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2.1

INTRODUCTION AND 7ZRMS OF REFERENCE

In June 1990 a technical assistance assignment in the Family Planning Association of
Kenya (FFAK), carried out under the aegis of the Family Planning Management
Training Project (FPMT) of Management Sciences for Health (MSH) funded by
USAID, reported on "A Revised Organizational Structure and Training Poiicies for
FPAK". In October and November 1990 an Overall Programme Evaluation and
Management Audit (OPE/MA) of FPAK, carried out under the aegis of the Internat-
ional Planned Parenthood Federation (IPPF) proposed an organizational structure
which was similar in many respects (but not all) to that proposed in the carlier study.
Following d:iscussions with FPAK and IPPF, this assignment was commissioned by
the Family Planning Management Development Project (FPMD) of MSH (the
successor project to FPMT). The consultant reconciled the differences between the
two proposed organizational structures and assisted in a job evaluation and salary
survey exercise to identify suitable salary levels for FPAK staff in the new structure.
The detailed Scope of Work is at Annex A.

An essential step between agreeing the new organizational structure and the
subsequ~nt job evaluation and salary survey was the production of a complere set of
job descnptions for all existing and proposed new posts in FPAK (Item 3 in the
SOW), on which the joo evaluations and salary survey are based. In the light of an
eailier FPMT- funded exercise in December 1987 to produce a complete set of job
descriptions for FPAK staff and their subsequent use for job evaluation and setting
salary levels. and in view of the subsequent employment of personnel officers by
FPAK, it seemed reaso::able that the consultant should produce the job descriptions
for the proposed new posts and Association itself should be expected by now to have
the capzcity to produce job aescriptions for all the remaining (existing) posts in the
Association; this was agreed. For this reason it has been necessary to divide the
assignment into two parts (3 weeks + 2 weeks), to allow an interval for the .
time-consuming task of checking and updating all the job descriptions to be completed
by FPAK staff.

In addition, a job evaluation exercise was to be undertaken, as part of the salary
survey exercise. Although the current Personnel Officers were not employed by
FPAK at the time the earlier exercise was carried out,most of the original Job
Evaluation Team are still available, and it was agreed that FPAK staff would make all
the preparations for this exercise, also during the interval between the two consultant
visits.

THE PROPOSED NFW ORGANIZATIONAL STRUCTURE
In 1986 the Association made a radical change of policy from undertak’ng mainly IEC
activities to service delivery. With the support of donors for this new policy there

has beeii a very large and rapid increase in the volume of th2 Association’s work. All
the attention has been focused on the technical problems of getting the new prog-
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rammes up and running, to the extent that the Association’s current Three Year Plan
has as its themes "consolidation, the quality of services and the effectiveness of
management”. Both the FPMT study of June 1990 and the OPE/MA study of
October/November 1990 concludsd that one of the main casualties in the recent rapid
increase in programme activities had been the suppurt available to senior staff -- the
Executive Director, the Programme Manger and the Area Managers. The proposed
new organizational structure consolidates the organizational and structural aspects of
the two reports and proposes the following changes:

a) in support of the Executive Director -- appointing a Special Assistant to
the Executive Director; this was recommended by both studies;

b) 1n wi¢ nianagement of programmes -- separate the HQ responsibility for
Area activiiies from the HQ responsibility for programme activities
(now both are carried by the Programme Manager); both studies
recommended this although their proposed implementations are not the
same;

c; in the work of the Research & Evaluation Unit -- to focus more on
analyzing data, producing performance reports and undertaking useful
research in order to give more direct support to the programme work:
both studies agreed on this although they differ in the proposed
organizational location of the Unit to support this change;

d) in support of Area Managers -- appointing Assistant Area Managers
with direct responsibility for the supervision «f administrative staff in
the Areas; this was recommended by both studies.

In addition a number of more detailed changes are proposed which were included in .
the FPMT study but were not considered in the OPE/ MA study. These are:

e) the staffing and management of the HQ programmes Department;
f) a career development line for Area Managers.
A detailed account o/ the proposed new structure is at Annex B and the job
descriptions of the proposed new pcs's are at Annex C.
3. JOB EVALUATION
3.1 Although not inciuded in the official SOW (see Annex A), a job evaluation exercise

based cn the new set of job descriptions was technically desirable and could be fitted
into the agreed timeframe of the assignment. In addition, since the previous job
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3.2
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3.4

evaluation exercise in FPAK in December 1987, some of the jobs have been regraded
and a number of new jobs have been created and added to the job grading list. For
these reasons it appeared useful to undertake a fresh evaluation of all the jobs in the
Association to ensure that their gradings are once again consistent throughout.

The Association’s personnel officers (Mr. Njenga and Mr. Maingi) made the
preparations for this exercise as follows:

a) agreed the membership of the Evaluation Panel with the Executive
Director, to include as many members as possible of the original
Evaluation Panel; '

b) made copies of the instructicas for the Panel and circulated them to the
members,

c) produced a complete set of job descriptions for the new organizational
structure and circulated them to members of the Evaluation Panel;

The procedure followed was the same as that used in the previous exercise. ' Each job
was considered in tern to decide which job grade it should be allocated to in
accordance with the definitions of the job grades. To do this, each job was reviewed -
using the same Evaluation Factors as in the previous exercise; these factors are listed
in Annex D. The preparatory stage of the previous exercise -- pairwise comparison
of benchmark jobs in order to establish a number of grades and their definitions --
was unnecessary this time.

In order to simplify the task of the Job Evaluation Team, the current jobs in the
Association were divided into three groups:

Group 1: all those jobs which were graded by the Job Evaluation Team in
the previous exercise and whose grading had not bsen changed
since then.

Group 2: all those jobs which were graded by the Job Evaluation Team in
the previous exercise and whose grading had been changed since
that time.

Group 3: - all those jobs which were not graced in the previous exercise
e g. new jobs created since then.

Tily, October IBT ’ Page 3 Rerya



3.5

4.1

The task of the Evaluation Panel was:

1. For the jobs in Group 1, to determine:

a) since the last exercise had the job changed significantly in any
of the Evaluation Factors?

b) if not, was the previous decision on its job grading still correct?
c) if it had changed significanily, what shculd its job grading be?
2. For the jobs in Group 2, to determine:
a) what were the reasons for the grade change which was made
since the last exercise e.g. significant changes in its Evaluation
Factors, the grounds for a successful appeal against the original
decision, etc.?

b) did these reasons justify the change which was made?

c) if not, what should the job grade be?

2

For the jobs in Group 3, tu review each job according to its Evaluation
Factors and determine which job grade it should be allocated to.

Although job descriptions for the proposed new posts in FPAK had been produced
(Annex C), tiile new organizational structure had not heen announced and so these
posts were not inzluded in the job evaluation exercise.

THE SALARY SURVEY

The Federation of Kenya Employers (FKE), of which FPAK is a member, has
conducted a salary survey covering the local employees (i.e. excluding expatriates) of
NGOs in Kenya, many of them headquartered in Nairobi. A discussion with Mr. G.
Bekko, the Executive Officer of FKE's Manpower Consultancy Services who
conducted the survey, determined that the results are applicable to FPAK. It covered
a much larger number of contributing organisations than the usual survey by
commercial consultants does, and its results are therefore a good deal more reliable.
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A NEW SALARY SCALE FOR FPAK

The current salary scales for FPAK management staff (Grades A-G) were set on |
January 1988, since which date there has been an increase in the cost of living in
Kenya of about 50%. The remaining, unionized, grades (H-L) benefit from an annual
salary negotiation which at least keeps pace with the cost of living. The Association
now wishes to bring its management salary scales more into line with those of similar
organisations in Kenya.

