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1.

. PERSONNEL MANAGEMENT IN
THE FAMILY PLANNING ASSOCIATION OF KENYA:
A PLAN FOR 1MPROVEMENT

Report of an assignment carried out
under the auspices of
The Family Planning Management Training Project

10 November - 19 December 1987
by
P.J.Shipp

Management Sciences for Health
Boston, USA

INTRODUCTION AND TERMS OF REFERENCE

1.1 The Family Planning Management Training Project (FPMT), funded by

1.2

the United States Agency foar International Development (USAID),
warks in collabaration with family planning leaders and managers
in developing countries to help identify and remove constraints
technical assistance. In response to a request from USAID Kenya,
an FPMT team visited Kenya in February 1987 to review the manage-
ment problems facing the principal family planning organisations
in Kenya, and in May 1987 a secand team conducted a management
audit cf the Family Planning Asscciation of Kenya (FPAK). There
was general agreement on the activities which FPAK and FPHT would
jointly undertake, now si'mmarised in a Memcrandum of Understan-
ding between the two organisations, which includes technical
assistance an issues of personnel management. This assignment
addressed these issues.

FPAK was the first arganisation to provide family planning ser-
vices in the country, over 25 years ago, and it aims to maintain
its position as the acknowledged leader in the field and the
largest NGO provider, currently accounting far services to 27% oy
the contraceptive users in Kenya. It operates base clinics and
autreach clinics through its eight Area arganisations, located in
seven of the eight provinces in the country, tbrough which it
provides a full renge of IEC and training activitiies; it alst has
a pilot CBD programme which is to be expanded in the coming
years. It has been an IPPF affiliate since 1977. The recent
turbulent: history of the Association is exemplified by its five
Executive Directors in a four year span. This has left the Assoc-
iation with financial management and control problems, personnel



1.3

1.5

management problema, uneven programme performance, low staff mor-
ale, difficulties in recruiting, an uncompetitive salary scale,
and sundry other symptoms of a lack of coherent and effective man-
agement, all of which are now to be addressed,

Steps are already be.ng taken ta rectify the situation. The rec—
ent appointment of a highly qualified Executive Director anc sen-—
ior staff, along with the adoption of a Five Year Strategic Plan
completed in April 1987 with the participation aof both staff and
volunteers, has led to some improvement in marale, an increased
sense of optimism and direction in the Association, and the recaov-
ery of the reputation of the Association with the gavernment and
donor agencies. However, these improvements in the attitudes of
staff and outside agencies are based on expectations of real imp—-
rovements in management and performance. The right initial steps
have been taken to set the scene for improvemant. It now remains
to start the long haul of following through with implementation.

In accordance with the results of the management audit, and the
terms of the subsequent Memorandum of Agreement, work has begun
on improvements in the financial management and control systems,
the salary structura, and urgent aspects of personnel management.
All these is3ues were addressed simultaneously by two consultants
on assignment. The recommendations and plans for improving the
financial systems arw to be found in the repaort of Tonia Papke,
the financial consultant. This report deals with the work on the
salary structure and other aspects of personnel management.

The terms of reference for the assignment covered the production
of Jjob descriptions and a new salary structure. During the
course of the assignment further terms of reference were accepted
by FPAK, FPMT and USAID which specified work on the major aspects
of the perzonnel management syatem and procedures used in FPAK.
The reasons for urging these additional terms of reference are
explained in para 3.9 below; the detailed terms of reference are
Qiven in Annex 1.

NEW SALARY STRUCTURE AND JOB DESCRIPTIQONS FOR FPAK
The Prgoblem

There has been mounting evidence that the salary structure in
FPAK needed to be averhauled. It has been deficient in terms of
both general level of salaries and its detailed structure. For
some time successful job applicants have been refusing the offer




of the Jjobs they were applying for because the salary was too
low; in some cases the FPAK offer is below the corresponding gov-
ernment staff galary scale for the same job, and of course it
does not carry the same security of employment and other advan-
tages offered by the government to its employees. In addition,
since the wunionisatiaon of non-supervisory FPAK staff in 1983 all
these staff have been awarded an annual increase in their salary
scales which hkas at 1least kept up with the cost of living. By
contrast, supervisory staff (i.e. at all levels from first line
supervision upwards) had no increases in their salary scales from
1983 to 19846. All staff normally receive an annual salary incre-
ment,; moving +from one step of their scale to the next until the
top or the scale is reached. The difference is that the salary
corresponding to each step of some scales iacreased each year
while others remained static. This led tc the situation where
some supervisors were receiving the asame or less salary than
staff two grades laower.

