
CHAPTER 5 

Fieldstaff 

5.1 Introduction 

The pcrforiancc of field staff is the one factor that can be singled out as the nost 
crucial to the success of aiiy rural development programme. No matter how well a 
programme is planned, if the field staffarc not well motivated the programme cannot 
succeed. Lack of motivation results in the inability to develop and to oi'crcile 
problems. Motivation is not just a qtstion of a decent salary. It is the result of a host 
of factors, including selection, training, leadership, responsibility, and coirads",.p. 

Undoubtedly one of the most striking features of the programme inMalawi is 'IC 
high performance of its field staff who, with relatively little training, assume 
enormous responsibility and enjoy the confidence and respect of the commniiities 
they serve. This chapter examines these issues in detail. The principal teaturcs are 
applicable o most rural development programmes anywhere in the world. 

5.2 Policy 

All government personnel have to fit somehow into the government's standard 
staffing structure. Generally, this structure is fairly rigid and it is not possible to 
change rules and regulations. Unf-ortunatcly, very often these rules are more geared 
to a formal, office-based, brcaucratic structure than they are to the needs of 
development. A development programme may need a large number of field 
workers who can be trainsed in a,short, specific training course, yet governimcnt 
regulations may stipulate all field workers must have a certain mininmm educational 
qualification and 2 further 2 years training; the result is that there are hardly any 
eligible people for the posts. Nearly all developing countries face this shortage of 
trained technicai li-anpowcr. While one of the solutions is obviously to train more 
people, another is to rationalize mllanpowcr policies so that necessary staff can be 
given shcrt, specific training in a particular programme and relatively largc nulbers 
of staff turned our. It is better to have larger numbers of less highly trained staff 
than a few highly trained people. because the most important tactor in sta-f 
performance in rural development is on-the-job experience gained under adequate 
supervision. 

In Malawi, staffing policy developed as a result of the needs of the programme. 
Initially, from 1968 to 1971', pro.Ccts were staffed by regular government workers 
transferred from other duties. As mentioned in Chapter 2, the lessons learnt from 
the Pilot Phase included the requirement for a closer level of field supervision, 
implying a rapid increase in the number of field technicians, and a morc specific and 
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appropriate level of training. The lowest level of regular government staff w're theComm1unity l)evelopnwrt Assistants who were used in tie Pilot Phase, but they
2\\,ere very few in number and had to undergo a -year academic training which wasinappropriate to the program me's needs. Some alternative clearly had to be found.Fortunately. the Ministry of Agriculture had tliced this problem before, and theGovernment had specifically created a category of staffwho were appointed only forthe duration of a project. Their salary and allowances were on the same scale aspermanent Civil Servants. Other countries nave tackled this problem in a similarway. It is only a temporary solution, as invariably the staff have no career structureor promotion prospects. Ibis temporary solution adoptedwas in Malawi, and alevel of staff called Project Assistant was created. Twenty Projects Assistants wererccruited for the two major "consolidation" projects in 1972. As the programmeexpanded, experienced Project Assistants were transferred to other projects and newstaff were recruited for the major projects. The major projects were used as atraining ground for the whole programme. The number of Project Assistantsrecruited were 20 (1972), 10 (1974), 20 (1976), 10 (1977), and 10 (1979). 

5.3 Selection Criteria for Field Technicians 

The selection criteria used in Malawi are applicable to most rural developmentprogrammes that need relativery large numbers of field staff" The term 'fieldtechnician' is used below, as this is a more generally applicable description than thetitle 'Project Assistant'. pt h 

Age 
Applicants should be at least 25 years old. Field technicians are expected tocorniri rca te with community leaders who are usually senior and respected citizens.A person iess than about 25 years of age is often regarded as a youth in manytraditional societies and wotuld not be able to gain the respect and confidence ofleaders or villagers. "'hIc upper age limit should be about -10 years. 

