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ABSTRACT

Following is a summary of the recommendations made in this report:

Al
A2

A3
A4

A5

Ab

A7
A8

Bl
B2
B3
B4
B5
B6

B7
B8

B9

The Ministry shoul@ consider adding training-related facilities to
the plans for the prcposed regional centers.

The existing training centers should be upgraded in terms of repairs,
equipment, and improved living guarters.

Consider reorganizing “he training component as a separate Division.
House the entire training staff ‘ogether in the main Ministry building.

Develop a system to reward training as an incentive to stay within
the same Jjob area.

Require a person to train a back~up person for his or her position.

Develop a budget to seek support of traininag in terms of the funds
needed to implement this report's recommendations.

Require a percentage surcharge on all future project preposals to
cover the cost of training.

Determine the current skill levels of Ministry personnel.

Analyze needed entry level skills for various positions in the Ministry.
Use a standardized needs assessment form each year.

Upgrade overall management skills of middle management Ministry employees.
Orient Ministry staff regarding the importance of research.

Orient Ministry staff regarding the cooperatives movement

Enable all personnel from training officer status or above to obtain
up to a master's dearce.

All personnel from training officer status or above should upgrade their
training, organization, and evaluaticn skills.

Authorize at least one new training officer position each year for the
next five years.
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Bl1

Bl12

B13
B14

B15
B16

B17

B18

B19

B20

B21

Bd

iv

Identify one person in each division as a "training" liaison.

Meet with Ministry of the Public Service (MPS) nfficials to determine
how their courses can be made more specific to agriculture.

The training compornent should evaluate its operations annually.

Davelop performance criteria by which the training staff can be
evaluated each year.

TJse a standardized evaluation form to he completed by participants
at the end of each training activity.

Develop training center programs that are more practical in nature.
Develop a centralized learning resource center for training materials.

Systematize the flow of communications between the training staff
and the various divisions of the Ministry.

Develop and dissiminate a monthly training bulletin.

Obtain institutional membership and arnual periodical subscriptions
in the training field.

Support all personnel from training officer status and above in
attending at least one vrofessional "training" conference every

three years.

Develop a professional "training" association in Jamaica.

It was estimated that USS646,000 would be required for the first year in

carrying out these recommendations. The five-year total need is estimated

to be $1,246,C00 in foreign exchange.
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TRAINING NEEDS AND CAPABILITIES
"of the

JAMAICAN MINISTRY OF AGRICULTURE

1. INTRODUCTION

Agriculture is important to Jamaica for two'very basic reasons: (1)

“the production of food to feed a population of some two million pecople,
and (2) the provision of jobs and food exports which contribute to the
econcmic health of the country. The Ministry of Agriculture is charged

with guiding, developing, and expanding agricultural production.

To carry out such a charge, the Ministry must have a highly trainced and
“dedicated staff. The newly reorganized training compenent of the Ministry
has responsiblity for developing and implementing a training program that

will meet current and future needs.

.

To assist the training steff in planning such a program, a two-man consulting
team was brought to Jamaica under the auspices of the United States
Agency for International Develovment (USAID). The scope of work for this

team is summarized as follows:

A. The team, consisting of a person trained in
technical agriculture with experience in tropical
agriculture and a person trained in continuing education,
training, and organizational development, interviewed
numerous officials in and out of the Ministry {see Appendix I)
and reviewed a variety of related documents (see Appendix II).
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The team analyzed available information regarding
training needs and resources and evaluated the

current capabilities of the training staff to plan
and implement training necessary for the Ministry.

The team developed a series of recommendations with
suggestions and management guides for carrying out
the reccmmendations. The remainder of this report
contains the recommendations and supporting material.

. The management guides accompanying the recommendations

guides contain the planning information necessary

for those reswnonsible to develop a program for the
next five years. Financial and time requirement
estimations need to be made more spceific or adjusted
as the planning progresses. However, the estimations
should serve to provide the basic direction needed
for implementation.



" 2. RECOMMENDATIONS

A vﬁriéty of needs have been uncovered by the teaﬁ. Some of the needs are
critical, while others are more long term in nature. Some needs can be met
only by fairly extensive capital investments, while others can be addressed
by better efficiency or by relatively small dollar inputs. Subsequently,

in this report, each need areca will be desc:ibod and then followed by one or
more policy statements. Recommended action steps pertaining to each policy
guideline are included. Supporting materials, such as PERT flow diagrams,
descriptions, of whot is responsible in carrying out the reccummencdations, and

financial planning information, follow the reccmmended action step

4]

A. The Ministry of Aoriculture

The first set of recommendations pertain directly to actions needed or
decisions to be made by the Ministry's top leaders.

