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I. INTRODUCTION

This report summarizes the major administrative and
technical activities that led to the successful implemen-
tation of the Family Planning Management workshop
held in Yacunde, Camercon from 28 May to & June
1990. The complete technical reports (French and
English versions) are in Anncxes 1 and 2. This work-
shop was conducted by the Family Planning Manage-
ment Training Project (FPMT) through a USAID buy-
in from its Family Health Initiative (FHI) Project. This
year’s program of activities includes the above work-
shop, a workshop on supervision and a follow-up
consultation to assess the resuits of the workshops.

The principal Cameroonian collaborating organization
was the Ministry of Social and Women’s Affairs
(MINASCOF) which is responsible for all demographi-
cally related activities including family planning. The
Ministry assumed overall administrative responsibility
for this workshop including invitation, nomination and
selection of participants. Altogether there were twenty-
five participants. The majority were from the Ministry
:- 17 Directors of Women’s Centers and six Central
Level Officials. Two staff members of the Save the
Children Family Planning Project also attended.

The workshop focussed on the development of skills in
supervising family planning programs, preparing
supervisory instruments and conducting supervisory
visits,

The responses to the workshop in the evaluations were
uniformly high with regard to overall utility of the
workshop, its content, methods and trainers.

II. BACKGROUND

This workshop is part of a series of activities in the
areas of management, clinical training, IEC and policy
formulation being conducted by various cooperating
agencies under buy-ins from the AID/Cameroon FHI
project. The activities are being carried out in anticipa-
tion of a bilateral population program. In May 1988,
FPMT participated in the initial design of these
activities which are aimed at channelling resources to
help the Government of Cameroon broaden its pro-
grams in family planning,

FPMT’s support to the above efforts via management
training is directed principally to the network of
Women’s Centers. The first workshop held in January
1989 reached seven Directors. The current workshop
trained 17. So far, nearly all of the Directors have been
trained, during one or more of the workshops, in basic

planning skills including formulating goal objectives and
targets, preparing work plans, writing budgeis based on
program activities, preparing job descriptions related to
program manpower requirements and establishing
appropriate monitoring and evaluation procedures.

The workshop was originally scheduled for early May
1990 but was postponed for two weeks. A representa-
tive for the Minister of Social and Women’s Affairs
addressed the participants at the opening and closing
ceremonies, discussing the national population policies,
the mandate and role of the Ministry in developing
responsible parenthood programs in urban and rural
areas, and the importance of an approach to family
planning programs with the underlying philosophy of
freedom of choice.

ITI. ADMINISTRATION

A senior official of the Ministry coordinated the overall
administrative activities and management of workshop
logistics from the planning to the implementation. A
workshop administrator seconded from UNDP was
designated as financial officer for the workshop and
administered all local funds covering participant and
direct costs. The FPMT buy-in covered the cost of
facilitator-trainers, training materials and participant
expenses. The Ministry provided workshop supplies.

The workshop was held at a local rural development
and teacher training institute.The Ministry provided
secretaries and basic office equipment to prepare
additional materials, group work reports, and the draft
of the final report.




IV. PARTICIPANTS

There were; full time participants. There were'2 0!
Francophon€ participants and five Anglophone partici-
pants. They were divided into two groups, each with a
full time facilitator. The list of participants follows:

1. Mme. Agnés Julienne ADAMA
Directrice, Maison de la Femme, ABONG-
MBANG
MINASCOF

2. Miss Monica EFFIONG
Directress Mundemba Women’s Center,
NDIAN
MINASCOF

3. Mrs. Agwi Catherine ATANGA
Directorate of Women’s Advancement and

Women’s Educational Service
MINASCOF

4, Mlle. Marie Colette NDZOUGOU .
Directrice, Maison de la Femme, FOUMBAN
MINASCOF

5. Mme, Marie Louiss CHEKEM
Chef de Service Adjoint de 'Action Démogra-
phique
Direction de fa Protection de PIndividu et de la
Famille
MINASCOF