A management review of FPAK in 1983 produced a new arganisational
structure, a new salary structure and new allowances. The new
salary structure was proposed to IPPF; certain questions about it
from IPPF remained unanswered, and so IPPF gave no increase in
its annual budget for FPAK to allow for this rnew structure. In
1986 a review of supervisory staff salaries recommended an irnc-—
re2ase of 204 to cover at least the cost of living increases in
order tc bring supervisory staff into line with unionised staff.
An increase of this size could not be fipanced and so it was cut
to 12.5%4. The unions demanded a similar increase for their staff
as well, and thig issue was at one time close to going to an in-
dustrial tribunal before it was dropped.

Apart from the salary structure itself there are other companents
of the remunei-ation package which need to be dealt with. As a
result of the 1983 review FPAK extended the housing allowance to
women staft+ (in line with legiaslatinn which was passed in Kenya
at that time but which has never been implemented) but only some
of the staff then employed and subsequaently recruited actually
receive this allowance. Thie im an axemple of the way in which
the application of the remuneration package, including the salary
scalea, hag beaen distorted in aordar to cope with the si iation
FPAK has found itself in. Doubtless the housing ailowance was
used in asome instances as a device in order to offer a potentiail
recruit sufficient salary to join the Associationy in other inst-
ances presunably it was not needad. Anothar way of achieving the
same end has been to bring in recruits at a step in the salary
scale which meets their salary requirements but which is much
higher in relation to their age, experience and gqualifications
than would be justified by comparison with existing staff; the
effect of this is that long-~serving staff find themselves on the
same salary as younger, less experienced and less able coll=agues
who have been recruited more recently. This last point will not
of course be affected by a new salary structure; it is discussed
further in para 4.4 below.



A New Salary Scale

2.4 A new salary scale is being produced as a joint effort between

FPAK, FPMT and Coopers & Lybrand Associates of Nairobi. From the
beginning ona aim has been to train FPAK staff in the basic
skills required -- job descriptions and job value ranking i.e.
ranking Jjobs accarding to their value to FPAK. With these skiilsg
FPAK can itself update the salary scale for subsequent changes in
job content, organisational structure or scope of responsibility.
Another aim has been that the training and (as far as passible)
the Jjob descriptions produced would cover the level of detail
which is required as the basis for supervision. Very briefly,
the procedure followed was:

a) train FPAK staff in pro.ucing job descriptions and produce
job descriptions for all current and some future Jobs in
FPAK;

b) produce summary job descriptions (sufficient for salary
comparison) for 11 jobs in FPAK which are also done
2lsewhere, and complete a salary sasurvey in S5 similar
organisations;

c) train FPAK staff in job value ranking and rank the jobs
according to their value to the Asgociationg

d) group jobs in the ranking list to correspond to grades and
salary bands and assign aalary ranges and salary steps
within each range in accordance with the results of the
salary survey.

This report covers the exercise up to the first part of item (c)
-— training FPAK staff in job value ranking; the remainder is to
be completed after the scheduled end of the assi¢gnment.

The job value ranking is to be done using a pair-wise comparison
of jobs in which two jobs are compared (using the job descrip-
tions) to decide which is the mcre valuable to the Aagociation,
or whether they are of equal value. When 2ll the comparisons
hava been made it is possible to produce a list of jobs ranked
according to their value. This list is then divided into a num-
ber of grades, each grade corresponding to a salary band contain-
ing a number of salary steps. Once a grade structure has been
produced an extra job can be easily slotted into the structure by
finding where in the structure are the jobs of equal value, using
the same technique of pair-wise comparison.



Job Descriptionsg

The term “job description" usually refers to an existing job. The
techniques of job analysis and of writing job descriptions, and
also the training given in these techniques, are ali rormally
based on the assumption that the descriptions are of existing
jobs, with job holders who can be interviewed. This was indeed
the training given to three members of FPAK staff who, with the
FPMT consultant, formed the team to produce the job descriptions
for the salary scale exercise. However, in the FPAK situation
the team had to be a little more creative because as a result of
the adoption of the Five Year Plan, a reorganisation is to be prao-
gressively introduced, and it was clearly desirchle that some of
the new posts, particularly those which will be filled in the
very near future, should be included in the new salary structure
and hence 1n the job description exercise.

In fact the team had a number of different situations to cope
with: new posts which had not yet been created; existing paosts
with no job holders; existing posts which will change drastically

because of the reorganisation; and of course currently filled
paosts which will contirue into the foreseeable future, for which
the standard techniques, tcols and training are intended. All

these sgituations were dealt with succeassfully by first agreeing
on the orgarisation structure (i.e. paosts) which would be submit-—
ted for evaluation, which increased the original list of 35 jobs
to 40; and second, by having frequent progress meetings to deal
with problems as they arose.