The results of the FKE salary survey showed three levels -- High, Median and Low --
of the compensation packages (salary + allowances + the financial equivalent of
benefits) for each grade of staff. The Median figures from the survey were used in
setting the new salary scales for the Association. The ain is to bring the salaric: and
other benefits of the Association’s employees up to the middle of the range of what is
received by similar staff employed in similar organisations in Kenya.

Comparing current compensation packages for FPAX staff shows that management
staff in FPAK are now receiving 58-71%, depending on grade, (average 65%) of the
median compensation for their grade in Kenya. The total increase required to bring
their compensation levels up to the median is 40-72%, depending on grade, (average
54%) which is reasonably close to the increase in cost of living since the time the
current salary scales were set in the Association.

FPAK proposed a new set of allowance and benefit iteras which maintained their
current average at about 50% of iotal compensation. The remainder of the monthly
compensation for each grade (to bring each up to the median figure in the FKE
survey) constitutes the salary component of compensation. Because in general the
proposed allowances and benefits for FPAK staff constitute a higher proportion of
compensation than the corresponding figures for other NGOs in Kenya, then
necessarily the basic salaries in FPAK would in general be lower than the current
figures for NGOs in Kenya in order to achieve the same overall total staff
compensation; on average the proposed basic salaries in FPAK would be 84% of the
corresponding salaries in other NGCs in Kenya. However, because the current basic
salaries in FPAK are 5o low, it requires a substantial percentage increase on the
current scales, between 66% and 92% depending on grade, to bring them up to these
levels.

The detail of the analysis performe{, the proposed set of allowances and benefits, and
the proposed new salary scales, are shown in Annex E.
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ANNEX A: SCOPE OF WORK

For : Organizational Development and New Salary Structure
Position: Consultart Peter Shipp
Time: July 1991, 15 days and September 1991, 10 days

The Consultant’s activities will be:

1.

To review wit!s FPAK senior staff and Board the recommendations on FPAK
organizational structure in the FPMT report of August 1990 and the report of the
IPPF OPE/MA study of Oct/Nov 1990.

To participate in the development of an implementation plan to adopt a new
organizational structure in FPAK.

To help FPAK staff produce job descriptions corresponding to the agreed new
organizational structure.

To assist in the design and execution of a salary survey to identify suitable salary
levels for FPAK staff,

To assist in the production of documentation explaining and justifying the selected
salary levels for FPAK staff.

To submit a written report on the outcome of each trip in the consultancy to the
FPMD/Kenya Coordinator at the conclusion of each trip.
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In 1986 thero vas s major change in the thrust of FPAK's activities.
Up to that time the eaphasis had been on creating fenily planning
avareness and demand far services, and vhen o high lavel of these
these had bonn achieved in the country ths focus of the
Asgocistion's activities avitched to meeting demand through service
delivery activities. By 1983 65% of the Associastion's annual
expaenditure vas on service delivery projects, 14% on oLher prnjects
and 14% on project support. This sajor svitch has hed its effect on
the rate of expansion, ths staffing petterns and the organissticnal
structure of the Aesociation. With the support of its donors for
this nev focuas on gervice delivery (mainly USBAID and AVSC direct and
ODA, UNFPA, Horld Bank and UBAID through NCPD) the expenditure of
FPAK doubled bstween 13987 and 1989, and full-time staff increased by
73, almoot 30%. S8ta’fing patterns show that nov most of the
progreanmes staff at HQ and in the field are engaged in mervice
delivery (static clinics, outreech clinics and CBD). The
organisstional structure has had to seke rooa for the creation of a
8enior Frogrezme Officer poat for service delivery in order to cope
vith the greatly increesed and more highly technical wvorklosd in the
Asgociation's progresces.

This recent aajor expansion in the staffing, budget and activities
of the Asecciation has alsc called for improvement in the existing
mansgesent. procezsns and (vhere necessary) tho iaplementstion of nev
ones e.g. the sprointaent of highar calibre Area Managers to bring
aore effective mansgeaent to increasing numbers of staff and volumes
of service delivery activity in the Aress, Lhe coaputerisation of
CBD service statistics (soon to be extended to clinic statistics),
the imnineat coaputerisation of finencial ‘accounting systeas, the
design of o staff supervision systea allied to en snnual staff
appraisel, starting s personnel function in the Asgociation, and the
planned computerisation of the logistics svatea and personnel
records. Thesa sweeping changes, both recently implemented and
still Lo come, have placed greater pressures on senior aanagers vho
are nov having to use these nev tools to cope vith a vider range of
activities of greater coaplexity than before.

It is therefare not surprising that the Association's current Three
Year Plan has as its centrel themes consclidation, the quality of
services and the effectiveness of manageaent. In Limes of massive
expansion the urgent issues of coping vith the nev activities and
their probleas sre alveye pressing, and they are dealt vith at the
expense of other issues vhich are given the ainiaus amount of etten-
tion to relieve vhatever iumediate difficulties are presenting thea-
selvea. But this cennot be alloved to continue for too long, for

these first-eid type soluticns become less and less effective and
goon allov more deep-seated probleas to esteblish themselves. The
-Associastion-has—thererore _given itself a breething space to digest
the recent expansion and prepere itself for e planned further expan-
“sion, percicularly in CBU @ervices.



4. One of the main casualties of the recent axpansion has been the sup-
port aveilable to senior staff. While the reasource needs of service
delivery programsos have been quickly identified and met wherever
posaible (because all the attenticn has been on these programknes anc
their initial performance), the worklocad of genicr nanagers hes alsc
increased but they have coped with it to the extsnt that time snd
circumstances have alloved. This period of consolidation has affor-
ded the opportunity for s much more critical and detailed analysis g
the situaticn then has been possible recently, and this has shown th
ED end PMunder pressure and unable to do justice to the current work
load, let alone prepere for its increasse in the near future. This
general conclusion vas arrived at in e Femily Plenning Management,
Developaent study in July 1990, and vaas confirmed by the IPPF OPE/MA
study of October/Noveaber 1990. Both studies made specific
recomsendations for iaproving the situation.

S. This docwment consclidates the organisational and structursl aspacts
of thege tvo atudies and tha vievs of FPAK senior volunteers and
staff. It proposes the follovwing chenges:

a) in support of tha Executive Director -- sppointing e
Bpocial Asgistant to the Executive Director; this vas
recoasendad by both studies;

b) in the renagenent of prograases -- seperate the HQ res-
poneibility for Area activities froa the HQ respunsib-
ility for prograame activities (nowv both are carried
by the Programas Manager); both studies recoamended
this although their proposed impleaentations are not
the ssae; :

c) in the vork of the RBetearch & Evaluation Unit =-- to
focus aore on analysing deta, producing perforamance
reports and undertaeking vseful research in order to .
give more direct support to the programme vork; both

_studies sgreed on this although they differ in the
‘proposed organisational location of the Unit to sup-
port this change;

d) in support of Arees Managers -- appointing Assistant
Ar>s Menagers vith direct reponsibility for the super-
vigsion of edainistretive staff in the Aress; this vas
recomnended by both studies.

In eddition & nuaber of more detailed changes sre propossd here
vhich vere included in the Faaily Planning Managesent Developsont
study bul vare not covered in the OPE/MA study. These are:

e) the staffing and sanagesent of the HQ progreases Depart-
aent;

f) a carear developsent line for Area Mansgers.