6. Mme, Marie-Thérése NGOMBAHENIG
Directrice, Maison de la Femme, POUMA
MINASCOF

7. Mme. Julienne NGOUMOU
Directrice, Maison de la Femme, BAFQUS-
SAM
MINASCOF

8. M. Joseph-Emmanuel NGUIDJOL
Coordinateur Projet de Planning Familial
Save the Children

9. Mme. Collette NOPOQUDEM
Directrice, Maison de la Femme, MBOUDA
MINASCOF

10. Mrs. Eyere Veronica QOBI
Directress Women’s House, MAMFE
MINASCOF

11. Mme. Marie Marcelline OYTE
Assistante Sociale Directrice
Maison de la Femme, NKOLNDONGO
MINASCOF

12, Dr. Stella Bengle Bongwa ZEKENG
Save the Children

13. Mme. Christine NLEND
Directrice, Maison de Ia Femme
DOUAILA
MINASCOF

14, Mme. Suzanne EPEE
Direction de la Promotion Feminine
MINASCOF

15. Dr. Suzanne MOLU
PMI Centrale, Yaounde
MINISTERE DE LA SANTE

16. M. Tanrang DOUMARANG
. Chef du Secteur Departmental,
MINASCOF

17. Mme. Laurantine-Flore ELONG
Directrice, Maison de la Femme, EDEA
MINASCOF

18. Mme. Emma-Victorine KAMSU-KOM
Directrice, Maison de ia Femme, TSINGA,
Yaounde
MINASCOF

19. Mme. Amaya YADIJI
Directrice, Maison de la Femme, MOKOLO
MINASCOF

20. Mrs, Theresa EGBE
Directress
Women’s Center, KUMBA
MINASCOF

21. Mirs. Comfort EFFION
Division of Responsible Parenthood
MINASCOF .

22. Mme. Hadidja YOUSSOUF
Directrice
Maison de la Femme, Garoua
MINASCOF

23. Mlie. Marcelle MBAH
Directrice, Maison de la Femme, BAFIA
MINASCOF

24, Mme, Therese TIENTCHEU
Directrice, Maison de la Femme, BAFANG
MINASCOF

25. Mme. Clothilde AMBANI
Directrice, Maison de la Femme, AKONO-
LINGA
MINASCOF




V. TRAINERS
There were two trainers:

1. Saul Helfenbein, Chief of the Africa/Asia Division,
FPMT

2. Lielie Bula-Bula, Consultant from Zaire

V1. WORKSHOP PREPARATIONS

The basic core materials for the workshop’s five
modules were prepared in Frerch and English in
Yaounde by Mr. Helfenbein and Mr. Bula-Bula The
materials consisted of course objectives, exercises,
handouts, reading materials, and'a series of personal
managerial capacity diagnostic instruments and short
handouts on subjects related to the module themes.

Vil. WORKSHOP CONTENT AND
METHODS

The workshop focussed on the development of skills in
supervision of family planning programs suitable for
organizations such as Women’s Centers. The training
program’s modules dealt with the concepts of supervi-
sion, the planning of a supervisor program, the conduct
of supervisory visits, and the giving and receiving of
feedback.

The workshop was designed to lead participants
through each of the steps in formulating a program of
supervision for family planning programs to established
in the Women’s Centers. The subject matter for each
module was presented in a short lecture. Lectures were
followed by exercises and a presentation of group work
results. Each exercise built upon the results of the
previous ones. A field exercise was developed to permit
participants to test a supervisory instrument which they
had developed.

In addition to the formal structured learning approach
to developing supervisory skills, facilitators introduced
each module with a diagnostic management tool to
enable the participants to determine their performance
capabilities as managers in leadership and communica-
tion. These diagnostic tests were both instructive and
amusing and offered a congenial balance between
functional and organizational aspects of management,
Detailed technical reports for the Francophone and
Anglophone groups are attached (see Annex 1 and 2).

VIII. EVALUATION

Each module was evaluated individually. Participants
were uniformly satisfied with the content and conduct
of each module. The workshop was rated on seven
indices on a scale of one (unacceptable) to five (excel-
lent). The results are as follows:

Indicator Score

1. Overall Rating 4.8
2. Objectives Met 45
3. Utlity 4.8
4. Learning Materials 4.5
5. Relevance of Materials 4.3
6. Teaching Methods 4.5
7. Instructors 4.9

I1X. NEXT STEPS

This workshop completed the current FPMT buy-in to
USAID/Yaounde’s FHI Project. A planned follow-up
can not be carried out under FPMT owing to lack of
funds. The shortfall was due to the fact that it was
necessary to conduct four workshop under this buy-in
rather than the two originally planned because of the
need to accommodate both French and English
speaking participants. USAID/Yaounde is making
attempts to identify funds for the follow-up and a
tentative schedule and follow-up plan were prepared in
collaboration with the MINASCOF in case funds are
made available.

