef such items
and lecations as te where they are available sheuld be circulauted ament
AGM (0sM), MM(ORM) and C.I.CC, :

All vehicles pessing sites en the returm journey te Cemtral Office te
be instructad te transpert empty chlerine cylinders. Details ef such
empties and lecatiems te be previded by M(OxM),

When a new scheme is take: ever arrangements sheuld be made te have at
least 2 years requirement of spares. Necessary previsions sheuld be
made in the temdervith regard te this.
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7 & 8.

10.

15.

PLENARY SESSION AGREEMENTS AND MODIFICATIONS

SUPPLIES AND SPARE LOGISTICS

Add. the following sentance
MDN to have space to indicate as to what purpose the item is

required.

Add the following sentance
C.E(S) to inform M (C&M) on receiving MDN-the details of those
items which cannot be supplied by the time specified in the MIN.,

Add the following to 8.
It is the responsibility of C.E (S) to have the above items in

ample quantities and supply as and when required by sites.

Delete it as it is not necessary if 9 is accepted.and taken action

accordingly.

Add the following sentance
These spares should not be used by the contractor during his

maintenance period.



cerrected cepy

SUPPLIES AND SPARES LOGISTICS

ACTION PLAN/FOLLOW-UP:

Instructions:

In order to translate the group's recommenaations and

"agreements into reality, a plan of action must be followed. Each action

plan will be carried out under the oversight of an "Action plan task

force" the task force will be responsible to the appropriate board

administration (e.g. AGM for O&M, or other). Individuals on the task-

force or outside of the task force may be enlisted (assigned specific

. 5.,

Supplies and Spares Logistics

General Manager, Mr. T.B. Madugalle

Name & Title

Mr. D.E.F. Jayasuriya, DGM(S)

Task Force Chair

Mr. J.D.H. Silva, CE(S)

Secretarv

ho 'E.D.B.Ao P‘mm

Member

Mr.N,E.M.S. Gunasekera,M(0&M) Galle

Member

Mr. M. Karunaratne, Mech.Engineer

Momber

June 25, 1983

casks).

- 1. Problem Area:

2. Recommendations Summary and Agreements
A. 1 to 15.
B.
C.
etc.

.3. Responsible Board Official

4. Task Force Members:
Next Schecduled Task Force Meeting Date:




Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recommendation.

What is to Who is to By When will
Be Done Do It It Be Done?

1. Summon meeting of CE(S) CE (S) Within 1 month

and MM (0&M) convene meeting

and decide on items to be

purchased by (1) CE(S) and by

(2) MM (0&M).

2. MDNN to be clear and with 0ICC and With effect from 1lst
proper specs. and also alter- MM (0&M) July 1983.

natives if any.

3. New MDN format to be
designed, printed and supplied
to site.

4, MDNN to be effective until
full supply is complete. M(0&M)
to be informed of items which
cannot be supplied by specif-
ied time.

5. Cost price of items to be
given on MDN.

6. Prompt return of GRNN
7&8. CE(S) to have ample stockp
of fast moving items.

9. AGM(0&M) to have unit for
monitoring supplies.

10. CE(S) to open up 8 separatg
baYs® for temporary storage
of materials one bay per
region.

12. M(0&M) to have sufficient
stocks of spares.

13. Material and equipment for
urgent repairs to be at major
sites and listed.

14. Collection of emoty Clj
|cylinders by Bee®d vehiocles,
vehicles. .

15. Spares for 2 years to be
included in tender.
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M(0&M) to give
format to CE(S)

CE(S)

CE(S)
M(0&M)

CE(S)

AGM(0&M)

CE(S)

M(0&M) /AM(08&M)

M(0&M) /AM(0&M)

DGM(P) /T.0/CE(S)
M(08&M) /0ICC

AGM(D) /AGM(0&M)
AM(0&M)

VWith effect .| 'em 1st
July, 1983

With effect frea 1st
July 1983

1st

1st

1st

1st

~do-

September 1983

August 1983
_do-

July 1983

September 1983

%



COMMUNITY RELATIONS AND PARTICIPATION

¢ Problem Statement

o Work Group Recommendations

o Plenary Session Modifications
o Action Plan Follow-up

-94-



Problem Statement

Community Relations and Participation

Since the major purpose of the Board is to supply its consumers with an
adequate supply of potable water if behoves the Board to be concerned about
the image it creates. Also it is important that the community be involved

in the decisions made about their water supply since they are the ones paying
for the water service. As the Board expands it's service into the handpump
area, it will have much greater needs for its employees to have community

participation skills.

Task: After full discussion of the above, develop a list of activities that
Board employees will be involved with in community relations and participation.
Indicate the level of worker who will be involved.