A sumsary of the propcosed nev organogram for FPAK is shown in Fig.!,
the proposed nev organogram for the HQ Programzes Departaent in
Fig.2, and the proposed newv organogram for the Areas in Fig.3. No
structural changes are proposed for the Finance and Administration
Departaent..

g ! the E ive Di !
The two aajor functions of the Executive Director (ED) amre:

- to manage (and indesd to undertake most of) the exter-
nal relations of the Association e.g. representing the
FPAK at official events and technical aeetings, iden-
tifying and developing nev resources for FPAK, imp-
roving the national and international reputation of
FPAK, etc.

=~ to ensure the overall internal efficiency and effec-
tiveness of the Association, and particularly its opsr-
ational performance, quality of services and finencial
probity and efficiency.

The second of these, maintaining an overview and overall control of
the internsl operations of the Association, is largely concerned
vith setting policies and strategies (for services, operations,
finance snd sdministration) through proposals to and agreeaents vith
donors, strategic plans, snnual vorkplans and budgets, etc.; it is
also concerned vith monitoring perforsance, mainly through regular
reports. The detailed mansgeaent. of activities is delegated to
other staff. The other mejor function, external relstions, requires
auch more of the direct personal involveaent of the ED, although
this too is delegated as necessary to individusls to represent the
ED st particular events.

A 8pecial Assistant to the ED is intended to be sn executive per-
sonal assistant giving support in both functions by:

a) sssisting the ED (drafting speeches, msking travel and
acconodat.ion srrangesment.s, obtaining materials, prov-
iding background informat.ion, etc.) in connection with
external functions, including trips snd visits;

b) lnking>publiciby and public relations srrangeaents in
connection with the ED's participation in axternal
functions;

c) scting for the ED in som® non-technical aspects of
dealing vith some visitors to the Associstion;

d) assisting the ED in preparing for specisl events under-
taken by FPAK;



e) dealing vith administrative arrangements betveen tLhe
ED and staff pembers.

The Manageasnt of Proarasgpes

Currently the Programse Manager (PM) is responsible for all
the Asasocistion's progreanme activities. These prograasae
activities are the Association's chosen method of achieving
its general aim, which is:

To promote femily planning, responaible perenthood and
fasily life education in Kenya by education and advice
to the populstion at lergs, by promoting the availabil-
ity of contraceptives and relevant clinical services
vith satisfactory standerds of delivery, and by encour-
aging training in all aspects of family plenning and
its practical implesentation.

As the sole method of achieving the Asaociation's general aim, the
progreame activities (not surprisingly) absorb 78% of its total
annual budget, for wvhich the PM is directly responsible.

The Associstion's progremmes are foraulated, designed, technically
supervised and evalusted by HQ progremae staff. Currently the prog-
reases being undertakon and thoss who report on thea directly to the
PM are:

8PO(M) static clinics .
voluntary surgical contrsception
ovtimach clinics
Pep smear searvices

PO(CBD) CBD

PO(Y) youth velfare and guidence counselling services
eapovering young rurel vosen

PO(CE) provider and client IEC
PO(P&PR) publicity of FPAK activities and services

The PM's Nln;onaibilit.iea for the HQ progremme activities snd staff
include:

foravletion and plesnning )
isplesentation ) for aach prograase
sonitoring end evaluation) Lt

budget.ing and expenditure)

snalysing and svamarising regular reports (sonthly, quarterly,
Half-year, -annual) for -each progreame end froa -sach Ares



10.

11'

12'

13,

co-ordination between prograanes
staff supervision (travel, reporting, quality of wvork, etec.)

personnel masnagement (recruitaent, training, discipline, etc.)

The Associstion's programmes are implementad in the § Areas, each
headed by an Area Manager (AM), who manages and is responsible for
the activities of all staff in the Area (except their technical
supervigion) and is responsible for the support of volunteers (up-
dating on FPAK activities, arranging meetings, etc.) in Lhe Ares.
Currentiy these eight AMs report directly to the PM, who is respon-
sible for desling in the first instance with all 1ssuves which arise
froa these staff and for maintaining a supportive supervisory relat-
tonship with thea. This calls for frequent travel by the PM to the
Areas.

Apart from these internal zmanagszent functions the PM also under-
takes extarnal activities, both general (representing the Assoc-
iation at functions) and technical (publicly presenting reports of
its wvork and achisveasents).

The two conclusions vhich inmediately present themselves from this
snalysis are:

8) the efficient discharge of the PM function is critical
to the effective operation of the programmes and hence
to the success of the Associstion in achieving its gen-
eral ainm;

b) at present the job, es described above, is grossly
overloaded.

It is therefore important that the job functions should bs divided.
This vas slwo the conclusion of the FPMD report of July 1991 (paras
3.3/4, pp.6/7, and Annex E) and of the OPE/MA Team of Oct/Nov 1890

in ite report (8ection 8.7, p.55).

The basis of the proposed rasolution of this situation is to divide
the PH'e current responsibility into, on the one hand, the acre tech-
nical vork of the Progreame staff in HQ, and on the othar hand the
isplementation/administrative vork of the field operations in the
individusl Areas. Each of these two groups should be supervised by
its ovn asnager -- a Technicsl 8ervicus Manager responsible for the
deaign/planning/technical supervision work of the Programmes staff
in HQ, snd a Fiald Operations Manager responsible for the iaplesent-
aticn/adainistreation vork of the eight Area Managers. These twvo
zanagers should report to & single individual (Chief of Operstions)
wvho monitors and encourages the necesaary close co-ordination bet-
veen the two blocks of work (as the PM does now) and ia responsible
to the ED for all the programme and field sctivities of the Assoc-



iation. In addition, it is proposed that the Research and Evslua-
t.ion Unit should beccme more integrsted vith the programmes work of
the Asscciation and report to the Chief of Qperations, instead of to
the ED as now. By this means the programmes and fiald operations
vork 18 divided into two coherent and nanageable blocks for the pur-
poses of improved superviasion and control, and all this vork and the
vital research and evalustion activities is managed, coordinsted and
reported to the ED by s zingle individual, as it is now.

14. The sain functions of the Chiel of Operations would be:

- managing the foravlation, development and implementation of
FPAK strategies to expand family plenning practice in the
country, and particularly ensuring good co-ordinat.ion bet-
vesn Programae staff end Area staff in the implomentaticn
of projects;

- monitoring the technical quality and performance of &ll the
Association's programzes by the regular reporting and evalu-
ation of implementetion activities and their reesults, and
coamissioning rescarch activities required to support the
Prograsass;

- approving, in consultation with the Finance and Adainist-
ration Mensger, all aajor project implemantation activ-
ities;

~ ensuring the quality of the technical aspects of all plans
and reparts required by the ED. Mansgement Comaittee and
donors;

- holding regular asetings for consultation and briefing with
the ED, and sadvising the ED on the technical aspects of
issves; .

~ assisting the ED in repressenting FPAK in ouvtside meetings
and in publicising ite activities;

- smintaining ccntact vwith donors on operational aspects of
the progreszaes;

- seeking opportunities and support for new work in line wvith
the Association's strategic plan.

This post calls mainly for capability in general i.e. higher level,
sansgesent. vith e strong grounding in one of the husan sciences, and

also a good public presences.

1S. The proposad structire includes a post of Technical Bervices Man-
ager, reporting 1o the Chief of Operations, vhose main functions
wvould be:



16.