This workshop ends the current FPMT program in
Cameroon. The pace of development of the family
planning program in Cameroon is accelerating. The
SEATS Project will be providing support in order to
establish family planning clinics around the country.
Included in these clinics are six of the Women’s Centers
whose directors participated in the first of the FPMT
workshgps on local planning,

When FPMT began its management development
activities in Cameroon in early 1989, the MINASCOF
was the only institution with a clear mandate and
interest in the area of family planning, Now this has
broadened and the Ministry of Health has established a
unit to deal with family planning matters. Further
management development activities will be required.
Several suggestions were made for a continuing
program of management development:

1. Replicate the two courses on local planning
and supervision given for MINASCOF person-
nel for MOH regional health officers and
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family planning clinic personnel. Also train
local trainers to continue management training
as the family planning program expands.

2. Provide technical assistance to the MOH
department responsible for family planning
related matters to set up systems for ensuring
effective coordination among MOH, MINAS-
COF and PVO family planning programs.
Emphasis would be placed on setting up a
Management Information System to monitor
program activities, costs and service results.

3. Continue to provide training and technical
assistance to the MINASCOF Women’s
Centers in MIS, financial management, human
resources, management, ete. to ensure the
delivery of quality family planning services and
to develop sustainable family planning pro-
grams.

X. CONCLUSIONS

The workshop was judged a great success by all the
participants. It received considerable media coverage
as had previous workshops. This workshop, like the
previous ones in one in January 1989 and March 1990
provided considerable impetus for the rational planning
of family planning endeavors through the infrastructure
of Women’s Centers under the auspices of the Ministry
of Social and Women’s Affairs. The time is ripe to
extend management development efforts to the MOH
and to the individual Women’s Centers.
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Ministére des Affaires Sociales FBMT /USAID-CAMEROUN

et de la Condition Féminine

Feai
2 38V IAVF, SEMINAIRE-ATELIER SUR LA SUPERVISION
‘ DES PROGRAMMES DE PLANIFICATION FAMILIALE

OBJECTIVES

At the end this workshop participants will be able to :

i
1). Expldn the concept of supervision
1.1. Give an operaticnal definition
1.2. List the most important elements

2). Plan a program of supervision
2.1. Prepare a set of supervisory instruments
2.2, Prepare a supervisory schedule
2.3, Prepare a budget for conducting a supervisory program

3). Conduct the supervisory activity

3.1, Identify the activities tc undertake
during the supervisory process

3.2. Carry out supervisory visits
3.3. Identify professional deficiences

4). Give feedback based on data obtained during supervisory visits

4.1. List the characteristics of effective [eedback
4.2. Give effective geedback based on a supervisory visit

4.3. Prepare an out®gine for a supervisory report.-
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AVAILABLE
DAY 1 28 MAY 1990

A ——rma -

1., Therme : Concepts of Superivision
2. Objectives ’

1. Explain the cancept of supervisian
1.1 Give an gperatianal definition of supervision

1.2 List the mmjor ol-ments in supervisian.

3. Methods ;

~ Discovery

4o sictivities

-~ Jelf test on Ability to negotiate
- Case study an supevisory situation
- Group disaussian c1 elaments of supervision

&. Results

Following the official cvening ceremony of the workshap, participants
tested themselves on their abillti:s as negotiators. A test instrument was used

to score them on the Importance tk - gave to the desire to abtain results and
the importance they attached to cc .=iicatian.

In the discussion which ensued, the following points were stressed.

. Negotiation is an :.vortant aspect of daily and professional lite.

. Without effective negotiations that lead to mutual agreement ard
capromi ses an differing points of view, need, and interests, work
does not get dane and results are not achieved.

. Without effective negotiation, pecple become dissatisfied and frus-
trated.

eoul
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Participants reviewed the five u.eps to successful negotiatian. These arce

1. Exchange inforrmation an different necds,
points of vicw, amd Intcrests

2. Identify sutual expectations, that is,
arcas of conmon intcrest and neod

3. Formulate camon goals and results
to bc aobtained

4. Plan how to sailve prob: oms which may
arise in rcal: "ng objectives and In
achieving res. . s

5. Set time peri-: to rovicw cxpectatians
and objcctives.
It was pointed out that in most Ias:ances, whcon people ncgotiate thoy cover
stops 1 and 2, howover, thoy scldoc: 7o through the reemining stops. This ofton

lecads to unsatisfactory ncgotiatior =z’ t’us to disappointments and frustration.

Participants then identificd the varicus situations wore negotiatians play an
inportant rolec. Thesc Included workshop contracts, recrutment and hiring of
oersannel, planning programs, :-d finally, scpervising workers. They thon proce-
ded to ncgotiate the workshop conti-ot.