SAMPLE

Activity Lever of Worker

l. Train village caretake of
handpump
2. Collect fees from villagers for OsM

of handpumps




WORKSHOP RECORDING SHEET

Problem:

Group Members:

D.E.P. Jayasuriya

Jed, Kulatilaka

Community Relations and Participation

P, Abluayagoenavardhana

H. Sridharsn
B.S. Chimniah
Recamnmendations:
Activity Level of Worker
¥W.S & D.B Cemmuni ty
COMMUNITY PARTICIPATION
1. Selectiem of sites fer Hamd pumpe - Engineer/ Village
Geelegist - Organizations
Greund Water '
Sectien
W.S. Schemes/Stand Pests Manager - do -
2. Distridbutien Pattera-Rural ¥.38 0.I.C - de -
Us:ban W.S Manager(0&M)/OIC Lecal Autherity
Village Org.
3¢ Maintenance and Pretectiea 0.I.C Village
‘ Organizatiens
such as Gramedays
and Jala-Araksaks
Asseciatiens.
4. Maintenance of Hand Pumpe Area Hamd pump Village Velumtee:
Mechanic (Community Org.)
5. Repairs te Hand Pumpe - do - N.G,00
such as
Sarvedaya vhe
have cempeteat
staff,

)

|



Activity Level of Werker
H.¥.S & D.B Communi ty
6. Reduetiem of Waste at Stand pests 0.I.C Village
and minimizing pellutiem. Velunteers,
T+ Cellect fees fer Hanmd pump Maintenace Village
Oxganization
8. Residual Chlerime tests 0.I.C/Chemist Village Org,
Scheel Childrea
Teachers
Bey Seocuts
Girl Guides
COMMUNITY RRLATIONS
1. Estadblish Dialegue Manager/0.1.C Village
and credidility Pield Officédrs Organization
2, Health Bdueatien Head Office Health
Management Velunteers
Manager/0,1.C Seheel Children
Teachers
Religieus Leader:
Mass Media
Sueh as films
T.v. M’
Nevs papers
Pesters and
Leotures
3. Water Cemservatiea - do - -de -
4. Coest Cemscieusness - do = -de -

5. Benefit Avareness
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1.

2.

1.

PLENARY SESSION ACREEMENTS & MODIFICATION

COMMURITY PARTICIPATION ~ ACTION PLANS

Discussions with community essential in deciding wiere wells
should be sited.

Discussions will also take place with politicians in the region.

O&M of hand-pumps - US AID have developed a couxse for trainers
in this field. Erik Loken of US AID can be contacted for details.

COMMUNITY RELATIONS

Sarvodaya & Health Science Training Centre (Kalutara) have already
de veloped these aspects ard more info. could be obtained from them.
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CORRECTED COPY

Ac'riou PLAN/FOLLOW-UP: COMMUNITY RELATIONS AND PARTICIPATIOR

Instructions: In order to translate the group's recommendations and

agreements into reality, a plan of action must be followed. Each action
plan will be carried out under the oversight of an "Action plan task
force" the task force will be responsible to the appropriate board
administration (e.g. AGM for O&M, or other). Individuals on the task-
force or outside of the task force may be enlisted (assigned specific

tasks).

1. Problem Area: Cemmumity Relatiems amd Participatiem

2, Recommendations Summary and Agreements
A,
B.
cC.

etc.

3. Responsible Board Official D.E.F Jayasuriya, DGM Semier
Name & Title

4. Task Force Members: P, Abhaysage..iavardhema

Task Force Chair

R.,A. Hemry

Secretary

Mrs, J. Sivabalasunderam
Member

C.J. Stembe
Member

R.E.K,S. Gunasekera
P.Dharmabalan Member

w.‘. m m
S. Next Scheduled Task Force Meetzgg.gate: 16tk Jume 1983

Mr. Kamnadasa ( Tociologist)
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Action Plan: For each agreed upon Recommendation List the specific actions

which must be done to implement the Recon.izndation.

Wwhat is to who is to By When will

Be Done Do It It Be Done?
Desiga precedures fer By Sept 3Cth, 1983,
invelving cemmmity ix

| Selectien of sites fer
vells/handipumps
W.S.Schemes/standperts.
Decisiens ea respective
distridbutiea and rat
maintenance zad pretectiea
! maintenace of hand-pum
Repairs te Handpumps
Reductiea of vast at
standpests.
Minimising pellutien
Cellecting fees feor
hand pump maintenance
residual chlerine tests
establishing dialegue
and credibility

Health educatiear
Yater Cemservatien

Cest Cemsieusness
Benefit Avareness
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