= supervising and co-ordinating the asctivitijes of all HQ Prog-
ragne staff;

- ensuring good co-ordination betveen Progreame staff and
Ares staff in the implementation of projects;

- specifying the regular and other evaluatich required on
FPAK project activities and the required research;

- ensuring the quality of the Professional and scientific asp-
ects of sll plans and reports required by the Chief of Oper-
ationsg;

- holding regular neetings for consultation and briefing with
the Chief of Operatiocnus, and advising the Chief of Cper-
ations on the profeasional and scientific aspects of
issues;

Much of the wark of the Technical Sarvices Departaent is directly
related to the clinical aspects or vider Fublic Health aspects of
family planning; it would therefore be very desirable if the Tech-
nical Services Manager were a qualified doctor vith a Masters degree
in Public Health and scme years of e: perience in public heslth and/
or ccaaunity health activities.

The proposed structure includes the post of Field Operstions Man-
ager, reporting to the Chiaf of Operstions; the main functions of
the post would be:

= supervising and co-ordinating the activities of all Area
Mansgers and their staffs;

= ensuring good co-ordination betwveen Area staff and Prog-
ramae staff in the inplementation of projects; .

= ensuring the quality of the local implementation aspects in
all plens and reports required by the Chief of Operations;

- holding regulsr aeetings for consultation and briefing vith
the Chief of Operaticns, and advising the Chief of Operat-
ions on the local iaplesentation aspects of issves;

The most important requirement for this= Post ia the capebility of
effective and prectical sanagement. of a dispersed (country-vide)
operstion.



17. The proposed grades for these posts are also shown in Fig.l. The
proposed (.i..rges are:

8) the Chief of Operrcions.to be on the lover segment of
Grade A. The two existing segments of the salary
scale of Grade A would nov to be treated separatelv
and renamed Al and A2 as follows:

Al: 14,400 x 1,014 ~ 20,484, for the ED

A2: 10,200 x 840 - 14,400, for the Chief of Oper-~
ations

thus requiring no change in thc existing salary/grsde
structure.

b) the nev posts of I'ield Operations Mansger and Tech-
nical Bervices Managor join the Finance and Administ-
retion Manager on Grade B.

Thus the proposal calls for an extra post at Grade B (recommended by
both studies) and & nev post at Grade A2 (recoamended by the FPMD
study).

18. This proposal differs firoa the recoazendation of the OPE/MA tLeam of
Oct/Nov 1830 in its report,. Appendix J. There a Programae Manager,
responsible foar HQ programmes staff end activities, and a Field Oper-
ations Hanager, responsible for Ares staff and activities, both rep-
ort to the ED. The Team recognised the tensions vhich axist betwveen
AMs and their senior staff cn the one hand and HQ progresmes staff
on the other. This is univereal end insvitable, stesaing fros the
~izaatch betwveen progresse staff priorities of technical excellenra
(yought by donors: and the Ares staff prioritieas of precticality and
cost-effectiveneas. While it. is true that the prograase staff exer-
cise & "staff" function in relstion to the AM's "line" function,
nevertheleas the Tesa accepted that "... in practice the responsibil-
ities of both "staff" and "linc" personnel cannot alvays be kept
thet clearly defined." (p.S6). A further factor here is that aany
of the Area activities being supurvised by HQ progreames staff are
sedical, vhere leyman's knowledgo and zriteria aasy not be enough and
lapses froa the medical standards sat could have the most sericus
consequences for clients and for FPAK itaself. For this reason the
technical supervision may in some circumstances carry more implicit
avthority than s purely advisory "staff" function, vhich aight be
difficult to define preciseiy enough for written rvles.

1S. The OPE/MA Team's proposed solution of clearly defined functional
recponsibilitins for all HQ prosraases staff and Aréa staff, and
aansgers insisting that staff vork to them exactly, is unlikely to
elisinate the tensions snd difi'erences which sre nov experienced.
If the tvo menagers of the Associstion's HQ prograsse activities and
the Ares activities -each reporte -separately to the ED, it is-very
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likely thet many moro issuves vill arrive at the ED's desk for resolu-
tion inastead of bsing settled by one senior staff meaber reaponsible
for both sets of activities as is the case nov. For this reason the
proposed new structure retains the rosponsibility ior both HQ prog-
raanes ond Area activities in the propused Chief of Operations post.

Up till now the Area Mangers have been considered as part of the
Progreames Departzent of FPAK (reperting to the PM) and the struc-
ture proposed here continues this errangement, vith the AMas cupar-
vised by the FOM, vho in turn reports to the Chief of Operat.ions.
Although most of an AM's activity ia concerned vith managing the
impleasntation of programme sctivities in the Area, there are scae
financial, personnel and oti.er adainistrative aatters for vhich AMa
are responsible and vhich sometimes recuire contact vith the FAM or
his Departaent. S8uch matters are dealt vith nov either direct with
Finance and Adniniuvtration staff or through the PH, depending on the
issue and its context, and it is expscted that this astyle of opera-
tion will continus under the proposed nev structure. The foraal
business bstwesn AMs and the Finance and Administration Departesent
does not. warrent & major change in the basic organisational struc-
ture of FPAK in order to recognise oxplicitly such contacts, partiz-
vilarly if it involved dual reporting lines from AMs to both FAM and
FOM.

The proposed organogrsa for .the HQ Progreames Depertaent is shown in
Fig.2. The previous PO(H) post has nov been upgraded to 8PO(M). The
previous AFC.d) , st has until now bean held by an experienced nurse
but this has been found of limited value in supervising the APO(8D)s
in the Areas (vho ere also experienced nurses) and in edvising medi-
cal staff. It is propozed that the APO(M) post should ba upgraded
to PO(M) and be filled by & clinician who vould undertake clinical
supervision in the Areas and socme clinical treining in conjunction

. with the presant 8PO(M). Norsmally the PO(CBD) vould be expected to

report to the 8PO(M). Howvever, the supervision and guidance requ-
iraed by CBD is besed on an expartiuve in public or cosaunity health
rether than in clinical sedicine, &nd in any case the main function
of @ 8P0 in this srea should be ssnagerial rather than clinical.
8ince the proposed Technical Services Maneger would have & public
heaith quelification end experience end the present S8PO(M) is a
clinician, the PO(CED) is shown as reporting to the Technical Ser-
vices Manager. It is recossended that vhen the opportunity presgents
itsslf, the BPO(M) post should be raplaced by & 8PO(8D) post, to be
filled by a doctor vith public health qualifications, to whom both
the PO(M) and the PO(CBD) would then report. This vouid than call
for the appointaent of another PO(M) to undertake the clinical super-
visich and treining currently performed by the 8PO(M).

In the longer tera there is likely to bs a considersble increese in
the volume of progrease vork and hence some additions in the prog-
rasse staff required at HQ. In the clinics an increease in the use
of nev .implant procedures would incresse.the surgical workload and
the need for aupervisory end technical assistance visits; yet an-
other PO(M) post could be required for this, roporting to the--—--
8PO(8D). The plenned increese in CBD vork vill call for snother



PO(CBD) and APO(CBD), with the work divided between the two PO(CBD)s
on & regional basis; these new staff would report to the SPO(SD). 1f
the increase in both clinical and CBD wvork occurred, it would be nec-
essary to consider the reappointaent of a 8PO(M). If the planned
increase in Youth activities occurs, it would t most desirable to
appoint en SPO(IEC) to supervise the work on youth, client education
and publicity/public relations. Thus the Proposed structure is des-
igned to allov for expansion of different Progracges and activities
vithout requiring major reorgenisation of the Departaent..