This involved a revicow of the workshop objectives, workshop methods, and
workshop programs. After roviowing the above they accopted the dbjectives and
cstablished workshop bohavioral norms including : punctually, matual respect for
cach other's gpiniaon, toam work and mutual help to carry out all workshop activi-
ties, oponness and free cxchange of ideas and cxpericnce.

The participants then began thoir disaission of the first objective : fxplaining,
the cancept of supcrvisian. Par.?cipants vndertock an analysis of three short

cases to try to identify the pr: :ipal clcments of supervision in order.
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to arrive at an cperaticnal definition of supervision. ($ee Amex 1 for he

three easel.

The results of the case study are presented below :

The Whip

The Mess

The Fist - Fig:t

AsE H I

ASE H 2

CASE +H+ 3 |

1) Prcblems

— e —— ]

- Is Chief of center bo
bcss

- Is lack of c.. u |
nicatiaon ? |

- Gossip among staf.’

- Jealcusy among stalf

- Dissatisfactim

| - Lack of mutual un.er- |
stand among staff

- Mis under standing

~ Chief of service inse:!
sitive to needs of |
staff

~ Negligence of duty - Misundertanding tho

— Lack’ ¢f coordina-
tion who the nig-
ht staff a lack
cf cogperatiaon

- Rele canflict.

|

nurse x nightwith

- Lack of duty cons-
cicusness an the palt
of the nurse

- Murse is nossylshe |
sheuld mind her oun
business

- Night watch 1s not
the hospital time
keeper.

2} Causes

- Chief was sent for 4
training in FP. He is
the cnly cne. The the
staff are angry. They

i cculd have alsco uantecl

to go, so they are dis
satisfied.

— Reasans why the chief |
was selected to be
trained in F.P,

[~ Were not germine.

~ Lack of organiza
tian

- Poor supervisian

~ Job not well de-
fined.

-~ Lack of supervisian

- Jobs are not well
defined

- Lack of ccommica~
tion amcry staff

3) Censequences

- Jissatisfaction among
staff

~ Decline in the mm.er
of acceptors, by 2 %

- Workers refuse tq c -
ry aut their tasks

- Unhealtly work atm. s

bhere in yaur F.P. cen |
ter. ,

—— i oy et

- Dissatisfaction
arang staff

- Dirty mterials
in labcratory

- Fights between yaur
staff

- Jcbs are not proba-
bly decne

4) Selutiaons

~ Have a staff meeti:: o
to let everyane express:
l their views abcut m‘:at

i - Have a staff mee-

ting to redefine
tasks

~ [mircve supervi
s1Cn

--ol

- Redefine jobs ammg
staff

| = Dutry consciocuness |

- Institute Rules
regulations

: ! -
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is going cn and w.y

— Organize cn the spot
training for you:' wvor-
kers.

- Do a Jcb descriptian |
and divisian of labaur

among staff

In tke ensuing discussian, the fcllowing points were enphasized for each case ::

Different types of canflicts, different types supervisory styles, different

types of ccnsequences related to cutput, quality of services, and work enviran—-

ment.
CA:  STUDY ANALYSIS
| |
WHAT 710 (A 1 CASE 2 CASE 3 |
l |
LOOK FOR ! |
|
PROBUEMS - Canflict between chie.’ '- Cwflict between |- Conflict betwe:z in- |
and workers | groups of workers | dividual workers |
| - Refusal to wourk ~ Fajilure to chser—~ |- Failure to chserve |
ve technical norms{ norms administrative E
CAUSzS - Style of the chic? |- Respensabilities |- Respansibilitiss for =
~ Lack of agreement cn Unclear enforcing norms un— |
cantent of work taskc - Lack of motivation; clear ]
arx] metheds - Style of chief -~ Respansibilities un- !
| clear |
i~ Style of chief i
l
CONSEQUENCES — Drop in effort - Detericraticn of |- Disruptian of serviced
- Drop in cutput enviraunent -~ Possible litignticn
-~ Deterioratian in |- Lang term canflict
quality of service| among persannel
- Potential increase I
in staff costs (co l
rartime)
SOLUTIONS - Change style fram - :tc-y— Caange style fram j- ge style to auto-E
cratic to particir-*ivey indifferent to au-; cratic

(Negotiate)
- Review jcb descriz.ians

tasks and foncticas

|~ R
l

tocratic
- Enforce technical

IIOIMms

~ Enforce behavioral
nerms

~ Clarify responsibili -
ties I

eeul



Eiarticipants then came to the fcllowing concensus an the major focus ans ele-
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ments of supervisicn as presented below.

- BEST
AVAILABLE

I _
| FACTOR INFLUENCING

[ l
FIOUS OF STERVISIQN| FACIORS INFLUENCING |

SUPEVISOR I | SISV ISEE
j— !