Each team member had 10 jab descriptions to complete, time was
shart and the pressure was great. In some instances there wasg
some compromise of the original aims. The most serious of these
was that in three cases a single job description covered a araoup

of staff (the Senior Programme Officers, Programme Officers and
Accounts Clerks) each of wham individually has a different set of
tasks to perform. While these job descriptions are sufficient

for evaluation, they are not detailed enough to be used as a
basis for supoervision of the individuals. When the salary struc-
ture exercise is completed, it will take relatively little time
to detail the actual tasks of each of the individual jobs. There
is also a short list of new pasts which have nat yet been decided
in sufficient detail for job descriptions to be produced for
them. In addition, each of the existing job descriptions will
have to be checked through by the jaob holder and the supervisar,
and signed by both of them. This signing of a specific document
is an important element of an agrzement by the job holder on what
he/she is expected to da, will be held responsible for, and will

be judged against. Many aof the original jaob descriptions were
signed in this way, out unfortunately the text was edited during
the preparations for the evaluation. Although all the errors

this introduced were corrected befare the evaluation, the other
changes 1invalidated the original signatures. This will mainly
require each jaob holder and the supervisor checking through one
of the job descriptions which have been produced and making any
small amendments as necessary.
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PERSONNEL MANAGEMENT AND MORALE IN FPAK

It must be said frankly that over the years the quality of persaon-
nel management in FPAK has been poor, and the effect this has had
on staff and their morale leavas much to be desired. The Five
Year Plan document, produced in April 1987, was explicit about
some external views of FPAK; the KMA noted the apparent lack of
persaonnel management policies (p.45) and the Kenya Catholic Secre-
tariat staf{ remarked on the low marale aof FPAK staff (p.50). The
same general message has come out of my discussions with FPAK
staff at all levels of the organisation. It should be emphasised
here that what follows is based on discussions which could be fit-—
ted around the primary task of the assignment (salary structure),
mainly Jith staff I met in the course of the work. Because of
time canstraints there was nao poasibility of constructing a bal-
anced sample of staff and administering a faormal attitude survey,
nar even of checking some of the statements ocffered as fact.
Nevertheless the strength and near unanimity of the responses
make them worth reporcting.

These discusgions all started with questions about morale, as a
convenient way of identifying the personnel policies which are
having the greatest negative effect on ataff. It is useful here
to group the factors affecting morale under three headings:

remuneration, including salaries, allowances, expenses, and
all items where a direct payment of some kind is made;

a_sense of persgnal worth or esteem covering training, promo-
tion, style of supervision, FPAK style of dealing with staf+;

io sati i including jaob design, job support, degree of
autonomy on the job, knowledg® of raesults, etc.

The first group was excluded from the discussions, since these
items were already being covered by the salary structure exer-
cise. All the comments which were made were found to fall in the
second group, and particularly training/development, pramotion
and FPAK's style of dealing with its ctaff. There were no com-
ments in the third group.

Lang serving staff members feel themselves undernourished in
training in FPAK. Administrative staff at all levels are seldom
offered short courses to extend the range of their practical
skills and the lack of even refresher courses for existing skills
was mentioned frequently. Nurses are given adequate technical
training, but do not go on management courses, even though their
Job has become more managerial over recent yearw, But af much
more concern was the difficulty of undertaking longer courses
which aim for the professional devalopment of an individual. This
difficulty arose from FPAK's rule that staff undertaking courses
lasting 1longer than three months had to resign or go on unpaid



leave tao dao so. The effect of this rule was that either staff
found it economically impassible to go on such courses, or they
did go at their own expense and had no reason, other than conven-
ience or habit of mind, to rejoin FPAK when the course finished.
As a consequence many staff have naot Rrogressed professionally
for the whole time they have beesn employed by FPAK. Another
point frequently mentioned was the apparent injustice of some of
the choices which were made of the staff who go for training.
This is not a case of each individual being the most deserving
person in his/her own judgement, since some of the examples quo-
ted were of apparent injustices to ofthers. There is clearly a
need to develop and publish a training policy for FPAK which sets
out the aim FPAK has concerning the development and training of
its staff, the method which will be used in achieving this aim,
the criteria which will be used to select staff for training,
etc.

The other main issue raised in the discussions was the lack of
promotion and career progression. Staff have remained in the
same job for years. Applications for advertised vacancies within
the Association are shartlisted at H@ and internal applicants sel-
dom survive to the final interviews. This may well be the reault
of a policy of selecting the most highly qualified applicants for
the shortlist, but thias works to the severe disadvantage of long-
serving staff who have been unable to get further qualifications
while they have been employed in FPAK, in contrast to their com-
petitors for the vacancies who have been employed in other argan-

isations. This situation has existed with respect to HR posts
for some timej; nobody now employed in HR was pramoted from an
Area post. There is a widespread feeling, saometimes of anxiety

and sometimes of resignation, that this situation will now extend
to the Area posts.