Training Centers

The team visited two of the existing training centers--Eltham and Twickenham
Park. Given the current economic situation in Jamaica, both centers no
doubt were in good repair as possible. However, they obviously needed some
upgrading in terms of classroom facilities, instructional cquipment, living
guarters, etc. Such troublesome features are bound to inhibit learning

to some degree.

Related to the above is the keen competition for use of the facilities.
Both centers visited had instructional space for no more than one or two

short courses at any one time. In addition, some divisions reported they
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would like to use training centers more often than currently possible.

POLICY STATEMENT: The purpose of maintaining training centers

is to foster the development of skills and
knowledge; therefore, it should be the policy of the Training
Division to utilize the most up-to-date training facilities as is
economically possible.

RECOMMENDED ACT ON STEPS:
Al - The Ministry should consider adding training-related
facilities (classrooms, labs, demonstration sites,
living guarters, dining rooms, etc.) to the plans for the
four proposed regicnal centers.’ The training facilities
should be large enough so that more than one training
session can take place at a time and thus accommodate all
requests for training space. This recommendation should be
carried out immediately in order to alter the regional
center plans before construction hegins.
The cost effectiveness of the above recommendation a@s compared to the next
recommnendation needs to be made. A favorable decision on Action Step
No. Al, for example, may necessitate the eventual phasing-out of the existing
training centers. Howecver, both may be possible or only A2. The costs

of renovation, maintcnance, and operation of separate training facilities

should be considered in making the decision.

22 - The existing training ccnters cghould be upgraded in terms of
repairs, equipment, and improved living quarters.

Organizaticnal Structure of the Training Component

Another problem pertains tc an analysis made by the team regarding the
current organizational structure. t appears tht the recent reorganizatidon
of training shifting it from an arm of the Extension Service to that of an
organization responsible for training throughout the Ministry has created
some confusion as to rnle expectations. In addition, although connected

‘structurally to the Personnel Division, most staff members of the training
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component are housed in a building separated from the main Ministry building

and the Personnel office.

POLICY STATEMENT: The purpose of an organizational structure is to

foster efficiency and effectiveness; therefore, it

should be the policy of the Ministry to develop an organizational
arrangement that will give the training componentoptimum decision-making
strength. ’

RECOMMENDED ACTICN STEPS:

A3 -

The Ministry should establish a commission to evaluate

the current organizaticnal structure and to study the
feasibility of once again re-corganizing Training as a

separate Division responsible directly to the Permanent
Secretary. Obviously, a carcful coordination of training
activities with personnel functions would need to be naintained.
In addition, a direcct liaison relationship with *he Loricultural
Information Scrvices would be needed to provide coordination

for the development of training materiazls. An organirational
chart suggesting one such structure for training follows:

l Minister J

et

Permanent Secretary 1

Various
staff units

ey

wmn n

unpor
e C

1 t
rvice

5]

Training
A.I.S. Division

‘ qusonnel
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Line
Departments
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A training liaison person in each division or department, perhaps supported
partially from the training budget, would provide a direct link from
training to the other units. See Recommended Action Step No. B1l0 for more

detail regarding this liaison appeintment.

A4 - The entire training staff should be housed together in the
main Ministry building. In addition, if at all pecssible
some space should be converted to a meeting room for use
by the training compcnent for staff meetings, short course
or seminar instruction, and training resource materials.

Pay and Promotion Incentives Related to Training

One problem noted and described by many of the people interviewed is that of
job tenure. Although the team was not able to discover how widespread the
problem is, it was suggested by several of those interviewed that many people
upon receiving advanced training cither lcave the Ministry altoogether or

they use an additional degrec as a basis to move to another division wheve

increaced responsibilities would merit a pay raisc or promstion,

POLICY STATEMENT: Job tenure is very important to the Ministry

of Agriculture if irained personnel are going
to maximize their contribution to the country; :hercfore, it should
be the policy of the Ministry to develop a clear procedure for
rewarding training.