! Institutianal I l l
| Cantext

1. Organisaticn 7. T=sk 1. Norms
i 2. Procedures i <.>f7:rt 2. motivaticn

3. Resscurces 3. rerults 3. working caditias

| |

py 2 : 29 MY 1990

1. Theme : Ccncepts of Supervisicn

2. Objectives : See Day 1

3. Methed :
Discovery

4, i’ecbnigge :
- Discussim
~ Case Study

5. Activities :

The day sessian -.nsisted cf the following activities :

- Clarificaticn
- Review ¢’ el :uents of supervision
- Discussicn «. superviscry styles.

6. Results :

1. Participants raviewed the major factors related to supervisian and

=

reenphasised the cperatianal definition of supervision as concern fo'

quality cf wor: verfcrmed by the emplcyee, the level of eff.zt exer—
ted in performing :':e work, axi the results which the worke. achieve.

v
i
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2.

Participants then lock: 1 at the majcr elements which the superviscr
has to cansider in .zgn-d to work, effort and results.

With regard to work, t."> supervisor has to be able to judge the qua-
lity of the employees v—ni, -hat is, the supervisor has to be able
to evaluate the werker's performmance. Performance evaluation requi-
res the establishr.mt of norms, which are standards cf acceptable
perfcrmance. In order to be able tc distinguish between very gocl,
good and poor perf:..ance, the supervisor has to prepare criter:a.
Criteria were defined zs descripticns of professiamal, technica. or
social behavior which allcws the supervisor to chjectively judge wihie-
ther performance is very gocd, gecod, or pcor. Participants emphasised
the following in regard to criteria

a. Criteria have to be written dowun for each task

b. The supervisor has to Inform the worker abaut the criteria
which will %e used t: judge his performence.

c. Althaugh it .zres cemsiderable time and effort to prepare
criteria, the . '~wuviscr's work will be in the Icng run if
criteria hav. been prejared.

d. If the worke's ;ob descriptican includes tasks the spervisor
can selectively choose thcse tasks which are the most fuor-
tant and an whici the rest of the work degends, The supcvi-

sor then prepares criteria for evaluating the perfcrmance of
these tasks.

With respect to effc.t, the supervisor has to kncw what factors .iti-
vate workers.

.. identified _ . . s
Parti czpantsh%?'ee factors inportant in motivating workers :

a. Meeting persanal need. This included campensation (salary)
and status (reccgniticn/

eeod
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b. Giving workers imitiative. This included delegating res-
pansibilities and decision meking authority to carry cut

respensibilities.

c. Providing professicnal satisfaction. This included provi-

ding training, rescurces and support to achieve results.

3. With regard to re ~'ts, part:'a;mnté?%glrféﬁing envircument as the
critical influence . the ability tc produce results. The working
emvircument was . acterized by its orgapnisaticn, work plens staff

relationships, financial =ad waterial resaurces, and the menaser's

style. The menager's

¢ supervisor's style was considered most im-

portant because o: Its influence cn the other elements.

Participants identifi~! t.>ce rain styles :
Autocratic, Laisser-faire car, indifferent (amx] Democratic for,

participative]. Farticiponis locdked at che effects of each st le,

the positive and -egative aspects, and the situaticns in whic' each

style would be appre: “ate.

a. Effects of the different styles.

dutocratic
work Is Inposed

litt e contribution
by werker«

little discussian of
chjectives

frustration and dis-
satisfactian

Short-term results,
long-term failure

1.

2‘

Laisser-Faire
Work is not
organised cr prcper-
Iy planned

admini st rative norms
.ot fellcwred
pleasant atmosphere

> the begming frus-
t. Zion in the end.

. ot term results

. ag-term failure

eeed

Participative

1. worker's feel inp-rtant
2. workers take more res-
pansibility

3. Short term difficulties
but long-term results.
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b. F 'sitive and negative aspect cf supervisc-y sty—

I:s.

STYLES I POSITIVE ASPECT I NEGATIVE ASPECT
dutocratic O-+2ins results rapidly — poor gquality results
~ creates frustra“icn
FLaisser-Faire Suparvisorexpends less effort| - Disorganisation
znd avoids cenflicts wit:t | - Confusion
workers - Frustration

Particig-tive

re respansibilities for

| achleving rc: :ts

Workers an.i mmpuwwvisor sha-| - Takes a great deal of

effort cn the part of

the superviscr

Participants noted that in

..:2 participative style, the supervisor had to nego-

tiate all the time with his workers. The negotiaticn process was revievd in
this regard, Enphasis was place . clavifying nutual expectutial, spocilying goals
and dbjectives and providing s -ort to the worker.

c. Situatians when I o:.nt styles are apprepriate

. dutocratic style is appropriate in emergency situaticns

. Laisser-faire style is apprcpriate when the superviscr and su-
bordinates e of egual prcfessianal standing

. Participative si--le is appropriate when workers are motizated

but are frustrated because they are not achieving results.

d case study was used to illustrate the last point.