It is generally known that jaob descriptions are being produced,
and there is also an expectation that the minimum educational
requirements for posts will be increased. The example mast fre-—
quently quoted was the Area OQOfficer, who will now require at
least a first degree, which puts tha past out of tha reach of any
staff now working in any of the Areas. Thus there is the feeling
that posts reserved for outside applicants hes extended out from
Hidl and 1ie beginning to encroach on the Areas, and soan the top
post in the Area -- the summit to which Area staff might reason-
ably agpire -- will be taken from them. In effect, Area staff
feel themselves trapped betwean the increasing educational re-
quirements being demanded by the Association and a lack of qual-
ifications because of long service in the Association. When the
new Jjob descriptions are implemented, very careful consideration
must be given to what special arrangements, if any, are to be
made for existing staff, and an announcament of the conclusion
should be made. In addition, FPAK management must decide whether
it is to be an organisation in which staff expect to stay and
work through several stages of their careerg, aor whether it is to
be used as a career stepping-stone on the way to somewhere else.



The recent recruitment of all senior staff on contract may have
been generally interpreted as a public indication of the stepping
stone policy, although this was not the intention. If FPAK wants
staff to stay with it for some time, it must have career progress-—
ion paths and the sssociated training opportunities to offer.

Another issue which araose frequently in different guises was the
way FPAK handles the contact it has with its staff. On this mat-
ter FPAK's perfarmance is the same as many other aorganisations
i.e. bad, and for the same reasona i.e. an apparent lack of recog-
nition of staff as human beings and not just as employ=es. Far
example, internal applicants are normally not told that they have
failed tno be shortlisted for a jab they have applied for; they
find this out when they discover the paost has been filled. Al-
though in a few instances some special reasone for this have been
offered, in general this ig a guestion of ignoring the undoubted
importance of a jaob application to the individual concerned; it
is a lack of common courtesy which barders on the insulting. App-
lications for leave by the more seniaor Area staff must be passed
to HR for approval. Too often the scheduled date for the scart
of the leave passes with ng ward from HQ, and «taff are left wan-
dering whether they are on leave. When appraval finally arrivesg
thare 1is then the question of when the leave starts ~-— fraom tne
scheduled date or from the date the approval was received. This
cculd be described as an unfortunate effect of inefficiency, or
of excessive workload; nevertheless it is experienced as at least
an uncaring attitude on the part of the Aasociation, and perhaps
as injustice depending on the actual effects of the late apprao-
val, A staff member 's pay is stopped for the days spent atten-
ding haospital because no doctor’'a certificate was submitted, al-
though the staff member had never been told that these certifi-
cates were required. Here the supervisor is at fault, but the
staff member will see it as an injustice.

These examples highlight the two basic principles of good deal-
ings with staff -—- justice and courtesy or respect. Undoubtedly
the rulas must be applied; the issue is how they are applied and
whether justice is seen to be done. And respect for the feelings
of sastaff and their own sense of persaonal warth isas easily igncred
in concentrating on the technical requirements of an administra-
tive task. To expect all staff to abide wholly by these two prin-
ciples would be to ask for an impracticable state of perfection.
But major improvements could be made fairly simply, and these
would be implemented in practice by instituting a few specific
changes of procedure in dealing with communications about certain
staff matters (pay, applications of all types) and changing the
priarity given tn them.

Frequently injustice arises because staff and their supervisors
are ignorant of the staff’'s rights and duties, mistakes are made,
and then the required application of the rules (as in the example
of hospital visits above) penalises the staff concerned. The



cure 1is to ensure as far as possible that staft+ know the duties
required from them and the rights which are due to them. All
this information should be contained in the Personnel Handbook of
the Association. However, it is not sufficient to make copies
available so that staff can have access to them, nor even to send
a copy to each member of staff. Such MHandbooks must be comprehen-
sive and cover all the eventualities which may arise; they are
therefore fairly long and detailed. Also they must be accurate,
since they form the basis of the conditions of service, and sag
are written in somewhat legalistic terms. For both these resans
they make for dull reading, and it cannot be expected that staff
will read them through fraom beginning to end. Furthermore staff
may well not refer to them for information on a particular point
if they do not know that this point is an issue which is dealt
with in the Handbook e.g. the need to produce hospital attendance
certificates. By sending the Handbook to all gtaff, the informa-
tion has been made _available to them, but it has not been communi-
cated to them. And it is the duty of an effective management to
ensure, as far as possible, that staff know what their rights and
duties ara.