RECOMMENDED ACTION STEPZI:

A5 - The Ministry should authorize the Personnel Division to
develop a systew whereby a person after advanced training
can maintainr the same technical responsibility or stay within
the same divisicn if he or she so desires but receive
extra pay for improved performance. The purpose of this system
would be to provide incentive to stay within the same Jjob
area and at the same time promecte a professional commitment
to a division while upgrading the technical competencies.
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Following are some guidelines suggested in terms of this recommended action

step.

A. The division or department administrator directly in charge of the
person being considered for extra pay should be the one to evaluate
whether or not pcrformance has improved after "the training experience.

B. The person. to be trained should have a clear understanding of what
improvements are cxpected from the training prior to the training
experience. The intent of this guideline is to promote in the
traince a clear sense of purpose and direction.

C. The following form is suggestrd as the administretor could use to
evaluate the person who has been traincd approximately six renths
after completion of the training. A sliding scale for the salary
increase is recommendedwith an assecoment being given the person
regarding desired fuvturc improvemente.



B8

EMPLOYEE RATING FORM

Indicate by means of a check on the five-point scale how you rate your employee
on each item based upon his or her training experience. A final evaluative
stétement‘and assessment of needed improvement should be added. In addition,

please discuss your evaluations with the employee and have him sign the form.

Employee's name Date

Evaluator's name . Date

1. Did the employee accept greater responsibility after the training?

No change Assumed much more
responsibility

1 2 3 4 5
2. Evaluate the employee's attitude toward his work.
Low High
1 : 2 3 4 5
3. Did the employee share what he learned with his colleagues?

Did not share Great enthusiasm in
sharing

1 2 : 3 4 5

‘4. Has the employee's knowledge and command of his job changed?

No change Considerate improvement

1 2 3 4 5 )
5. How would you rate this employee's overall effectiveness?
Low Averags High

1 2 3 4 5
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. 6. Please provide an overall rating of this employee based on the effect
you believe training had on his performance.

7. Please describe any improved performances you would like to see in this
employee.

8. What additional training would you recommend for this employee?

Employee's statement:

I have discussed the above evaluations with my employer.

signed date

My comments are:
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A6 - To alleviate some of the recurring problems of
turn-over, the Ministry should develop a management
procedure that requires each person to identify
and train a back-~up person, perhaps a less experienced
person within the same grade or lower, for his or her
position. Subsequently, when the senior person leaves
for advanced training or moves to another position there
is an immediate transfer of leadership and responsibility.
This recommendation should have immediate attention
but will be on-~going in nature.

Financing training

The many recommendations contained in this report will cost a considerable
amount of money and commitment if each is carried out. Indeed, training is an
expensive venture. However, carefully planned and implemented training
programs are a necessity if the Ministry of Agriculture is to accomplish its

five-year gnals.

POLICY STATEMENT: Financial support of training must be a

top priority investment of the Ministry;
therefore, it should be the policy cf the Ministry to provide
the training component with the dollars nccessary to carry cut
the recommendations in this report.

RECOMMENDED ACTION STEPS:

A7 - The Ministry should develop a budget request to seek
support of training in terms of the {funds necded to
implement the recommendations in this report.

A8 - The Ministry should require that all future project
proposals for support to donor agencies have a
percentage surcharge of some amount added to meet the
training needs necessary to carry out the authorized
projects.

Management Information

To guide Ministry officials in carrving out the ihove recommendations, several
management tcols are included. The first is a table that details the key

persons involved with each action step, the estimated costs, and the estimated
time requirements for each recommendation. Second there is a Program Evaluation
Review technique (PERT) flow diagram to show the suggested sequencing of
implementation activities. A critical path is not shown because some activities
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are of a policy-determination nature while others are sho:t-term action steps.
Hoﬁever, the diagram details the different action flows. The final figure

is a GANTT calendar of events. All of the tools used in conjunction with
each other should provide considerable assistance in the planning and

implementing of the action steps.
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Recommendation

TABLE 1.

PROJECT MANAGEMENT GUITE~-THR MINISTRY OF AGRICULTURE

Xey Person/Group
Involved

Estimated Cuats®

flow Determined

Futinmated
Timo Ioyuiremont

Al - Add training
facjlities to
regional centers

Ministry leader
Leonard Henry

§75,000/Center
Total = $300,000

Cstiration based on
knowltdge of USh bullding
COLtE.

ne to two yenrs

A2 -~ Upgrade
existing training
[facilitles

Ministry leoader
Leonard Henry

J5250,000
(Us$150,000)

Training Prograrme Five-
Year P'lans

One Year

Al - Evaluate
current organiza-
tional structure
for training.