Education 

Great care moust be taken to choosc the right cducatiorIal level so that field staff are
capable ot being trailned to do thcjob, yet arc not Unlecessarilv highly educated. In
most devclopirng countries, few" peoplevery attend secondary sclhool; the vastmajority citier havc attCnded prinrary school or have had no sciooling at all. Thefew secondary school lcavcrs naturally considcr theinselves to have risen 'above'their fcllow villagers arid are of terH 
with 

mloalc to recoicile their education and aspirationsthe rural en viro iimciit. 'hcy tend to 'look down' on rural people asriedtrca tcd, back ward, and uncoo pcrati c. Ilhese people aspire to 'white-collar'jobs ill the town arid rcard a .job iin a riral arca as second-best. They are alsogenerally "allcrgic" to MnMutrl labour ,11I practical work.

It is Cssclltial that ficld tcClirmici;i, 
 arc scially cortipatiblC with rural coniriuiiities,and their techinical skills must bc practical raither than acad,,oic. It is. therefore,preferable to -ccruit staff withl prilar' s(1,0, e0u!rcatiR. There are exceptions when a 



Field staff 67 

secondary school leaver may make a first-class field worker, and may show
considerable potential I-or even tual prom otion to the Supervisor category, but these
CxceptiOns should only be iimade if the Gii didaitC is personally known to one of the 
selectors, or it he Ms outstaiidil and reliable rec(mmnidations. 

Staff members should be .1blc to speak, read, and write in the national language. 

Previous employment 

In general, preference should be givc . to applicants who have had some form of
satisfactory previous elliploynient, as S".uch people will be more able to bear the
considerable responsibility given to project field stalin Applicants displaying out
standing qualities, however, should be considered cven without previous employ
melilt. 

5.4 Recruitment Procedure 

Timing 

The recruitment and selection process shou!d he carried out in good time so that
successful candidates can be appointed at the beginning of the work season. From 
the time of advertising, at lea:;t I month should be allowed tor tile receipt of
application forms, a Furtner 2 weeks betore interviews take place, and the selection/
training course should begin at least 2 weeks after the interview. The intervals will 
be longer ill areas of poor commumicatioii. 

Applications 

Applications should be sought from the districts in which the programme is active. 
Vacancies should be advertised by notices displayed at the district level governmnt
offices, post oftices, offices of the traditional leaders, markets, bus stations, and any
other places w'ncrc villagers regularly meet. Application forms should also be made
available at these points, and applicaIts should trward the completed otrms to the 
programme office, giving basic iii formation iICltidillg age, education, a iid previouswork. These forms slhould then be sorted according to the criteria above and a 
reasonable number (six times the nmiber of vacancies) should be called flor 
interview. 

Interview 

The interview board should consist of the engineer ill charge of the programme ill 
that area, one experienced Supervisor, one retrescitative from ministry headquar
ters if possible, and one 'outsider', such as a district officer of another ministry. The 
interviews should be held in the district CLnlCernled. 

As candidates arrive at the place of'interview they may be given a simple written
intelligence tesr of the multiple-choice tvpC, lasting abouIt 3(0 miiutes. This test ieed 
not be used to grade candidates, but it may affect the dccision borderlimeon cases. 
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The purpose of the interview itself is to form an initial impression as to whether 
the candidate is the right material to proced to the second stage of the selection precess. 
In order to interview as many candidates as possible. each interview need last only 5 
minutes, including 1 minute for awarding marks. The candidate should be 
encouraged o talk about himself, his lfmily, and his previous work so that he is 
given an opportunity to portray his personality to the board. Appropriate personal 
qualities are considered to be most important, for experience has shoxn ihat the 
extrovert, spiart, and articulate candidate does not necessarily make a good field 
worker. The attitude of the candidate to rural life is particularly important. 

After the interview, the board should discuss the candidate briefly and each 
member :;hould give him a mark. This method relics heavily on the judgement and 
experience of the interview board, but it has worked well in Malawi. When all the 
interviews -re completed, the candidates should be placed in order of merit 
according to marks awarded, and the appropriate number (if possible, twice the 
number of vacancies) should then be called for the selcction/training course. 

5.5 Selection/Training Course 

Purpose of the course 

This is the most important stage of the selection procedure. Normally, government 
selection procedures finish with the interview, after which selected candidates are 
appointed and sent for training. However, experience has shown that, especially for 
this level of personnel, performance at an interview can be very misleading, and 
success in rural development depends so heavily on the quality of field staff that an 
interview alone is not sufficiently rigorous to eliminate unsuitable candidates. By 
contrast, a candidate's truc qualities can be revealed remarkably quickly during an 
intensive course. 