The following table was prepared tc help participants identify situaticns when
different styles are appropriate :

eeel



STYLES

SITUATION

1
PERFORMINGS i

MOTTVATION

]
|

WK ING
ENVIRONME ™!

| AUTOCRATIC |

hhen tasks are perfer
med belcw acceptable |
norms

When effort need to
be Increased rapidly

When resarces
are very scare.

ILATSSER-
1BV IRE

khen tasks are pe--
formed in accordance
with acceptable ncrms

khen effort and cut-
put is in line with
program gcals

hhen rescurc:s
are available

PARTICIP] -
TIVE

When tasks are not
clearly related to
goals

hhen cutput needs to
be increased

When there are ma-
ny demnds ar avai
lable rescurces.

IdY 3 - 30 MY 1990

1. Theme :

. Cancests of Supe:vision

. Practical aspects c.” supervisian

2. Objectives
. Prepare a supervisory program
2 Prepare a supervisery instrument

3. Methods

. Discovery

4. Tedmiﬂes 2

. Discussian
. Brainstorming
. Gramp Exercises.,

.-.’
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5. detivities :
. Ilentify the benei.is of supervision
. Prepare a job descip i for a supervisor
. Identify the basic requirements to do supervision
. Prepare an instrument to collect supervisory informaticn ,

6. Results

a. Participants first reviewed the situaticns under which different,
superviscr styles were apprcpriate. Epphasis was placed an the utili-
ty of discussiang supervisicn in terms of :

1. Performance which referres to the quality of work ca-ried
cut and the criteria used to judge.
- Acceptable performance .

2. Motivati which refers to the satisfaction of persanal
needs, i: :’iative and profesicnal conscienticusness that in-—
fluence :2 amamt of effort exerted in carrying cut job
duties.

3. Working eav: ~ament which refers to the rescurces av:ilable

and providec o the worker in crder to ensure maxinnm results

The following table was prepared to indicate when different
supervisory styles might be approiriate :

APPROPRIATIL °SS OF SUPERVISORY SIYLES

l

| SIYLE SITUATION
|

PERFORMINCE i MOTIVATION ENVIRONMENT
; AUTO CR1- | When : :sks are perfcrmed be- %Hhen effort is so low khen resaurces i
ric low a. ceptable norms Ii t endangers service are very scarce

|
I ] I
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acceptable but are not
clearly related to res.!ts

~ 117
21 VA
L | |
LAISSER-FAIRE  |hhen task are performed |#hen effort |hhen rescurces are
|dbeve |and autout lavailable
Acceptable ' ..t -ad program land used in accortsnce
Norms lgoals |with goals
I ]
| PARTICIPATIVE |When tasks are performad lhen effort is highlhhen there are mmny de-

but cutput is low

mands an available re-
saurces

b. Participants then reviewed the benefits of supervision to the supervisor,

the worker and the service. These oenefits also related to performmnce, mo—'

tivation and working environment. They are sunmarized in the table presen—

ted & ow. '

! |

BENEF{CIARY PERFORMANCE MOTIVATIOV | ENVIRONMENT |
| N |

- | |

SERVICE Work is oriented to Target group ' Resaurces are used I
achieving results | is reached with | more | '

iacreased effort | efficienty [

l [ and output i E
| A

LORKFR Inproves quality of work | Receives support More resources a.a !

and receives i and satisfaction mde available to in- |
recognitio | tkrough greater crease professianal [ '

! pariicipation and | satisfactian and aut- !

| contribution to put !
decision making i .

SUPERVISOR Can use time to plan Can focus on pro- | Can better plan kew to |
rather than solve probleis | viding use financial and :mte-| l

| and deal with emergencies resources and rial resocurces to in-

recognition to crease output and achie
increase ve results, '

i effort i

After identifying the benefits of supervisiaon the participants proczeded tol

pirepere a job description for a supervision! This was a general identifi-

catica of the mmin duties of all supervisor who wish to achieve the bene— '

fits noted above.