Ministry leaders
leonard Henry
Chester Gibson

STAFF TIME

T™wo sonths to
ccunldery six pore
ronthis 1f leplenonting

A4 - House training
staff in main
Ministry building

Ministry leadera
Leonard Henry
Chester Gibson

STAFF TIME

If, moving, $10,000
in moving ana
renovating costs

Fstimation based on
knowledge of USA
bullding costs

Six m.ntha

A5 - Reward plan
for training

Ministry leader
Chester Gibson

§30,000/year

Suggestnd amcunt to
tegin with

Cne year to establish
policy and Lmpleront

A6 - Train
replacement person

A7 - Devel:rp Budget
plan to implemant
recommendations

Ministry leaders
Divisional Heads
Leonard Henry

STAFF TIME

Ministry leader

Pinancial Planning
Unjt

STAFF TIME

tstablish Policy
in gix months

Complets Budgst Plans
within two manths

A8 - Develop
Training Surcharga
Policy

Miniatry leaders

STAFF TIME

5ix months to eatablish
Policy

*Tha estimated costs are included to show the general magnitude for ecach recomnendation.
only as rough guides in budget planning.

Total = Up to 5510,000 for the first year

Flve-Year requirement would be approximately

$710,000 (both figures ln USS)

They should be used



B13

1979
Recomnendation .

Jan Feb Mar Apr May June July Aug Sep Oct Nov Dec 1980 -&.
Al e N, o = NS SNSRI (U P - - *ox
A2 - Tt FECINR NENINES SRS o
A3 S caares ¥ 2 e
A4 y . N S S P
As b~ =t w-eadr g o = it dl] Bl SV T e il ernd-Biind —
A6 .c R v
A? . 2 St
A8 PE—moart e T TYE AT Ar flneno e b

Figure 2 GANTT CHART OF ACTIVITIES-- Ministry of Agriculture recommendatir
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KFY: Numbers within event
arches refer to the

various recommended action
steps.

FIGURE 1.

T

A7

PROGRAM EVALUATION REVIEW TECHNIQUE
FLOW DIAGRAM--Ministry of Agriculture
recommendations .

AB
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B. The Training Component

The team's discussion with various people and review of a variety of
documents resulted in the identification of many manpower training needs.
This section of the report presents recommendations relative to the

training staff's capabilities in meeting these needs.

The need for trained Personnel

As Table 2 points out, the need for additional personnel is great in terme

of the Ministry's five-year plans;nearly 700 new staff will be required.

The assumption made in suggesting the numbers necded is that increased
production through programs like Land Lease, thfouqhinnovntjons in hillside
farming, and through higher yields will reguire a variety of new, highly
skilled staff in addition to the current staff. This contention is supported
by another team's analysis cof staff needs (sec reference No. 1, Appendix II).
In the Fleorida's report the estimation was made that approximately 1,600
people, newly trained in agriculture, will be required over the next five
years. They further suggested that slightly more than 800 would go into

government work.

However, before the accuracy of the five-year needs can be verified, the
training staff must obtain some understanding of what skills are currently
available within the Ministry because the design of an appropriate training

program is dependent upon knowledge.
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TABLE 2

SUMMARY OF CURRENTLY ALLOTTED AND ESTIMATED STAFFING
NEEDS OF MINISTRY OF AGRICULTURE*

Type of Staff** Currently Estimated Need Suggested Per-

Allotced**+# 1979-19084**+* centage increase
Administrative
Senior level 16 19 4+ 20%

Middle level 270 351 + 30%

Technical Staff

Professional level 989 1,187 + 20%

Sub-professional level . 564 , 790 + 40%

Office and Clerical 784 862 + 10%

Support staff . 1,045 1,150 + 10%
Totals 3,668 4,359

*

*kk

kkkk

New numbers needed = 691

Compiled from a Personnel Division listing of classifications by group,
sub-group, and grade, Ministry of Agriculture, November 1978.

Administritive--Senior--division/department heads
Adnministrative--Middle--deputy directors, program managers, and

administrative group leader:z.

Technical--professional--directors of support groups, directors of

specific research units, etc.

Technical--subprofessional~-research officerye, training officers, ag chemists,
agronomists, etc. .
These are the numbers allotted--in many instances a division will have served
spots currently vacant. Therefore, the new number needed in the next five-years
will be greater than the 690 figure if all vacancies are filled.