The purposes of this course call be sum marizecd as follows: first, to give all 
candidates the time and opportunity to display their true qualities; secondly, to give 
the selecting staff time and opportunity to get to know each candidate; thirdly, to 
teach the technical skills and organizational procedures required of field technicians; 
fourtily, to impart a spirit of motivation. 

Site of the course 

Field technicians livc and work in the rural areas, sometimes under difficult 
conditions and in temporary accommodation. It would be inappropriate and 
misleading, therefore, to run the course in 01lme of the formal government training 
institutions, which generally follow an urban-orieiited, academiic pattern; it is more 
realistic and appropriate for the course to take place in a rural a:,.a similar to where 
the work is to be carried out. A certain amount of privacy and isolation is 
nevertheless desirable to avoid the distractions ard constant scrutiny of village life. 

A caip-site or local institution in or near a project area is ideal for the purpose, as 
it has the additional advantage that the resources of the project are available for the 
beiefit of the course. 
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Duration and numbers 

rhe duratioi of the course should be as short as possible. The purpose of this course 
is to select the right candidates, not to impart all the traiiing necessary to carry out 
the job. The maini part oflh traimm, will take place on tliejob itself, during the first 
2 years of appoiiiti nt. Con rscs in Mala wi lasted from 2 to 3 weeks. This is the 
absolute miniI uniI time necessary for the selection of good candidatCs, and it is only 
possible bccaumse of the very close supervision amid highi level of oi-thc-Pb training 
that trainees receive in their first 2 years. In1 other progratomn . this may not be 
possible, and so a longer course will be necessary to impart a higher level of 
knowledge and skills, so that trail ecs can laln;lgC with less supervision. The 
maximum duration of such a course should be 6 weeks. 

The ideal number of candidates for a 2-week course is about 20. On the 
expectation that on ly half tihe candidates will be selected, it will be necessary to run 
more than one course ifthere are more thani l0 vacancies. This may be impractical if 
there is a large number of vacaicies and if it is necessary to run a longer course. In 
such cases, the absolute maximum is 410 candidates fbr a 6-week course. 

Training staff 

The course should be run by experienced programme staff. The best instructors are 
experienced Supervisors and field technicians as their experience is generally more 
relevant than that of the engineers, and they are usually able to convey theii 
experience in a more colourful way. Ideally there should be a iaximum or six or 
seven canddates per instructor. It is 1ot advisable to leave the training to staff of a 
training institution who have not had experience of the programme. As the 
programne develops and expands the training needs will become so great that it will 
be necessary to appoint a fl-timne Training Officcr v:ho may be an experienced 
engineer or, mo,e likely, aSupervisor. Continuity is important so that experience in 
conducting courscs is accumIulatcd. This Training Officer should also be responsible 
for in-service training courses, refresher courses, and on-the-job training. 

Description of the course 

The nature of:he course will vary from programme to programme. "'o give an idea 
of one type, the course in Malawi is described here. 

The candidates are divided into four groups for the duration of'the course, and are 
issued with name badges, and some stationery. They are given 2 days to elect a caip
leader who is responsible for domestic arrangemient s, including buying food at the 

local market. A local villager is employed as a cook. 
The daily programme is divided into three sessions (see Table 5.1). I)uring the 

morning sessions, from 6 a.ill. to () a. ni., each group progressively digs a length of 
trench, specially selected to give the candidates trainiig in the use of all tools at their 
disposal. The purpose of this session is also to make the point that field technicians 
are expected to join in physical labour, aind camnot supervise village labour unless 
they are prepared to tackle the problems themselves. In addition, the experience of 
working in a small group on i specific task, with an element of conipetition, helps to 
develop that team spirit which is a hallmark of the Malawi programme. )uring the 



Table 5.1 Timetable for programme selection course in Malawi, 1979 
(Arrival on Saturday preceding the beginning of course for preparation ofcamp site) 

WVeek I 
Nlond.iv 

.X ).N) 

Trnchc dig '.i 
')3O-12. (K 
Procedure for 

13. ()(-15.1N 

Reading maps and 
Evening 

Film 

Week 2 

Monday 

(,.IXi9.(KI 

Protection of 
9.3';-12.() 

Procedure for 
* 13.(K-15.) 