..',
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Sammmry : Supervisors messian is (o get the besi froua the pecple she

supervises

Duties
1. Plans aheal the program of supervisian
2. Evaluates results of worker!s perfomance
3. Solves technical, administrative and persanal problems
4. Organises and attepds oeeting with staff to review work relz -=d
praoblems

5. wWegotiates perfo-mmnce objectives with each staff member

6. Sets technical a7 administrative norms

8. Inform and train: staff to improve performance.

d. A brainstorming sessi 2 vus canducted to identify the basic regquirements
for all supervisory activity., The brainstorming resulted in the .“:llowing

list of requiements.

1. Job Descriptians

2. People assigned job descriptions

3. 4 carefu’:, planned program to candiuct supervisory visils
4. Instruments o collect infornrmtion

5. Methods to analyse information

6. Methods to provide effective feedback

' 7. Manages equipeme. s:d resources to motivate staff

The last three items were identified as the principal competencies (technical
kncehc ] which a supervisor must have.

e. In the discussion which ensued, it was noted that Job descriptians form
the basis of the supcwvisory instrument. The instrument is a tecel by which

' to collect informmticv. on the performance, motivation and environment of
-n-l
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the worker. Participcats began to practice the canpelencies in des Xloping
supervisory instrums. 's by deveicpiiy, uie to be qved fa swpperviss. | a
Director of a Woron’s Lo ~opr. The propared a Job Desceiption aed nr each
of the duties identified established criteria [¢i judging vy gcd, good
cr poor performence. Very gord was identified ac persormance which exceeds
acceptable norms, good as performence which just meets acceptable norms,

and poor as performmnce whick is below anzoentahle norms.
poor e}

L : 31 MY 1990

1. THEME
) . Develapment of super - iy instruments

2. Objectives
. Samc as day 3

3., Methods

. Discovery

4, Techniques

. Group disaussian

. Bxcercige

5. dctivitices

. Identify characteristics of a supervisory instrumcnt
. Identify advantages and disadvantages of different performance cvalualion
scalcs
. Bz 2blish criteria for dut;es in the Job Descriptian of a women's Centnr
Di. octar

. Preparc the format ¢’ a supcrvisory instrumont

6. Results
d. Characteristics of soervisory instrumont.
Participants identi od the following characteristics

eeol
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1. d supervi v instrumcnt is a tocl for cailecting . forun—
ticu abourt
~ Poerlarazeco

- Mtiva.ion

- Working onvirouecnt

2. An Instrument nust be
- Uryganiscd
- Logical

- Realisticlfeasible

The instrumctt must be usa: ™ ~ud the informmtion an performance, motivation
and working canditions must be «stainable fram questionning, obscrvatiaon and loo-
king at records. If the instrument @3 too lang, or if the informmtian Is not casi-

ly available, the instrument will rn-t be usable.

3. d supervis.v icsirument should help the supervisor identi-
fy prcbloms with rcgard to performmnce, motivation and wo: -
king conditions. It should also help the supervisoo idanii-—

fy sclutians to thesc probloms.

8. Advantagces and disadvantages of diffcrent kinds of performmnce cvaluaion
scalcs.,
Participants noted that thc usc of scales help organisc informatiaon and tho-
rcby permit the supervisor to make judganmts an the quality of ithe wurdor's

perfonmnce.
The sczic which Is chosen helps determine the criteria for making judgusnrs.

Five types of camnn scaics were . vicwed, cach with its advantages and
desadvantages :

l I S [ B
} (1 pyry | DOVE |  NT DE | . COMENT ;
| i |

Advantage : Easy to ccost:.ct, identifies work below standard

Disadvantages : Docs not ¢ !low to identify supcrvier performence.
"ae l
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5 - 15

(2) 1oy ! ! '
DUTY  Danc | NOT Dene | ACCEPTABLE  PIRFCRMANCE i

o i

Advaniage : Fagy {0 conuirt-i, -yl 7Fies vanil o 2iue Siareized

Disadvantages @ Does pl 24ty "o Thvatily wupeerics acricnanee

| | l i
| 3 _ymry coow | Gl | Foi I
| . (CRITERIA) § (CRITTR: ) | (CRITERL) |
I i |
ddvantages : Indicates .- zlity of performence
Di sadvantages : Difficilt to preparc
| ! l T ! I I
!( Y pury s R A o |
I
E | 1 i i ]
i | Criteria | Criteria|Criteric |criteria | criteria | criterial
| | i f I}

Advantages : Makes fine distinctions in performance and allows moic sophis-
ticated cralysis
Di sadvantage : Takes a gre-t deal of time ; same of the distinctic = In

quality of pcrformance may not be rcal or important.

| 75T [ I
| DUTY BEST SITUATIOV | WORST SOV |
I CRTTERI D T ew: — (RITERIY %
t | :

Adve stages : Easy to prepare

Disadvantages : Introc ices subjectivity.