The estimated needs were obtained by multiplying a percentage figure times

“ the currently allotted number.
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The percentages that are suggested were derived from discussions between

the team members and from discussions with various officials at the Ministry.
They are presented as preliminary guides fer the training staff in planning
future training. Further discussion of the numbers by Ministry officials
will be needed to verify their accurecy of the gap that existec between

available skill in comparison to future skills required to weet the needs
of the five-year plan. If this gap is unknown and there is an abscnce of
pelicy for selecting training opportunities, the result will bhe a reactive
response to training requests rather than a proactive desian of targoted training

programs.

POLICY STATEMFNT: Highly trained mancgerial, technical,

extension and cupport staff ave crucial to
achieving the gouls of the five-year plan; therofore, it should
be the policy of the Ministry to establich and maintain a current
listing of available ¢kills per division.

RECOMMENDED ACTI1ON STEPS:

Bl - The Director of Training, in c¢onsultation with Foy Russell,
Director of the Dato bkank and Lvaluiation Division, should design
and adininister a form that will collect cdate from cach
division on what hags bLeen the acodemic and chiort-course
training exposure of cach amploves.

The following is an example of a for:m that could be used:

A. Ask divisional and departrent heads to administer the suggested
form to each of their cmployvees. Deletions, additions, or
computer card column adjuctients to the form or the code sheet
will need to be made as appropriate.

B. It is suggested that the form be keypunched and computerized
and that point-outs be obtained that are both descriptive and
analytic in terms of various cross tabular cormarisons.

C. It is recommended that each divisional head administer the
form to all employees with the request that the form be returned
within one week.
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The following instructions are suggested for a cover sheet.

To meet the training needs of each employee and to ensure that
the Ministry maintains an up-to-date work force, the

attached survey form has been designed. Pleasc fill it out
and return it within one week. Please complete each question
to the best of your ability so that we may proceed at once

in the useful design of nceded training programs.
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MINISTRY OF AGRICULTURE

SKILL LEVEL ASSESSMENT FORM

D No.
NAME Z _—— 7
JOB CLASSIFICATION/TITLE_
8 14
YEARS IN CURRENT POSITION o
15 16
DATE OF FIRST EMPLOYMENT
17 18
AGE -
379 20
YEAR, DEGREE, INSTITUTIONS, AND SPECIALIZATIONS of
FORMAI, EDUCATION : : e
21 25
26 T T 34
31 T 38
YEAR, DESCRIPTION OF RELATED SHORT COURSES, AND WHERE
HELD (MOST RECENT FOUR)
T 3% 40
41~ T T 45
\
36~ T To
51 T T 5%
DESIRED ADDITIONAL TRAINING :
56 57 _
58 59
60 61




o)
N
o

CODE SHEET
SKILL LEVEL ASSESSMENT FORM Egli
1. Job Project ID 1 -3
2. Name (use unique ID number) 4~- 7
3. JOB CLASSIFICATION/TITLE (use current 8 -14
CLASSIFICATION SCHEME - ALPHA AND RIGHT JUSTIFIED
FOR EXAMPLE, OPS/ST3 or GLS 1)
4. YEARS IN CURRENT POSITICN (ACTUAL - LESS 15 - 16
THAN ONE EQUALS 90)
5. DATE OF FIRST EMPLOYMENT (IN YEARS - FOR 17 - 18
EXAMPLE, 1976 = 76
6. AGE (ACTUAL- RIGHT JUSTIF;EM 19 - 20 #1
7. YEAR AND TYPE OF FORMAL EDUCATION 21 - 25 }2
(FOR EXAMPLE, .974, DIPLOMA - JAMAICR SCHOOL OF
AGRICULTURE = 74,111 ) 31-35 #3
DEGREE INSTITUTION MAJOR
1 = Diploma, 2 yr. 1 = J5A 1 = General Ag.
2 = Diploma, 3 yr 2 = UWI 2 = Home Fconomic
3 = B.Sc/B.A. 3 = USA 3 = Agronomy
4 = MS/MA 4 = Other 4 = Ag Econ
5 - Ph.D 5 = Soils
6 = Other 6 = Education
7 = other
8. YEAR, DESCRIPTION OF RELATED SHORT 36~-40 #1

CCURSES,LENGTH (IN WEEKS) AND WHERE HELD 41-45 #2
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(FOR EXAMPLE, 1976, MANAGEMENT TRAINING, 6 WEEKS, MPS