A Personnel Handbook muat be praduced because it is the defini-
tive sourze aof information on all aspecta of personnel procedures
in the Association. There should also be a short baoklet or bro-
chure which explains in zimple terms the main points of those
items which most often cause difficulty or complaint, and which
alsg describes briefly the remaining items covered in the Hand-
book so that staff can see what issues may have associatad rights
and duties which they may not knaow about. It is this booklet
which should be sent to all staff, with the Handbook available
for reference.

Althouigh only a brief study of the personnel management and mor-
ale situation in FPAK has been possible in this assignment, the
timing made it particularly important. The new FPAK salary scale
will be ready in mid-January 1988, and negatiatians with the
majar donors and the union will take some weeks, sao the announce-
ment will probably be made in March. This announcement is bound
to catch the interest of ataff and offers a valuable opportunity
to communicate otner measageas to staff when they are more than
usually receptive. Perhaps more important, the anncuncement to
staff¥ of a new salary scala as one component of a more comprehen-—
sive programme of intended impravements in the quality and the
rewards of their working life would give more weight to the
other items and to the programme as a whaole. Such a camprehen-
sive package would have more impact than announcing the new sal-
ary scales firat and the other items later or, worse, announcing
the other items singly as they are completed for implementation.
It was therefore important to make what praogresg was paossible in
establishing what these other items would be and what definite
statements could be made about the steps which will be taken to
impraove the situation of staff in FPAK. It was for this reason
that a supplementary set of terms of reference were proposed
during the assignment (see Annex 1).
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3.10 It would also be worthwhile tog capitalise on the interest there

might be outside FPAK in this announcement and make every effort
to get it in the media. When the new salary scale is about to be
announced it would be useful for FPAK to produce a presy release
and to find a title for the new praogramme (something like "A New
Deal for Staff")., The publicity would not only imprave the pub=-
lic standing of FPAK, but would have practical benefits in the
increased numbers and quality of future applicants for vacancies.

WORKPLAN FOR PERSONNEL MANAGEMEMT DEVEL.OPMENTS IN FPAK, 1988

Several major non-financial factaors hava been identified as hav-

ing a serious effect on staff morale and performance —— lack of
supervision, confusion of responsibility and function, poor staff
capability, no caree- prospects fo- Area staff. Recommended sal -

utions are:

a) get formal staff agreement to the jub descriptions praduced
for the salary wxercice and use them as the basis far a new
supervision system for all staff;

b) produce a revised Personnel Handboak setting out all the
personnel policies and procedures in FPAK and a short book-
let explaining the main elements of the Handbaok in simple
terms;

c) improve staff training;

d) institute a new career progression policy and career mancge-
ment procedures;

e) improve the speed, quality and effectivenees of FPAK's cam-
munication with staff.

A proposed workplan for 1988 has been agreed with FPAK and app-
roved by AID/Kenva. It is summarised below; further detail
will be found in Annexes. Technical assistance with some of
“hese activities will be necessary, which could be supplied
by FPMT.

1. Supervision Svyatem For HR (Annex 2)

Jan-Apr a) Complete detail of some job descriptions.
b) Each job holder countersigns job description.
c) New supervision system designed (checklist, reparting
forms, frequency), supervisors trained (four groups,
two days each), first supervision interviews held.

Resaurce: For 1item (c) only, international consultant for
3 weeks and local consultant for & weeks, both
starting mid-February.
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2., Staff Communication Procedures in FPAK (Annex 3)
Jan-Mar a) Identify the causes of the major shortcomings in the
staff communication procedures in FPAK.
b) Design and implement impraved procedures,

Resource: Kenya Institute of Administration.

3. Persannel Handboogk (Annex 4)

Jan-Apr a) Revised and improved draft completed.
b) Draft reviewed by parsonnel specialist and labour law-
yer.
Resource: Federation of Kenya Emplaoyers.

May Produce booklet explaining the main elements of the Hand-
book in simple terms.

Resource: FPAIK stat+f.

4. Improved Traipning and Career Management (Annex 5)

Jul-Aug a) Staff age/grade,length of service analyses and labour
market survey to establish feasible career management
paliciega,

b) Identify alternative training policies and strate-
gies,

c) Policy analysis to establish the costas and consequen-—
ces of alternative combinations of career management
and training policies, for decision by FPAK.

d) draft policy documents and plan implementation of
training and career management proceduresg,

Resource: personnel /manpower consultant for 6 weeks.

Uct-Dec a) One week workshop for Area Managers on job descrip-
tions and supervision system.
b) Each job holder in the Areas countersigns his/her job
description.
c) Supervisory staff in each Area trained, firat super-—
vigion interviews held.