Organization and 
Evening 

Role 

Tueday 

AC* 

Trench 
AC 

A(: pipes 

ziggingLa%iug AC 
pipes 

marking 

Aerial photo-
graphs organiza-
tion 

Tuesday 

pipelines 

Preparing tap 
sites 

PVC 

Forming PVC 
heads 

conmittees 

Gully crossings and 
checkdams 

games 

Wedcisdav 

Thursday 

Friday 

Saturday 

Tretnch digging 
AC 

Trench digging 
PVC 

Ti ends 

Removal of 
obstacles 

Lavimg AC 
pipes 

Visit to Plha-
Ionlobe and 
Sombani pro-
jects 

Laying AC 
pipes 

Stores 

Cast-iron fittings 

Visit 

Cast-iron fittings 

Football 

Role games 

Role gatnes 

Wednesday 

Thursday 

Friday 

Saturday 

Preparing tap 
sites 

Preparing tap 
sites 

Tests 

Departure 

Stcel pipes 

Visit to 
Mulanje West 
and Namitam
bo projects 

Tests 

Tanks 

Visit 

Tests 

* AC = asbestos cement 

,-u_ 
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second week each group practes the laying of asbestos cemcuit pipes in their trench 
until the procedure is perf'ct.

The middle session, from 9.3(1 a.nI . to 12 iiooii, is used for practical instruction inall aspects of hamidling and coimecting asbestos cement, IPV, alnd steel pipes andfittings. Later in the secoid wcck Iie canedilates aire taulght how to c, istruct a
standpipe 11rom1, and a co pet ition is held at the enId of the course to discover the 
group with the best apron.

The afiernioi session, tfroI I p. i. to 3 p.m., is the "classroom" period,
lessons in pr( jet and coin in t1i itv organization, 

tior 
stores, rcadin aerial plotographs,

writing work programmes, reports, Study visits areetc. also iiiade to current and 
completed projects.

For each lesson .r practical session, the candidates are given a lesso i plan fur their own record SO that thc .Jo nor, necd to make their own notes. i)ncomplctiom ofthe 
course these l-sson plans constitute the Fiel! Ilandbook (see 'able -4.2) which they
keep for the rest of their service.
 

At the end of the course cMdidLtCs undergo practical tests 
which are marked bythe in.structors. These marks, and the overall performance of calididatcs, arediscussed by all instructors, and candidates that considered to have reached theare 

standard reqired arc selected. Sub-staidard candidatCs are not selected, cvCn 
 ifthis,means leaving vacancies untilled. Successful candidates are appointed within 2 
weeks of completing the course. 

5.6 On-the-job Training 

Training period 
Any training course, however long and thorough, can never be more thai initial
training. It is a common tfllacy that all that is necessary to produce the requiredmanpower is o conduct Cnough training courses. In reality, a person who has beentrained in this way probably on lv has about one-quaiter of the training he needs.

The poor per'ormimce of soic prograimmes is due partially to the assuLptionI that

staff'who hav, 
mdergone a traiinig course are fully coinpeteii t, and can thcrcforc be 
sent off to a pro.ect oii their own.
 

1L 
 is essenial tlicetbre -hat field techiIIia~l!s undergo a further period of on-the
job traiiing under close .-upervisioii before they are considered comipetent to workwith less supcrvision. Dlurimg this period they die\'eup the technical :;kills learut on
the course, and the social skills it'hicl c,11 only ' larIby 1) cYT ri)nce. lhey should
work alongside more experienced colleagues, aind should be given specific attentioi
and support by their Supervisors. ICgular staff meetings play an l portani part in 
the training process.

In Malawi this training period lasted 2 years, after which, if their performance wassatisfactory, the field technicians' appointnts confirmed.were 

Annual refresher/upgrading course 
In addition to tm-the-job training, field technicians should be given the opportun
ity to update dheir skills, discuss their problems, share their experiences with their 
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colleagues and Supervisors, and learn new skills. An annual course should therefore 
be held in a slack work period. This course is also a social occasion that plays a 
valuable role in the maintenance of team spirit and motivation. It is particularly
valuable for those more experienced field technicians working on smaller projects in 
relative isolation from their colleagues. Compared with those tnder close supervi
sion, they may not be so aware of new procedures, new ideas, and new skills that are 
always devcloping on any programme. 