Criteria for dutics of .1c Director of a Wamon's Centor.

-

Participants chosc sc© . £+ 3 to develagp the instrummt for superoavag che
Dircctor a Wammn's Conier. The referred to the job descriptian of the Direc-
tor a Wamen's Center, »re. ntod below :

eend
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cated wore sufficiont and

properly used in the timo

period

and properly uscd
| dut all scrvices
contactod did not
participatce

ces did not partici-
pate and resources
were not sufficiont
and time period was
not respectod

Ensure the smooth
running of the con-
ters seetions .

The caapmont of the

Equipmemt is in

contor Is in good ccrditim,lgood candition,

the promiscs are titan, staf

Rfiow
exactly what the shauld do.

arc alimys proscrit

l

Equipmont Is in ma~
nageable conditian

arami scs are cleaniBut prom scs arc un-
staff know what totidy. Staff arc not
o but arc not al~jregular and do not

ways on time,

all know what to do.’

Participants thon indicatod how thoy would collect informmtion in order to be
ablc to say to which of the criteria. The performance correspands. Thoy indicated
questians thon cauld ask, obscrvations thoy could meke and records they could

check.

E. Preparation of a supervisory form.

Date : Time : Nane» of Supervisor :
Name of Supervisce : Title =
Post ; Site : Institutian :
Part I PERFORMINCE
ILFORMATION CRITERIA
] ) r
DUTIES ! QUESTIONS | GBSEXVATIONS | RECORDS VERY GOOD (809 ) PooR

[ — RSP LR D B e

...I
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Part 1II. MOTIVATION
1 i 1
DUTIES QUESTIONS |OBSERVATIONS | RECORDS | | VERY S\TISFIED | UNSATISFIED
SATISFIED
| Status {liways . saictimes scldam
receives reccives |} receives .
t,px'zsu' se Praisc praisc
INITIATIVE I
DELEGATION Rogularly | Samtimes | Scldam is
is deloga—~ is delcgate | delegatod
ted authori | authority authority
ty '
- 4
PROFESSIO-
NAL
STISFACTION
Feels Fecl Feels
Training very qualificd ungualificd
! l qualificd
Results Alvays Samet imes Seldom
Achicved achioves achicves achicves
results results results
Resources Always has |Somctimes Scldom has
suffiont |sufficiont |sufficient
resaurces |resources  |resources
Part III Working ENVIRONMENT
I {1 |
ELEMENTS | QUESTIONS | QBSRVATIONS| RECORDS | | VERY | SITISECTOR| INSATISFIED
SATISFACTOR
Organi satiol "Detailed Goneral No plans
|} plans plan is are
- hedgot available |available
calandar
exi st
Staff rela- No cenflictsDisagree~  Frequent
tian-ships ments but nojcanflicts
| [

...I

-—’-—-—h—--——~
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Availability
of resources

-~ 19
- N .I i e 4 1y e .
No stock Occasional | Frogquent
outs stock auts | stock aut

but not for| for impor-
inportant tant
mtcrials | materials

4 i — i
Progrem Breced Mcot Fall below
Rosults
Manager's lAImys approiGonerally Scldam
Style | priato appropriate |appropriate

l
!
!
|
|
|
|
target targcet targot I
|
l
|
!
|
l
i
|
J

In revicwing tho Supervisory form the following points were made :

ny

. The criteria far dutics cantot bo standapdiscd as dutios differ for
difforent catcgorics of personncl

+ Tho critcria for motivatian and working awironment can be standaydiscd
bocause motivational and ewiranmntal factors influcncing cffort and
results respectively arc usually the same for all types of persanncl.

. It is nocessary, bowever to identify the questions to ask, the obscr—
vatians to meke, and the records to check to abtain the inforration to
dotormine which criteria best deseribe the worker's situation vis-a—
vis motivational and awiranment factors.

5and 6 : 1& 4 JUNE 1950

Thame
» Supcrvisory instrumnts
Objcetive

. Sampe
aeal
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Mothods

. Discovery

Techniques
. Excreise
. Graup work
. Brainstoroing

Activities

. Preparation of a job deseription for Animator
« Preparation of a supervisory instrummnt for Anipator

Results

a} Job doseription

In preparing for fiold work, participants preparcd a Job Doscription
for a womon’'s mral animmtor :

JOB DESRIPTION
Duties

1. Collect information conceming their arca of goecration
2. Analyse the information '

-~ ide