Resgurce: same local consultant as in 1, for eleven weeks,
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These propaosed activities have been scheduled taking account of
the usual annual cycle of FPAK's workload i.e. the National Ann-—
uval Delegates Conference, the annual Workplan/Budget, and so an;
the special activitiegs which are already knawn i.e. the design
and implementation of improvements in the financial management
and control systems, and the implementation of the new salary
structure; and the current situation e.g. there are four vacan-
cies at Area Manager level which cannot be filled until the new
salary structure is anncunced. By far the biggest uncertainty in
this 1list is the implementation of the noew salary structure. When
the current design work in FPAK is éompleted, in mid-January,
there must be discussions/negotiations and agreement with donors
and the union, and then some detailed work to place eadach of the
current members of staff on the new scales.

Fitting current staff into the new scaleg offers what is for all
praztical purposes a unigue opportunity to correct some of the
distortions which have crept into the salary system over recent

vyears. Recent recruits are on the same salary level as older and
mare expIrienced long-serving staff for reasons of pragmatiam at
the expense of Justice (see para 2.3). It would be easy, but

unfair, to put both on the =zame salary step in the new structurese.
The more recent members of ataff can still be offered an increase
in salary (to their correct levelsy according ta the salary sur-
vey), but this would be a smaller increase than the average for
all staff and to 2 lower step in the new structure. This possibi-
lity of otfe-ing an increase in salary amount as a strong incen-
tive to accept a downward adjustment in salary step ig saomething
which will not occur again for very many years. If the opportu-
nity 1is not taken now, the anomalies will persist for as long as
these staff stay.
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ANNEX 1: SUPPLEMENTARY TERMS (F REFERENGE FQK THE ASSIGNMENT

1.

With the assistance of senior FPAK staff, to plan the most eff-
ective uvse of the limited consultant time availuble for non-
financial personnel management issues.

By 1interviews and analysis of records, to establish the asg-
pects of personnel management affecting productivity and mar-
ale in the sicuations which have been.identified in step 1.

Te propose activities which could strengthen parsunnel manage-
ment and improve the maorale of FPAK staff in these situations,
and to estimate the costs, both financial and nun-financial,
of their application.

Ta propose a phased implementation of a number of thesea activi-
ties which, together with the new salary scales, would form a
coherent programme aimed at the improvement of the morale of
FPAK staff.

To help FPAK plan the announcement aof thia programme, both in-
side and outside FPAK.
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ANNEX 2: SUPERVISION SYSTEM FOR HQ

COMPLETE THE JOB DESCRIPTION EXERCISE.

In the Jjob evaluation exercise 40 job descriptions were produced.
In some cases, the text of the jab description signed by thea jab
holder and the supervisor was changed in the preparations for the
evaluation. A specific text needs to be agreed between every job
holder ard supervisor and signed by both of them, as the defini-
tive text of the job description. This will mainly require each
pair checking through aone of the job deacriptions which have been
produced and making any small amendments as necessary.

In a faw cases o jab description covered a group of staff (Senior
Programme QOfficers, Programme Qfficers, Accounts Clerks) -- suff-
icient for evaluetion but not detailed enough as a basis for sup-
ervision. All thesz job descriptions need to be detailed for the
individual jobs in each group, and then signed by job holders and
their supervisors. Most of the text of these detailed job desc-
riptions are already available in the more general versions which
have been praoduced; it is now mainly a matter of listing and
agreeing the detaileag responsibilities of each job holder in the
group.

In addition, a few new posts which are planned to be created with-
in the next three years had not been decided in sufficient aatail
ta be able to write a job description. It would be an advantage
to produce these job descriptions wherever possible.

While it would be desirable to wait for the appointment of an Ad-
ministiration Officer/Personnel (Ufficer befare starting these act-
ivities, this would mean a delay of some months. Rather than lose
the momentum which job descriptions now have in FPAK, it seems
much preferable to push on now with the Finance and Administra-
tion QOfficer directly responuiole for the wark. The specific act-—
ivitien to be completed ara:

1. Produce detailea job descriptions for:

Senior Programme Officer: Service Delivery
Pragramme C4ficer: Youth

Programme Qfficer: CBD

Programme Officer: Data Analysis

Programme Qfficer: Research

2 Accounts Assistants ) Tonia Papke recommends saomething
6 Accaunts Clerks ) similar, by local accountants

Senior Frogramme Officer: Publicity & P.R.
Programme Ofi{icer: Materials Development
Programme Officer: Resource Development
Programme Officer: Media Programming
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These detailed Jjob descriptions should be agreed beatween Jjob
holders and their supervisors, where they exist, but SHOULD
NOT BE SIGNED.

This activity should be completed by the end of January 1988.