= 7,61 , 46-50  #3
~ 51-55  #4
KEY: TYPE LOCATION
1 = MANAGEMENT 1 - MpS
2 = TRAINING 2 = USA
3 = CLERICAL 3 = OTHER

4 = TECHNICAL AG
5 = OTHER

9. DESIRED ADDITIONAL TRAINING

KEY: LEVEL TYPE

1 = PORMAL DEGREE 1 = MANAGEMENT/ORGANIZATION

2 = SHORT COURSE 2 = COMMUNICATION

3 = OTHER 3 = RESEARCYH
4 = TECHNICAL AG
5 = CLERICAL 56-57  #1
6 = OTHER 58-59  #2

60-61 43

({For example, a short course on interprersonal communications = 22)

62-63 #4

B2 - After an identification of skill levels the
Training Director should work with the Personnel
Director and analyze the needed entry skill levels
for all sub-professional and technical positions.
Then the Ministry of Agricultu-e officials, the
Ministry of Education official ind the Jamaica
School of Agriculture officials should meet to discuss
the lcng range capabilities of JSA in meeting the entry
skill needs of the Ministry relative to the five-year
plan, through new curriculums, internship programs,
addinz a B.S. degree, etc.



B22

The team's discussion with various people and review of a variety of
documents also resulted in the identification of some specific concerns.

They are summarized as follows:

- There is a need to emphasize knowledge about and commitment
to the value of research in meeting the five-year goals:

- There is a fairly universal need to improve the skills of
managers and middle managers in terms of human relationship
skills;

- Because the development of cooperatives is expanding rapidly
and is important to the increased production goals of the
Ministry, there is a need to educate centrally and regionally
located staff about the cooperative movement;

- As the Training component will need to rely a great deal on the
teaching expertise of various personnel throughout the Ministry,
there is a need to upgrade the general level of teaching, extension,
and program vlanning skills;

~ There is a general need for more resources to purchase training-
related eqguipment and materials for use by the Training staff,
the Agricultural Information Serwvice, and others.

POLICY STATEMENT: The systematic identification of needs is

crucial to establishing training objectives
and plans; therefore, it should be the policy of the Training staff
to utilize carefully assessed needs in its program planning process.

RECOMMENDED ACTION STEP:

B3 - The training staff should administer a standardized needs
assessment form each year in order to maintain an up-to-date
understanding of the training needs.

The following is an example of a form that could be useg.

A. It is important in the use of a standardized form to move
the employee and manager from an immediate perception of
need (interests, likes, felt need, and preferences) to a
recognition of real need (at the demonstratable level).
only when the real need has been identified and becomes the
basis for program planning that progress toward meeting the
five-year goals can be met.
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The basis of a standardized form follows point "D"

below. 1In the instrument the subjects that are shown

are placed there only for demonstration purposes. A

training staff member should interview the division

or department director to obtain the statement specific to that
division. This procedure gives the top administxator an
opportunity to make an "expert" intervention early in the
process. Roy Russell should be consulted in desioning

the actual instrument if the information is to be computerized.

The process to be used for each division or depa:tment is
as follows:

1. The instrument (designed as descriked above) is
administered to each staff member of a division or
department depending on the number or classification
diversity of employees within a division, more than
one form may be required. It is important to prctect
the anonymity of each respondent if he or she so
desires.

2. After the form has been completeé by member of the
division (strive to obtain 100% participation), compile
a simple descriptive summarv. f{(a computerized
surmary of the forms may be desired.) For example, if
35 people in a division comcleted their forms, there
might be 10 who checked column ltio. 1 for subject No. 1,
10 who checked column No. 2, and 1% who checked one
of the other three. This information would be
compiled for each of the subject arzas.

3. The next step is to ask the 25 people te meet in a
group setting. Provide each with a summary of the
combined instrument responses. Ask them to work in
small groups of 6 - 10 people and prioritize the needs
according to the summarized responses and their own
individual needs. This modified "De¢lphe" tochnigue moves
the persor. toward a recoanitinn of their real need as
they participate in a discussion of why particular subjects
are more important than others in their division.
They are asked to come to an agreement on the subject
priorities. An important by-product of this process is
a feeling of "ownership" in terms of both the decid-=d
priorities and the whole =rocess of designing training
to meet specific needs.
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4. The final step is merging the data from the various small
groups into a master priority listing of needs. This
information becomes the basis for planning the training program
for that division each year. The advantage of the process
is that the "expert", the division administrator, has been
involved, the needs assessment instrument was based on
initial interests and perceptions of need, and the group
process technique moves individuals into the identification of
real needs. The process should be completed annually if at
all possible.