The course also functions as an upgrading course. All staff should be required to 
take a test before moving up to a higher grade. The course will therefore have 
periods of formal instruction as well as periods of informal discussion. 

5.7 Field Technicians' Career Structure 

One of the most important factors affecting motivation and morale in any
organization is a career structure with reasonable prospect, of advancement. This is 
common knowledge, yet it is a fact that in some developing countries many
goverument-emplovcd staff have no promotion prospects at all. but are expected to 
stay at the same level for the whole of their career, with periodic sala-N increments. 
This is particularly true of' relatively jtnior stafY and field extension workers. 

It is not easy for a progranime or ministry to change government's long
established persoinel regulations., lowever, by careful study of the rules it may be 
possible to identify a stitable category of staf into which field technicians can tit 
reasonably well. 

In Malawi, the Project Assistants were originally eniploved on a tempoi.-iy basis,
being paid trom prolect funds rather than from tile govNL rncilt payroll. Unfortu
nately, because of government regulations, they could not be promcted to 
SupCrvi:;or unless they had at least 2 years of secondary education. -lardly any
Project Assistants had this qualification, so however competent and experienced 
they became, tile majority had no career p- -spects at all. This was not seen as a 
serious probleim ntil the time came to prcimote some of the better ones to 
Supervisor level. Itthis could not be done, the whole organizational structure would 
become ineaninglcss-expcricnced staft cannot stipervise less experinced staff 
unless they are senior to them. 

It was there'orc necessary to find an alternative system. It was decided that Project
Assistants should be reclassified as skilled workers, for which there existed a sVsten 
of grades accordilIg to experience and skill, regardless of educational qualification.
These ciiplovees could achieve a reasonable wage level compared with field 
workers on the permanent list. The Project Assistants were renamed Water Project 
Opeiators (W1_0) with the Ibllowing basic stru,cture:career 

(1)Selection after 2-week field training couise. 
(2) One to two years ;asungraded WP() trainee. 
(3) Two-week refresher/up'rading course and Grade III test. 
(4) One to two years !sWIlO (;rade I11. 
(5) Two-week refreshcr/upgrading course and Grade II test. 
(6) Two to three years :isWI'O (;rade II. 
(7) Two-week refreshcr/upgrading course and Grade I test. 
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(8) 	 Rest of service as WPO Grade I(Supervisor). 
(9) 	 Grade I WPOs with apjropriate educational qualifications (2 years 

secondary level) are eligible for selection fbr Foreiaiin's course. 

(10) 	 Foreman's course and TCst-succsstil candidates promoted to Foreman
 

(equivalent to fechmical Of-iicer in the permanent list).
 

as 

iost program ntes, because tils is usuallV the only way to avoid the requirement of 

having sonie secor idary ed ucation. It has been mentioned above that primary-level 

field technI iciarIs are generally preferable in rural prograini res because secondaly

level people tend to have higihe r aspirations and often no longer identify themselves 

with 	the rural people. 
1lowever, the classi ication does not do full justice to the skills and status of ield 

technicianis who have greater responsibilities, require social well as technical 

It is 	likely that classiticatioii of field tech nicians skilled workers is preferable in 

as 

skills, and generallv live and work in more difficult conditions than skilled workers 
to award somein other ministries or departments. To cater for this, it is desirable 

form of special 'ficid' or 'project' allowance on top of this basic salary. 

5.8 Motivation of Staff 

Promotion prospects and a decent wage are essential, but they are riot the only 

factor5 zl;at motivate people. Visitors to the programmne in Malawi have been struck 

by the motiv ition and personal involvement slhown by sU-fF at all levels (WH-IO/ 

World Bank. 1978. 11,mtcr Supply aid Seu'era,,e Sector Study. Report to tile 

Government of Malawi), yet until recently there was neither a particularly good 

career structure nor an adequate wage. It is difficult to aialyse in detail how this 

degree of motivation has been achieved, but it is such an important factor in tile 

success of any rural development prograrunie that it is worth attempting to identify 
at least some of the factors involve.A. 