Research & Evalvation
23. Currently the functions of the SPO(R&E) and his staff are:

1. Asszessing the need for research and evalustion to sup-
pPort progromses, planning activities to meet these
needs, and ensuring their effective iapleaentation.

2. The technical oversight of the procedures for the reg-
ular (monthly) collection, analysis and coapilation of
service data froa the field.

3. The day-to-dey provision of computing capacity to all
staff who need it in the Associaticn, and advising on
computer treining for .staff.

4. The input of acme service date into tha computers.

S. Operstion of t.ie Association'e library at HQ.

24. Revieving these functions in the light of the Associastion's current
themes of consolidstion, the quality of services and the effective-
ness of oansgesent:

8) the conduct of the muin Rosearch and Evaluation func-
tion (Itea 1) and the use of the results it produces
nust be closely integrated wvith progreaase nsnageasent
and reviev, and is best located vith thea in Lhe organ-~
isstional structure. R&E staff need ready access to HQ
Prograase staff, to field sites and to senior asnage-~
sent in. order to rospond to the ad hoc request.s for
information which continually ariss. Although there
are technical siuments for locating it with prograase
staff i.e. vithin the Technical S8ervices Departaent,,
on balance it seems best for it to remain outside but,
to report to the Chief of Operations.

b) the technical oversight of data aanagement. (ltem 2)
entails edvising on the design of the duta collection
procedurese in the field, advising on the data analysis
procedures end the production of MI8 reports, and son-
itoring the technical performsnce of all these proced-



ures; it is & function which fita vell vith (a) since
the accuracy of the data, the relevance of the analy-
ses and the proaptness of the reports ere fundamental
to tha regular eveluation and effective aanageaent of
the Association's acl.ivities.

¢) the provision of coaputing capacity and advice on coam-
pPuter training (Itea 3) is closely connected with the
opcration of the managesent information system of FPAK
and covid resain as pert of the Research and Evalue-
tion Uniti. s

d) the input of service date into the computers (Item 4)
should be undertaken by Progreumes staff (and vhen the
tive comes, the input of Perscnnel data, Purcharing
and 8upplios data, etc. should bo undertakec:: by staff
in thoee functione), just ai the input of finance dats
is nov undertaken by Finance staff. In this vay the
data in the coaputers, vhich is vital to the success-
ful operation of each of the different functions, is
under the direct control of (and is the direct respon-
sibility of) staff in each cI’ those functions.

e) the librery 2zt HQ (Itea S) aainly services the tech-
nical staff in prograaaes, snd it would be appropriste
for it to cuatinue Lo oparste under the aunagessnt of
the S8PO(RAE).

» The proposal is therefors thet the Research and Evaluation Unit
should be loceted vith the Technical Services and Fiald Operstione
Departuwents, repor.ing to tha Chief of Operations, vith the follow-
ing responsibilities:

- designing the indices of progresa and perforatnce vhich
vill be of most value at Area and HQ l~vel;

~ designing the reporting forsats to facilitatas coaparative
and trend anslyses at Area and HQ leval;

- sonitoring
and highlighting situations where corrective sction is
noeouury;

- -omborma mwummnm“m
tent to which Lhey reflect the actual levels of the Assoc
iation's sarvicos and operations, htshhuht-ms utu-t-xonc

vhere corrective action is necsssary, Planning vith
relaevant saction heads vhat actions uhould be uken and
ensuring their iaplesentation:

- monitoring

Lhe standard and gualityv of the Associstion's
aervices and operetiona and hxahhehtmn situatione vhere

correcLive action ig necessary;
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- monitoring i - -
i A iation's v and highlighting situ-
ations vhere corrective action 13 necessary:

- identifying the need for research associated with any of
the sbove e.g. in determining appropriate corrective ac-
tions, testing nev report formats, etc., planning the res-
earch vith relevant section heads and ensuring its correct
conduct ;

- providing computing services, edvising individual staff on
their computer operations and advising on computer training
throughout, the Association;

- opersting the Association's librery at HQ.

The group's eerliest tasks will bes to undertake a four~phase res-
earch exer—ise to establish the nuaber of agents that are required
to cover a CHD cite sdequately (as set out by the OPE/MA Team, p.28)
and 8 Community Diagnosis exercise to assist in the targetting of
services (OPE/MA Eeport, p.32). Other priority issues are standard-
ised registers in clinics, a reviev or recording formats and the
introduction of Couple Years of Protection as a measure of family
planning output, and a study of FPAK clients; all these issves are
discussed by the OPE/MA Team, p.33.

In order to address these priority tasks and issves, and aleo to
underteke the regular ectivities of the R&E function, a nev post of
PO(RRE) vill need to ba established, reporting to the SPO(RKE).

Ares Menagement

The Area organisstion is perheps the clesrest exasple of hov recent
changee in the Association's activities heve overtaken the existing
structure to the point where sericus difficulties are being experi-
onced. All the activities in & clinic are the responsibility of an
APO(8D), formerly Nursing Sister. When CBD was introduced, the medi-
cal espects of tLhe use of contraceptives made it natural to put it
under the ssae function, with a CBD 8Supervisor in each Area repor-
ting to the APO(8D). But. vith the very large aubsequent increase in
CBD activities, the CBD 8B8upervisor's activities and the APO(8D)'s
respongibilities have also increased; APO(8D)s are nov responsible
for tvo cr three sites, and the APO(8D) in Coast is responsible for
four.

The Progremce Assistant vas previously in charge of the field educa-
tore in the Area, but when the focus of the Asscciation's wvork shif-
ted from IEC to service delivery many of the field educators vho

resained vith the Association transferred to the CBD prograase. The
Prograsme Assistant nov takes part in some FLE sctivities (e.5. two



30.

31.

32.

33.

one-veek courses annually for teachers and youth leaders) and under-
takes ganeral tasks in support of the Area Manager. The four adain-
istrative staff, Accounts Clerk, Clerk/Typist, Driver/Projection:st
and Area Messenger all report directly to the Area Manager. While
they may (and should) take instructions directly from the Ares Man-
ager, their imaediate supervision and adminstration puts an extra
and unnecessary load on the most senior sanager in the Ares.

Finally, the appointment of higher calibre and aore highly qualified
Area Mansgers to bring more effective manageaent to the increased
nuabors of staff and volumes of service delivery in the Areas has
not been recognised in their grading, which still remains at the
level of Programme Officer.

The proposed Area structure, Fig.3, shcva the APO(SD) responsible
for the sain field activities -- the clinics and CBD -- as nov. The
current situation, with a CBD supervisor reporting to the APQ(ED)
and supervising tvo or three (or, in Coast, four) CBD sites, 1s at
the linit of vhat is practicable. It is proposed to decentralise
the gupervision of the CBD activities by appointing a District Co-
ordinator to be located in each CBD district (site) to supervise the
Field Workers there and to report Lo the APO(8D); this vill be of
particular benafit in the goographically large Areas.

Anothar sajor change propoeod here is to appoint an Assistant Ares
Manager (AAM) in each Area. This post will replace thut of Project
Assistant in those Areas vhere there is cne. The AAM will under-
take general tasks in aupport of the Ares Manager, as the Project
Assistant does nov, and vill supervise the four sdainistrative staff
in the Area structure, thus relieving the AM of this time-consuaing
burden. In eddition the AAM vill supervise the the current FLE
activities in Lhe Area, including the Youth Centre Cr-ordinators in
the tvo Areas vith FPAK youth centres.