The above described process obviously will be time consuming. However,
the overall commitment to training that will develop in most cases is
with the time investment. In addition, if a training liaison is
identified in each division (see Recommended Action Step B10) he or
she can carry out the needs assessment process each year.
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TRAINING NEEDS ASSESSMENT SURVEY

PURPOSE

This instrument is designed to provide t?aining with some descriptive
information regarding the staff development needs of your division. Informatior
is solicited through an anonymous assessment and compiled on a total
division basis. This assessment is not an evaluation tool. Information
gathered with this form will assist training in planning effective staff
development activities.

DIRECTIONS

This inventory includes statements relating to abilities or competencies
which have been identified as important to the successful cperation of
your division. For each of the items, indicate the degres of competence
you think you now demonstrate to assure a valid crofile of training needs,
is essential that you respond to every item. Mark vour responses in the
spaces provided noext to the statements. Circle the number which best

approximates your perception of your own performance regarding the item.

The five degrees of competency are defined as follows:

1. Have a slight degree of competency; a definite need
for improvement.

2. Have some degree of competency; a need for improvement.
3. Have a moderate degree of competency; some need for improvement.
4. Have a high degree of competency, may need improvement.

5. Have a superior degree of ccmpetency; no need for improvement.
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EXAMPLE

To what degree do I as an (Administrator*)....
Item #
1l Use a systematic planning process 64 l1 2 3 4 5

Meaning: This indicates that you think you have a moderate degree of
competency and need some improvement

* Substitute whatever term is most appropriate: agronomist, soil chemist,
clerical officer, etc.
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INVENTORY OF * TRAINING COMPETENCIES

-

Scoring Directors: Circle appropriate number for each item according to
the directions on the preceding page. Pleas2 respond

to every item.

TO WHAT DEGREE DO I AS A (MANAGER**)

1. Use a systematic planning process 1. 1 2 3 4 5
2. Communicate effectively with my employees 2. 1 2 3 4 5
3. Evaluate progress toward goals 3. 1 2 3 4 5
4. Have evaluation skills 4. 1 2 3 4 5
5. etc.*** 5. 1 2 3 4 5
6. etc. 6. 1l 2 3 4 5
7. etc. 7. 1 2 3 4 5

*Substitute whatever term is appropriate: Forestry, Soil Concervation, Personnel,etc.
**Substitute whatever term is appropriate: agronomist, soil chemist, clerical
officer, etc.

***aAdd subjects as needed based on the interviews with the division or department
heads.
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An immediate need expressed by many of the administrators who were
interviewed was the desire for both field and central staff to have increased
managerial and human relationship skills so that they can better organize
their operations, provide motivation to their employees, and maintain the

leadership necessary in meeting their goals and objectives.

POLICY STATEMENT: Management effectiveness is vital to the long-
range accomplishment of the five-year goals;

therefore, it should be the policy of the Ministry to encourage

a continuous development of managerial and human relationship

skills.

RECOMMENDED ACTION STEP:

B4 - The training staff should facilitate the use of new or
existing short courses in upgrading the skills of middle
management (and above) Ministry ermployees in the areas
of management, human relationshics, interpersonal communications,
program planning, and teaching methodology. The needs
assessment, recommendation (see Action Ster No. B3) will
help to focus these needs. The USDA's International
Training Division and the Ministry of _he Puklic fervice
both have short courses available on the above subjects. Tt
is further recommended that at least twenty people participate
each year. There should be at least cne participant per
division selected by the divisional heads on the basis of those
most in need of the traininag.

Two consistent needs expressed by scveral people interviewed ccncerned a
perceived lack of awareness regardinag the value of recgearch to agricultural
progress and the importance of the c-operatives movement.
POLICY STATEMENT: Each emplovee of the Ministry should be aware
of critical issues important to the accomplishment
of the five-year plans; therefore, it should be the policy of the

Ministry to orient all emrloyees regarding certain critical issues
as quickly as possible,
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RECOMMENDED ACTION STEPS:

B5 - The Ministry should charge the Director of Research, the
Training Director, and the Agricultural Information Service
with orienting current and future staff regarding the
importance of research to achieving the five-year goals.
Representatives from the three areas should meet, design
a short course and instructional mode, and assist the
training staff in carryina out the course.