The motivation process 

The 	 most important characteristic of motivation is that it is "infectious". Yet tile 

degree to which an individual notivates others is dependent on the development 

process. If, for example, a iotivated individual tries to latinch1 a large-scale 

programme inxvolving nu merous field staff over a wide area it is uilikely that his 

owln 	motivation will be stfcic!t to motivate them. if, on the other hand, he works 

with 	asmall group of peope in a Pilot Phase he'will be closer to his staff and more 

likely to motivate a reasonable proportion of themIII. Ihose who are not ,notivated 

should leave tile grop, and will generally do so of their own accord. T, rerai mg 

small group of riotivated individuals can then careftully select suitable people to join 

thcm and, assuming a rigorous selection process, these would theinselves become 
process can be repeated until amotivated aid absorbed into the team. This 

tuirmiidable, highly motivated team is gradually built tip. 

TUhis, in rather siriplistic terins, is an interpretation of the motivation process that 
occurred in the Malawi prograriinie. In reality the process takes time and patience, 

but the result (.an be striking. The 'take-oft' point in Malawi came in 1972 when a 
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nucleus of five motivated people very carefully selected 20 new individuals and 
succeeded in motivating them. Since then the process has been self-generating. 

Factors affecting motivation 

Some of the factors that create favourable conditions for motivation can be identified 
as follows: 

(1) 	Initial impressions. Impressions and attitudes formed during initial selection, 
training, and ciarly contacts with programme staff generally set the 
standard that a mnw staff member can readily adopt. Ifimcdiocre st,.idards are 
initially acceptable it will be much moC diitticult to raise standards later. 

(2) 	 B3clonein. to a team. Team spirit can be fostered by regular meetings, open 
consultations between all levels of staff, sporting and social events, 
newsletters, plotting team progress, friendly competition, etc. 

(3) 	 Romuerationt ad promotionl prospects. A necessary but not s'ifficien, "'-ndi
tion for motivation. 

(4) 	T/he lo),lt), and stipport shot' 1), Stpenrisors. Supervisors who are concerned 
bOr the \vclfare of their subordinates, who actively promote their cause in 
justifiably sceking better conditions, and who regularly visit them in their 
place of work will in tnrn elicit their loyalty. "Absentee Supervisors" rarely 
motivate anyone. Thk applies not only to immediate Supervisors but also 
to senior ministry officials. 

. }A. 

I'4
 

.I .- *. ., 

1,,"oto t. author),# 

pressurc-tesinlg tersection of 200 mm pipeline *'<AssisantshatcrProjec sucess,,tlly 



Field staff 
75 

(5) A stpecifir objectiie. It is generally easier to be motivated in a job that has aspecific objective, such as to construct a water supply system, than in a
routine job, such as accounting or clerical work. Constructing a watersystem is a dynamic process in which differciit techniquis and procedures 
are applied as the work progresses. This contrasts with the repetitive nature 
of many other jobs.

(6) 	 Responsibiliy. A certain degree of responsibility is an essential condition formotivation. Provided responsibility is given within a framework ofsufficient support and supervision, field staff whose talents lay otherwisehave passed unnoticed can succeed even in lhe most difticult tasks. For
example, in Malawi, a Project Assistant excavated a tank site 15 in Indiameter and 2 m deep out of fractured rock, by skilliilly :n anaging and
motivating a self-help labour programme lasting sevcral months: theProject Manager (the author) originall\ thought it was impossible without 
explosives and excavation eq uipment.

(7) 	 Socialpressmc. In a prograninie which involves and responds to the needs of
the community, field staff who live and work with the community
naturally comeiUnder social pressure to carry out their duties conscien
tiously. 

5.9 	 Supervisors 

Initiallyih"ita new programme it is necessary to recruit Supervisors from anotherrural development programme. It is essential that they have had good experience ofrural conditions, particularly with working in rural cominnunities. Their technicalqualifications are 	 less important than their personal qualities. They should becompetent and confident enough to supervise stat and should therefore be verycarefully selected by the senior programme staffand not, as olcen happens in a civilservice, arbitrarily transfecrred from another department without con sideration as tosuitability. Ideally such Supervisors shou'd iitially be CIeiplovCd on 	a tenI porarvbasis, so that they can revert to their original departiment if thcv turn out not to be
 
suitable.
 