At present all Ares Managers are on grade D reporting to & Mznager
(the Progresse Manager or the proposed Field Operations Manager) on
grede B. It is proposed to fill this gap in the current grade struc-
ture and have tvo gredes of Area Manager -- AM! on grede C and AM2
(as nov) on grede D. These nev grades would be personal appoint-
ments, and not necesssrily releted to particulsr Area posts. B8Btaff
on ANl would be appointed to the more cnercus Area Manager posts
e.g. the larger or more difficult Areas, Areas requiring consider-
able iaproveaent., etc. Nev Area Managers vould be appointed on AM2
grede vith a viev Lo subsequont prosotion to AMl. These nev grades
vill not be related to particular posts but will vill be persacnal
appointaents ssde in recognition of the personal qualities and
achievemsents of individuals. Therefore an evalustion procedure must
be designed for appointing staff to AMl which sets out the spocific
criteria (vhere possible quantitative) which are to be used in

revieving and judging -bhesc—quatibiee—and-achievessnbo— - -
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In the longer term the CBD programme is expected Lo increase consid-
erably, vith a consequent incresse in the number of District Coordin-
ators in some Areas to the point where the APO(SD) vill be unable to
cope with supervising them and an APO(CBD) wil] be required to super-
vise all the CBD activ:ity in an Area. The existing APC(SD)s will
then revert to bsing responsible only for the activities in = clinic
(including any referrais froa CBD) with a nev title of APO(Clin).
Indead, this change would already be desirable in the Coast. Fur-
ther increases in clinic vorklocads, particularly if they include the
nev iaplant procedures, may call for a PO(8D) post in some Areas.

Ei | Adaini i

The recent creation of a Purchasing and Supplies Officer post at,
Grads C (currently being filled) and aaking the Registry 8upervisor
directly responsible to the Adainistretion and Personnel Officer
(both recommended by the Family Planning Management Training Study,
July 1880), together with ths earlier institution of a personnel
function in the Association, has completed the overall siructure and
staffing of the adainistration and logistics functions in the Fin-
ance and Adainistration Departaent and they nov esea well suited to
their tasks. ‘

The tiasly financial reporting of budget/actual inforastion to man-
agers and volunteers has been a problea ares. Over the last several
yoars there has been & asuccession of Financial Accountants whe, in
their periods of office, have grappled vith the backlog of work on
the previous yours' sccounts and with reorgenising the sllocation of
wvork to the Accounts Clerka. The backlog has nearly besen clesred
and 8 nev set of more specific job descriptions are being produced
to equalise the vorkload smong the Accounta Clerkes and intensify the
checking of their work by the Accounta Assisztants. The iamminent
introduction of a coaputerised financial and accounting systea will
replece about 25X of the work of the Accounts Clerks (entering cash
books, casting trial balances, etc.) but the checking of documente
for coapleteness and acceptability vill remain. Depending on the
volume of datu input (and the tine i1t tskas the input staff once
they becomo prectiased) i1t may be possible to redeploy one Accounts
Clerk post. The standard reports vill continue to be dealth with by
the Accounts Assistants and Assistent Accountants. As things stand
there seeas Lo ba no justification for recomsending a major change
in the structure or staffing of the Accounts 8action.

There vill be @ vorkloed prossure in the 8ection during the period
of perallel running vith the nev systea (planned to be four months),
but this doss not justify extra posts. It is cleimod that a new
chart of accounts and the coaputation speed of the computer wvwill
allov nev reports (in addition to existing scheduled reports) to be
produced for internal sanagesent purposes. Procsssing these reports
say ‘cavee an increste in the vorkload of the Accounts-Assistants and
Assistant Accountants, but it would sees prudent to weit until these
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nhev reporta are bteing produced before taking account of the extra
vorkload they nay create.

There remains the issue of the grading of posts in the Finance and
Administration Departaent. The recent creation of a Purchasing and
8upplias Officer post at Grada C calls into question the current
level of the Financial Accountant and the Adainistration Officer st
Grade D. Furthermore, the Accounts Clerks must all have a profes-
sional qualification (ACNC2) after O levels on entry vhich other
clerks are not required to have. These natters vill be dealt vith
in the forthcoming job evaluation and salary structure exercise.

Treini

A propossl currently being considered by USAID includes the funding
of participants to a number of regular FPAK courses for an initial
period of seven years. The Nairobi City Council has slso made en-
quiries about sending a number of its staff to FPAK courses. This
offers a possible financisl bagis for setting up @ Training Unit in
FPAK. This unit would organise and mount courses for family plan-
ning educators and service perasonnel at all levels. It would rep-
lace the Association's current ad hoc training fee atructure vith a
acre forsal system and aim to msake a surplus of income over its oper-
ating expenses as & contribution to the overhead expanses of the
Association. Initially it would assume responsibility for setting
Up and conduwiting all the Association's current training events.

The treuining it offers will be sainly technical (although it aay
vell offer menapement, logistics and finance courses later) and will
rely prisarily (although not vholly) on FPAK staff as resource per-
sons. It would initially coaprise a Unit Head, tvo trainers, a sec-
retary and a driver; the Unit Hesd must be of aufficient calibre and
status to interact on equal teras vith senior staff in other organis-
ations, and a Grede C post (equivalent to 8PO) is proposed. It
vould be prudent. to meke provision in the orgenogram for such a
wit. The ectivities of the unit will largely separate froa the
Progrease ectivities of the Asiociation but aust saintain close
collaboration vith thea; it is proposed that the Unit Head should
report to the Chief of Operations.



The folloving peges contain the job descriptions for the new posts
vhich are contained in the proposed newv organisational structure for
FPAK. These new posts are:

Chief of Operations

Technical 8Bervices Manager

Field Operations Manager

Special Assistant to the ED

Assistant Ares ‘Manager



JOB DESCRIPTION

. JOB TITLE :Chief of Operaticns
2. DEPARTMENT :Operat.ions
3. LOCATION/DUTY STATION:HQ, Nairobi
4. REPORTS TO iExecutive Jirector

S. DIRECTLY SUPERVISES :Technical Services Msnager
Field Operations Manager
SPO(RAE)

6. LIAISES WITH :Finance and Administration Manager

Representatives of donors and NZPD

Professional and technical organisations in
Kenya and abroad

7. OVERALL PURPOSE

To be responsible for managing the formulation, development, implem-
entation and evaluation of the Associastion's progreames according to
its stated policies and strategies in order to expand family plan-
ning practice in the country, and also to ensurs good co-ordination
betwveen Programae staff and Area staff in the cost-effective ivplen-
entation of projects;

8. RESPONSIBILITIES (TASKS)

8.1 Moniteoring the technical quality and perforsance of all the !
Associat.ion's programaes by the regular reporting and evaluation
of implementation activities and their results.

8.2 Co-ordinating the implementation of all progrssmes through
regular aeetings vith the Technical 8ervices Manager, the Field
Operations Manager and the 8PO(R&E).

8.3 Monitoring the plans, activities and achieveaents of the Research
and Evaluation Unit and approving research activities required to

svpport the prograases;

8.4 Approving, in consultation with the Finance and Adainistration
Manager, all major project iaplementation activities;

8.5 Co-~ordinsting and supervising the production of the Association's
8trategic Plan, Three Year Plan, Annual Work Programme and
Budget, and any other vorkplans required by donors.