2. These new job descriptions, together with those already pro-
duced in the job evaluation exercise, should complete the set
of Jaob descriptions for all H@ posts. Now ali these job des-
criptions must be agread by HR staff members and their super—
visors, and signed by them. To deo this each member of staff
at HR should receive a copy of the job descriptions faor his/
herr own job and for all the subordinates which he/she is res—
ponsible for. Thus Mrs. Mworia is given a set of jaob descrip-
tions for her own job and all the HR staff she is responsible
for i.e. all HR staff. Mra. Mkolwe is given a set of job desc—
riptions for her own job and all the HR staff she is respon-
sible for i.e. all Programme staff. Mr. Mzenge is given a set
of Jjob descriptions for his own job and all the HR staff he is
responsible for i.e. all Finance and Administration staff.
And so on down the organisation. Then starting at the top of
the organisation, Mrs. Mworia reviews all the job descriptions
she has (to make sure they are acceptable) and, with thaose she
directly supervises, signs their jab descriptions. These
staff (Mrs. Mkolwe and Mr. Mzenge) in turn review all the job
descriptions they have been given and sign the jab descrip-
tions of the staff they =upervise directly. And =0 on down the
organisatior.

This activity should be completed by the end of February 1988.

IMPLEMENT SUPERVISION PROCEDURES

Mrs. Mworia, Mrs. Mkolwe and Mr. Mzenge should now agree on the
supervision process which is to be used in HQG using these jab
descriptions i.e. the {frequency with which supervision meetings
will take place between staff and their supervisors, the check-
list of items to be covered in sach meating, the form and content
of the writtan record which should be kept of these meetings,
what items it sbould contain e.g. a comment on how each main res-
ponasibility bhas been performed during the preceding period, some
specific performance® targets for the next pericd, any changes
which should he made to the job description (these must be agreed
at each level 1in the chain of command up to Mrs. Mworia before
they become effective), and so on. Although the three senior
staff make the final decigion, many others may be involved in the
proceassas, Two cunsultants should be available for two weeks from
mid-February to asesist in the process.

All supervisory staff should have training (two days) in how to
conduct these supervisory meetings, use the chacklist, camplete
the record of the meeting, etc. There will be 20-25 staff in HO
who should have this training i.e. 3-4 groups. The training



- 145 -

could be on Monday/Tuesday and Thursday/Friday during a two week
period in the first half of March 1988. The local consultant
should conduct this training.

Supervisors should hold the first round of supervision meetings
with their subordinates within a few days of the end of their
training. (Hence the training courses should start with the most
senior staff first, and progress to the middle and lower grades.)
This first round of meetings should be finished and all tneir
records caompleted by the end of March. The local consultant
should be available for two weeaks after the end of the training
to assist with the queries and problems which will arise.

Objective: To assist FPAK staff design a supervision system for
staff at the HQ, and to train supervisors in its eff-
ective operation.

Terms of Reference

1. To assist FPAK staff determine the parameters of an effective
supervision system for HQ staff in FPAK e.g. the frequency of
supervision meetings, what checklist (if any) should be used,
the layout and content of the reporting forms.

2. To train supervisors at HR in the operation of the supervision
system.

3. To advise and support supervisors in the initial implementa-
tion of the supervision system.

Resources: One local consultant for & weeks, one international
consultant for 3 weaks.

Timing: Both consultants start mid-February 1988.
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ANNEX 3: IMPROVED STAFF COMMUNICATION PROCEDURES IN FPAK

There are a number of regularly occurring examples of poor com-
munication with staff e.g. late approval of leave applications,
no response to internal applicants for vacancies. A small study
is needed with the objective of helping FPAK administrative staff
design and implement new procedures which will improve the qual -
ity and effectiveness of administrative communcations with staff,
both individually and collectively. . Such a study .ould start
from the presenting symptams of complaints and shortcomings, and
do a sytem analysis of the administrative procedures to identify
the causes of the problems. This would provide the basis of
suggesting solutions to these problems, which would be mainly
improved administrative procedures, different priority rules for
dealing with items, etc.

This 1is a fairly straightfor' ¢-d study, and it has been suggested
that the Kenya Institute of Administration should be approached
and invited to use this situation as a field exercise for the stu-
dents on one of their senior management courses.
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ANNEX 4: PERSONNEL HANDBQOK

The objective of this work is to help FPAK produce an updated
Personnel Handbook setting out all FPAK's personnel policies and

procedures, A revised and improved draft is now being processed
by FPAK staff. It should be reviewed by an experienced personnel
specialist, to advise on any omissians, and by a labour lawyer,

to advise on possible disagreements with the Contract of Emplay-
ment, the Collective Agreement and the.labour law of Kenya. The
Federation of Kenya Employers, of which FPAK ig a member, has ag-
reed to provide these services. This Handbook should be complete
by the end aof April 1%88.