As the programme develops, Supervisors shIould be drawn from the ranks of the
field technici:ms. Not only is this essential
an feature of their career structure, butexperienced field technicians make 	 the best Supervisors. They should have arninium of75 years experience, though accelerated promotion may be necessary inthe early period of the programme. Thei r selection should be oi the basis of anassessment of their field performamce, coupled with some 	competitive tests orinterviews. Ifa career structure similar to that described in Section 5.7 is used, GradeII field technicians with 2 or 3 years experience in this grade could be pronmotcdGrade I (Supervisor) to
after a 2-week ipgradiig course and grade test. Generally,Supervisors do not 	nccd any special training other than this uipgradiig course.

The ratio o! Supervisors to field technicians will depend largely omi the 	nature ofthe 	programme. On average, each field technician should meet his Supervisor atleast 1 working day in every 5. In a large-scale project with ,:asy communications,
this may mean he is visited once every 10 days, and attends a staff meeting once every 10 days, giving an average contact frcquencv of once every 5 days. In aprogramme inivolving a number of smaller projects scattered in difficult terrain, 
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regular staff meetings are impractical and the Supervisor's visit would need to last 
more than I day at a time. In this case tile Supervisor may visit each technician 1 
week in every 5. In all cases the frequency and intensity of supervision will vary
according to the tasks in hand and the experience of th,,technician. More 
supervision is required at the beginning of a project, when the self-help labour 
programme is being tried for the first time and when intake structures are being
constructed, than later during routine trench digging or pipelaying. Similarly, more 
supervision is required at the end of the project to make sure all the details are 
finished off properly. 

In general, therefore, the ratio of Supervisor to field technician will vary between 
1 in 10 for an easily supervised programme, and 1 in 5 t- a more difficult one. 

In addition to field supervision, Supervisors often have other responsibilities.
Experienced Supervisors arc required for feasibility surveys, particularly to assess 
the social feasibility of proposed projects; they ;are required as instructors for training 
courses; they may be given special responsibility for stores, to ensure tile storekeeper
is keeping proper records and that stores are well looked after. Much of the 
Supervisor's time must be spent iMi"troublc-shooting"-conccntrating where the 
local community is divided, helping out a trainee technician who is in trouble with 
the community, or visiting a particularly difficult section of trench that is being dug. 

5.10 Engineers 

Role 

The principal role of the engineer is to be the leader of the He may beteam. 

supervising a group of smaller projects within a local area, 
or he may be the Project
Manager of a major project. A sample Job l)escription is shown in Appendix 2. 

lie carries out the detailed surveys and designs, submlits iateriai requirements,
plans the i lpleinentation schedule, motivates and coordinates the self'-help labour 
program eic, Iid their training, soupervises the work of skilledsu pervises field staf 
contractors, inspects the projects on complction, and liaises with other government
officials. I lis duties are mainly technical and managerial but, as xitli all field staff, it 
is essential that he is sensitive to coinIII 1unity and social issues and that he develops 
some skills in committee work. 

Recruitment 

As with the lower levels of"staff, very carefil selection is rL quired. Engineers who 
have been working in traditional techmiology-oriented jobs may find difficulty in 
adjusting to the flexible, coimi il uni ty-oriented and low-cost techmology approach.
On the other hand, engineers fresh from college arc ,enerallIv ,ttractcd to the 
sophisticated, hie.,h-:ost tecinology that they studied aimd the best of them will tend 
to get .obs ill that fiel. Rural development w )rk is often the last choice of most 
engineers seeking a job. hlie problem is aggravatcd by the fmct that in most 
developing cointries there is a shortage of trained engineers.