8.6 Ensuring the quality of the technical aspects of'all plans and
reports required by the ED, Management Comamittee and donors;

-G—7-Helding-—regviar—maeet-inga—for consultation and briefing with the

ED, and advising the ED on the technical aspects of issves;



8.8 Assisting the ED in representing FPAK 1n outside meestings and 1in
publicising i1ts activities;

8.9 Maintasining contact with donors on operat.ional aspects of the
progranges;

8.10 Masintaining contact with other organisations, both national and
international, on the professional and technical aspects of prog-
repres,

8.11 8B8eeking opportunities and support for new work in line with the
Association's strategic plan.

8.12 Attending all meetings of the Management Committee, National Exec-
utive Coamittee and the National Annual Delegates Conference.

8.13 Perforaing other assignments from tiae to tine as determined by
the ED.
9., MINIMUM QUALIFICATIONS, EXPERIENCE AND QUALITIES
A Master's degree in a humen aciencs.

Five yeara' experience in a senior managerial position responsible
for prograase iapleasntation in a family planning or comaunity
developaent organisstion.

A good public presence. Ability to motivate staff.



JOB DESCRIPTION

1. JOB TITLE :Technical Services Marager
2. DEPARTMENT :Technical
3. LOCATION/DUTY STATION:HQ, Nairobi
4. REPORT8 TO :Chief of Operations
S. DIRECTLY SUPERVISES :SPQ(M)
PO(CBD)
PO(Y)
PO(CE)
PO(P&PR)
6. LIAISES WITH :Field Operstions Manager
Finance and Adainistration Manager
Representatives of donors and NCPD
Professional and technical organisations in
Kenys and abroad
7. OVERALL PURPCSE

Directing the foraulation, development and evaluation of the Associa-
tion's progremmes and the technical supervisici of their inplement. -
ation.

RESBPONSIBILITIES (TASKS8)

- 8.1 Meeting r:gulerly vith HQ Progragme staff to plan, monitor snd

9.

svpervise all asctivitieu of the Technical Services Department..

8.2 Ensuring good co-ordination betveen Prograame staff and Area
staff in the iaplementation of programaes;

8.3 8pecifying the regular and other evaivetion activities required
on FPAK prograsmae activities and the required research;

8.4 Ensuring the quality of the professional and scientific aspects
of all plana and reports required by the Chief of Operstions;

8.5 Holding regular meetings for consultation and briefing with the
Chief of Operstions, and advising the Chief of Operations on the
professional snd scientific sspects of issves.

MININUM QUALIFICATIONS, EXPERIENCE AND QUALITIES

A current medicsl qualificrtion with a Masters degree in Public
Health.

Five years of experience in public health and/or co‘lunity health
activities, at least three of wvhich vere spent. managing non-medical
professional staff.



JQB DESCRIPTION

. JOB TITLE :Field Operations Manager
. DEPARTMENT :Field Operations
. LOCATION/DUTY STATION:HQ, Nairobi

. REPORTS TO :Chief of Operations

DIRECTLY SUPERVISES :The eight Area Managers
LIAISES WITH iTechnical Services Manager

Finance and Administration Manager
SPO(R&E)

OVERALL PURPOSE
The e¢quitable and efficient conduct of the Association's activities

in the Aress

RESPONSIBILITIES (TASKS)

8.1 Bupervising and co-ordinating the activities of all Area Managers
and their staffs.

8.2 Ensuring good co-ordination between Area staff and Prograame
staff in the implementation of prograsaes.

8.3 Visitirg Areas regularly to monitor and supervise perscnnel man-
ageasent and administrative issves.

8.4 Ensuring the quality of the local implementation aspects in all
Plans end reports required by the Chief of Operationa.

8.5 Holding regular meetings for consultation and briefing with the

Chief of Operstions, and advising the Chief of operations on the
local isplementation aspocts of issues.

MINIMUM QUALIFICATIONS, EXPERIENCE AND QUALITIES
First (bachelor's) degree.

Throo‘yo.rs' demonstrably successful experience of managing a
dispersed (country-vide) operstion.



JOR DESCRIPTION

1. JOB TITLE :Special Assistant Lo the ED
2. DEPARTMENT P |
3. LOCATION/DUTY STATION:HQ, Nairobi
4. REPORT8 TO :ED
S. DIRECTLY SUPERVISES : -
6. LIAISES WITH {All senior and most other staff as required
Outeide organisations as required
7. OVERALL PURPOSE
To operate as an executive perscnal agsistant <o the ED.
8. RESPONSIBILITIES (TASKS)

To undertake tasks at the direction of the ED including:

a)

b)

c)

d)

a)

aasisting the ED in connection with external functions, inclu-
ding trips and visits (drafting speeches, zaking travel and
accomsodaticn arrangements, obtaining materials, providing back-
ground inforasation, etc.);

making publicity and public relations arrangement.s in connec-
t.ion with the ED's participation in external functions;

acting for the ED in soss non-technical aspects of dealing
vith some visitors to the Association;

assisting the ED in proparing for special events undertaken by
FPAK:

dealing vith adminiastrative arrangeaents bstwveen the ED and
staff scabers.

9. MINIMUM QUALIFICATIONS, EXPERIENCE AND QUALITIES

A good coamand of the English language; an ability to coamunicate
effectively in face to face contact, telephone and in writing: an
ability to vork in an orderly and accurate sanner vhile under
tise presaure; an sbility to asintain confidentiality.



JOB _DEGCRIPTION

. JOB TITLE :Assxsbqnb Ares Manager

. DEPARTMENT :Field Operations

LOCATION/DUTY STATION:Area HQ
REPORT8 TO :Area Manager

DIRECTLY SUPERVISES8 :Youth Centre Co-ordiantor
Area Accounts Clerk
Clerk/Typist
Driver/Projectionist
Ares Messenger

LIAISES WITH :APO(8D)
HQ finance staff, ag required
HQ personnel staff, as riquired
Area volunteers, as required
Organisations and individuals in the Area

OVERALL PURPOSE

To be responsible for the smooth and efficient running of the Area
Office and the operaticr. of the Association's administrative proced-
ures in the Area.

RESPONSIBILITIES (TABK8)

8.1 Undertaking the personnel function in the #rsa according to the
Association's Staff Handbook.

8.2 Bupervising the activities of the Ares Accounts Clerk.

8.3 Schaduling and aupervising the rctivities of the Clerk/Typist.
Driver/Projectionist and the Area Messenger.

8.4 Monitoring snd supervising the activities of ths Youth Centre Co-
ordinator (wvhere there is onel.

8.5 Undertaking tasks at the direction of the Ares Manager.

MINIMUM QUALIFICATIONE, EXPERIENCE AND QUALITIES



A i EVALUA

1, Job evalustion should be based on the inforoation supplied in the
Job descriptions and the Evaluation Panel's knovledge of the jobs.
The assessment of the relativn importance/value of the jobs should
be based on an appraisal of the folloving factors:

a) the overall purpose of the job i.e. why the Job exists

and vhat 1t is supposed to accoaplish for FPAK;

b) Lhe main responsibility of the job i.e. what the job

holder is expected to achieve (o do) in the Jjobi

¢) Lha nature and scope of the job i.s.

- the diversity of the tasks carried out;

= the renge snd difficulty of the policies, proced-
ures and plans dealt vith in the job;

- the level of accountability and the amount of decis-
ion-asking and discretion exercised:

- the iapact of the end resuits.

d) the dimensions of the job i.e. the size and variety of
resources controlled (equipment, finance and staff);

e) the level and rance of personal contacts vhich must be

maintained to carry out the job;

f) Lhe level of knowledge and skills required to do the

Job i.e. professional or technicsl, sanagerial, inter-
personal and coamunication okills.