When the Handbook is finalised, .t would be desirable to produce
a booklet or brochure explaining the main elements in simple
terms which would be sasent to all staff. It is suggested that
this shauld be done by FPAK staff. It mhould be finished by the
end of May 1988.
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ANNEX 5: IMPROVED TRAINING AnD CAREER MANAGEMENT

There has been no career progreasiorn for many FPAK staff for some
years now. There are certainly individuals, particularly in the
Areas, who have been in the same job for years and are at the top
of their salary bands. Also there has been virtually nothing in
the way of training opportunities, particularly for longer cour-
ses which praovide for professional development and higher qualifi-
cations. With an increase in the minimum qualifications for many
jobs in FPAK, longer-serving staff are now in effect trappad in
their current jobs unless something is done to relieve the situa-
tion. However, the problem calls for much more than a special
arrangement to deal with this aone group of staff. It is necess-—
ary to consider the career paths and prcspects af all staff in
FPAK, to work out how best to manage the whole career system tao
the joint advantage of both the Agsociation and staff. This will
depend strongly on the training policy FPAK will adopt for the
future. The two are so interlinked that they should be dealt
with simultanegusly. This work cannot be done until the new sal-
ary strucure has been announced and the number, size and range of
grades is knawn.

Qbjective: To assist FPAK to develop a training and career prog-
ression policy which will best meet the requirements
of the Association and staff.

Termg of Referencoe

l. To collect and analyae age/grade/length of service data to
establish feasible career management policies and atrategies,

2. To identify feasible training policies and strategias,

3. To undertake policy analysis in order to establish the costs
and consequences of alternative combinations of career manaqge-
ment and training policies.

4. To asaist FPAK staff to select the optimal policies for imple-
mentation, and to draft policy documents for career management
and training covering:

the objectives of each policyj
- the strategy to be followed to achieve these objectives;

- the methods and procedures to be used to implement these
policiea;

- the allocation of responsibilities for carrying out
these methods and procedures.
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3. To assiat FPAK ataff draw up an implementation plan for insti-
tuting these policies.
6. Ta produce a written report on the findings and recommenda-
tions of the assignment.

Resource: personnel/manpaower specialist faor & weeks.

Timing: July/August 1988,



ANNEX 6&6: SUPERVISION SYSTEM FOR_AREA STAFF

The supervision system to be installed for Area staff will follow
the system installed at HR (see Annex 2) as closely as is practic-
able. In each Area it is the Area Manager who will ensure that
the whole process of getting the job descriptions accepted and
the supervigion aystem operating is pushed through to a success-
ful conclusion. The Area Managers have nag experience in producing
Job  descriptions and using them for supervision, so they will
need training befare the implementation can start. An initial
training workshop for the Area Managers, chaired by the Pragramme
Manager and conducted by the same consultant who undartook the
training at HQ (see Annex 2), will consist of:

job descriptions and how to produce them (1 day)

divide into Working Groups, praduce detailed job descriptions
for Jobs not already covered in the job evaluation exercise
e.g. Assistant Area Programme Officers (1 day)

review and agree job descriptions for all Area jobe; each Area
Manager signs a job description, countersigned by Mra. Mkolwe
(1 day)

training in how to conduct supervision meetings (2 days)

After the training workshop the Area Managers will return tao
their Area Offices, and explain to their staff the content of the
job dewcriptions and their intended use as the basis of supervi-
sion meetings. All staff will receive a copy of their job deac-
riptiona. These will be reviewed and signed by staff and their
supervisors, starting from the Area Manager and warking dawn
through the grades as was done in HR (see Annex 2).

Starting ane waek after the end of the Area Managers’ training
workshop, the consultant will visit each Area for one week in
order to train the supervisors in the Area (8 or ) for two days
(Monday/Tuesday) . When this training finishes the supervisors
undertake the first round of their supervision megtings. The
consultant remains in the Area Office for the remaindar or the
week (three days) to assist with the queries and problems which
will arise.

Qbjiective: To train Area supervisors in the operation of the
FPAY supervision system and advise on and suppurt its
initial uae,
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Terms of reference

1.

To prepare and run a ane-week training warkshop for Area Man-
agers in the production and use of job descriptions and the
operation of the FPAK supervision system.

To prepare a two-day training course for supervisaors in the
Areas, run the course in each Area, and advise on and support
its initial use in each Area.

Resource: The same local consultant who trained the HQ staf+f

far 11 weeks (1 week preparation, 1 week training
workshop, 1 week preparation, 8 weeks training in the
Areas) .

Timing: Mid-October to end December.