One way of solving the probleii is iiilially to recruilt diploma engineers rather 
than degree engineers. Their training is generally less sophisticated and less 
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academic, and they are often more ready to learn and adapt to engineering illrural 
areas. [his is not to say that engineering in rural developinenit work is i't11'o- to 
sophistica ted technhl(,gy work. li t'act simple, low-cost -oflrfmrftlity-orientlWd teclmolo
gies are often more oftan enginecrin, chalilemn e. hlie engineer is left imiuch mnorc to 
his own iirgeluitV and hi'. cn1,incering appreciatioll of tile situation. Almost 
certainiy, a voun.g ernrinerr inru ral developliit work will ect niuch more 
responsi bilitv and tirst-liand cx pericrice than will his courlterpart il tile high 
technology sector. 

Tile most effective way ofattract irir recruits is to con tact tilc col lc'e f'roCwh ichi 

the engineers are about to gr;adLltC :nd arrame a study visit to see the wmrk on a
 
particular project. lhi.s gives poteitial candidates iii idea of the work, arid can also
 
give them a prcliniiary impression the hi t,,h ard spirit
of morale team of the
 
programme staff. I'his is often ir attractive ftcattire and at least a few of then will
 
become interested. These should be in vited to fill to apply for
out applicat ion forirms 

the vacant posts. Applicants shotild then be interviewed according to normal
 
government procedire and successful candidates should initially be given a prob
ationary appointment which will be confirmed after satisfactory perforance.
 

Training 

Newly appointed engineers should be sent for initial training, preferably to work on 
a major project as aniassistant to the Project Manager, or to work alongside tile 
engineer iii chiarLIe of a nuimber of smaller projects. They should follow a training 
programme, 110t juSt work haphazardly from dav to day, so that they become 
familiar with all aspects of ,roject work. In particular they should spend a period 
working with a field technician .arId with a Supervisor. They shOI(inld also be given 
certain technical tasks such as survey and site work. This field trainirg period should 
last about 3 mrontlhs, the engineer has appropriate previous experience.or less if' 

After the field traiirg they should spend a I'urter 3 moritlis at tile programme 
headquarters to carry otit desim work aid learn the administrative, logistic, and 
accounting sysceMs. Again, they shoruld have a specific training progranic and be 
closely stipervised by the head ofthe prograniie or another experienced eigincer. 

After this period of trainirg they should be appointedt either is assistait engineer 
on a large project, or as the engineer inicharge of a i niber of smaller projects. It iL 
essential that inexperienced engineers are given ILdcirUatc supervision and support, 
and that they arc able to rely oni e.xperienced Supervisors and fieldC tCchnician. 

Further training 

A rural water supply programme must have a certain number (offully qualified 
professional engineers if it is to develop along sotInd professional lines and be 
accorded equal status with the other professional nuinistries and departments. The 
best way to achieve professional standards while retaining tire coni niity-oriented 
engineering approach is to send some diplonia erigineccrs, ai'ter a suitable period of 
field experience, to a professional degree course. Prof-essional cngincers brought in 
fron other programmes who have not had the benefit of tire uiniqtue experience in 
the particular programme will tIsually be unable to understand and adapt to the 
different approach required. The possibility of a degree course also acts as an 
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tile first place, and 
to perform well. Once suitably qualified, the professional engineers can return to the 
programnie, oftei in relatively senior positions. Again it should be stressed that 
academic qalifications alone do not guarantee the competence of an engineer. 
Non-technical administrators and senior civil servants tend to assume that once an 
engineer or technician has completed an appropriate course of training he is 
automati:ally competent to carry out his duties. In fact, his previous experience will 
have a much greater hearing on his competence. 

incentive to the diploma engineers both to join the programme ill 

5.11 Conclusion 

The success of any rural development programme depends heavily on the quality 
ad trai,:ing of field staff. One of the problems experienced in many countries has 
been finding the appropriate employment structure within a civil service whose 
personnel policies are more geared to urban-uiiented institutional requirements than 
to the needs ot rural development. In addition, government policies ofrten encourage 
the attainment of educational qualifications by raising educational standards for 
Civil Service posts. laradoxically, this militates against rural development, for the 
education system i.; succh that higher education is usually synonymous with greater 
urban orientation. Mcanwhile, there is a great reservoir of talent and ability among 
people ii the rural ar.as with reLtively lower educational standards who have no 
wish to join the urban unemployed and who welcome the chance of rural 

inplovuient. Such people, with suitable training and motivation, can become 
effective agents of rural development. 