2. It is important to bear in aind thst it is the content of the Jjobs
and the level of knowladge and skill required that is being evalu-
ated, and not the individual competence of the person(s) helding the

Job.
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ANNEX E: A NEW SALARY 8CALE FOR FPAK
Novegber 13991

The current salary scales for FPAK management staff (Grades A-G)
vere set on 1 January 13988, since which date there hasz buen an inc-
rease in the cost of living in Kenya of about S0%. The rezaining,
unionised, grades (H-L) benefit froa an annual sslary negotiation
vhich at least keeps pace with the cost of living. The Association
nov vishes to bring its management salary scales more into line with
those of similar organisations in Kenya.

. A saglery survey vas undertsken by the Federation of {enya Eaployers

(FKE) in June 19391 covering the local employees (i.s. excluding
expatriates) in NGOs in Kenya. The survey data was obtained froa
eight organisations which makes the results particularly relisble
eince coame~cially produced salary surveys usually cover only about
four outside organisstions. The FKE survey results have been made
availeble to Lhe Assccistion for use in its vork in producing a new
salary scale. The results of the survey set out the total revard
package, comprising salary, allovances paid direct to eaployees and
non-financial bencfits provided for employees e.g. insurance cover,
for a nuaber of staff gredes. By matching jobs at each grade with
corresponding jobs in FPAK, it was found that the grades used in the .
survey are the same as the grades in FPAK. The results of the sur-
vey shoved three levels of reward package for each grsde -- High,
Median ard Lov. The Median figures from the survey vere used in
setting the nev selary scales for the Association. The aiam is to
bring the zalaries and other benefits of the Associstion's eaployees
Up to the middle of the renge of vhat is received by siamilar staff
esployed in siailar organisations in Kenya.

Grade A, vhich covers the Executive Director's sslary, is not incl-
uded in the analysis and conclusiona in this docusent. This salary
scale should be revieved follaving the ssme principles snd sethods
vsed belov for Gredes B-F.

The first analysis (ges over) shows the comperison betveen the cur-
rent medisn compsnsation peckage of the Associetion's mansgement emp-
loyess st each grsde and the median compensation package for similar
staff in Xenya, by grade, as shown in the FKE survey. Grade G ves
not included in the snalysis since the Association intends to dig-
pense vith it in the near future.



GRADES

B C D E F
CURRENT FPAK 29,652 21,160 16,603 14,751 11,958
PACKAGE .
MEDIAN IN 46,3950 36,410 26,425 20,945 16,750
FKE SURVEY
FPAK/FKE % 63% 58% 63% 70% 71%
INCREASE % S8% 72% 58% 42% 40%

All coupensation figures in Kshe per month

*Figure adjusted downuards froa the FKE survey figure in order to
saintain ressonable intervals betveen the grades.

The ratio Current FPAK Packsge/Median in FKE 8urvey shows that manage-
ment staff in FPAK are now receiving $8-71%, depending on grade, (aver-
age 65X) of the median coapensation for their grade in Kenya. The
totel increase required to bring their compensrtion levels up to the
nadian is 40-72%, depending on grsde, (average S4%) which is reasonably
closs to the increase in cost of living since the time the current
salery scales vere set in the Association.

To set the new salary scales for the Association, it is necessary to
establish vhat vill be the allowance and benefit itenme for each grade
in FPAK and then calculate vhat salary increase vill brirg the total
coapensation packege for each grede up to the medisn levels of the FKE
survey. FPAK has proposed the allovance and benefit items for esach
grede, snd these are shown in Annex 1. In considering the proportion
of the coapensation package which is paid ss allovances and benefits,
there are marked differences between the FPAK proposals for allovances
and benefits st each grade end the FKE survey resulte of vhat happens
nov in NGOs in Kenya. The Table below shows the percentage of the
cospensation package at each grade vhich consists of allovances and
benefits:

a) for FPAK nov

b) currently in NGOs in Kenys, froa the FKE survey

¢!} for the FPAK proposals if the aim is to echieve the
sedian compensation levels in the FKE survey, @

GRADES
B c D E F
FPAK NOM 42% 47% S0% S4% 53%
MEDIAN N S1% S6% 22% 31% 28%
FKE SURVEY
FPAX PROPOBALS S4% 52% 48% 48% 47%

2|



6.

According to the Table, in FPAK nov the proportion of allowvances and
benefite rises from 42% in the highsr grades to 53% in the lover
grades; allovances and benefits cosprise around half of the total com-
pensation package and getting on for two-thirds at the lover grades.
The general practice in NGOs in Kenys at Fresent is apparently the
reverse, vith the proportion decreaging from 50% or more to around 30%;
benefits and allovances comprise only about one~-third .f the total com-
pentation packuge at the lowver grades. The current FPAX proposals for
allovances and benefits would coaprise about the saae proportion the
Present. FPAK coapencation peckage (54-47%), but they wvould nowv follow
the geners! prectice in decreasing down the grades. Because in general
the proposed sliovances and benefits for FPAK are higher than than the
corresponding figures for NGOs in Kenya, basic sslaries in FPAK would
in generel be lover than the current. figures for NGOs in Kenys to
achieve the szame overall totel compensetion packsge; on average the
Proposed bmsic salaries in FPAK would be 84% of the corresponding fig-
ures for NGOs in Kenya.

Hovever, because the current salaries in FPAK sre so lov, it requires a
substantisl percentage incresse on the current scales to bring thea up
to the levels indicated sbove, as shown in the following Teble:

GRADES
B c D E F
NEW AV. BALARY 21,471 . 17,335 13,772 10,963 8,848
CURRENT BTEP 6 12,950 10,045 7,830 S,708 4,880
% INCREASE 66% 73% 76% S2% 83%

REQUIRED
All sslery figures in Kshs per santh

Nev salery scales vhich incorporate these incresses sre shown in. Annex
2.



ANNEX 1: NEW SALARY STRUCTURE FOR FPAK, NOVEMBER 1991
Figures received from FPAK 3 November 1331

GRADE -~> B C D E F
FKE MEDIAN -> 46850 36410 26425 20945 16750
PROPOSED BENEFITS

Services 3500 2000

Transport 5000 3500 2000 1560 1000
Leave Alluce 1250 1000 750 500 333
Pension 4875 3590 26889 2183 1875
Medical 318 318 318 318 318
Housing 10736 8667 6886 5481 4475

8UB-TOTAL BENFTS 25478 19078 12683 9382 7801

% BENFTS/TOTAL Sa4% 52% 48% 48% 47%
NEW BALARY 21471 17335 13772 10863 8848
STEP 6 8ALY NOW 12950 10045 7830 5705 4860
% INCREASE REQD 66% 3% . 76% 92% 83%

All compensation figures in Kshs per month

N

A



ANNEX 2: PROPOSED NEW SALARY SCALES FOR GRADES B-F

B

158770
1681S
1806¢C
1920S
20350
2148S
23213
24931
266483
28367
30085
31803

Noveubar 13931

c

12750
13676
14602
15528
16454
17380
18772
20184
21556
22948
24340
25732

GRADE
D

1008S
10824
11563
12302
13041
13780
14888
15998
17107
18216
19325
20434

E

8026
8612
9188
9784
16370
10356
11823
12702
1357s
14448
15321
16194

All figures in Kshs per month

F

65S1
7027
7503
7878
845S
8831
9644
10357
11070
11783
12436