B6 - The Training Director, in conjunction with the Cocperative
Development Center, should facilitate the design and
implementation of orientation sessions in the cooperatives
movement for the Ministry's central and field officers who
have some need for the information (to be identified by
each divisional head in conjunction with the training staff.)

A priority assignment for the team was to examine Training in-order

to make recommendations which would aid the training staff in successfully
completing their five-year plans. Cf the people interviewed in training,

the Director of Training and four training officers, two have 2.5. degrees,
one has a M.S. degree, and two have J.5.A. éirlomas. However, only one

person has a degrec related to education--the M.S. is in agricultural
Education; this person has not had extensive academic preparation in training.
Other individuals have either had only one or two courses in oxtension methods

or have picked up some training-related exposure through exrericnce and through

short courses.

Subsequently, one problem is the lack of collective experience and professional
education in training methods. This somewhat limits the effectiveness of the

staff to cdo the following:
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-~ training others in education techniques (training of
trainers) ;

- utilize appropriate traihing techniques relative to the
content to be taught or the cize of the group to be taught;

-~ identify crucial training needs and potential educational
resolrces to be used in meeting those needs;

facilitate others who are serving as resource persons.
There are a variety of ways in which the Trainingcompenent can improve its
effectiveness. However, administrative decisions in terms of priorities and
the availability of resources, will dictate the extent to which some of the

means will be undertaken.

POLICY STATEMENT: Training expertise and management efficiency

are crucial to the success of the Training
compenent; therefore, it should be the rolicy of the Training
staff to continuously pursue the improvement of their training
skills and managerial effectiveness.

RECOMMENDED ACTION STEDS:

B7 - Each member of the Trainng component at the Trainin
level or above should be encouraged and given the cpgpror
by the Ministry to obtain at least a masters degree 1n
the area of centinuing education and training. This degree
program should contain at least a three-menth interns™ic
with some training division in industry or covernment in

Q
O
h

the host ccuntry. The Director of Training should alsc have
additional academic training in afdminictration and
management.

B8 - All current members of training at <he training officer level
or above should participatc in the following short ccurses:

"training of the trainer"”

"Organizaticnal Planning and Development”

"Evaluation technigues”
The USDA's International Traininc Division and the
Ministry of the Public Service both have short courses
available on the above subjects.
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There are three additional means by which the overall capabilities of the
training staff can be increased.
POLICY STATEMENT: Training is érucial to achieving the
Ministry's five-year goals; therefore, it
should be the policy of the Ministry to increase the capabilities
of the Training component as quickly as possible.

RECOMMENDED ACTION STEPS:

B9 - The Ministry should authorize at least one new person at
the Training Officer level for each of the next five

years. Such persons shiould be capakls of quickly stepping
into a Training Officer role. At least a B.S. degree in an
. education-related field would be desirakle; if such

individuals are not available, then scmeone who has had
at least some academic preparaticn in extencsicn or
educational methods should be .. These rnew staff
persons shculd particiante i 1y in the "Training
the Trainer" short course insc cavrlicr and the other
two workshors as time pormits

One purpose of the abowve recommendaticn in addi<ion ro increasinz the training

by

capabilities, wouléd be to facilitate the release of current staff as quickly

as possible so they can pursus advanced degrees in continuing education

and training. Eventuallv the abeve described new personnel should also ke

supported in obtaining similar advanced degrees. Subseguently, at the end of

eight to ten years hence, the Training Unit would have a complement of

up to ten people with magtors drarces.

Bl0 - The Training Unit, in conjunction
and the variou
person ir each
as a liaison wi
participate in at least the "Tr
course described earlier and wo
for the rcoordinaticon of newds asse
identification of trainincg regul

particular division or region, a

3 Divisicnal Tirec
icion and in ¢
Traininag. fuc!
1

I

e

d a general liaison with
Training in addition to recular divisional or regicnal
responsiklities. The training unit,in turn, would be the
authorizing agent for all training taking place in the Ministry.
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Bll - The Training component and Personnel Division
leaders should meet with Ministry of the Public
Service officials to determine how some of the
MPS courses can be made more specific to the training
needs of the Ministry of Agricultare. This will
permit the trainig unit to concentrate more on
facilitating the movement of people in and out of
courses rather than developing their own courses
for many areas of need.
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The Effectiveness of the Training Unit

Most staff members connected with training have been there less than one
year. As mentioned in the section above, the staff members have a need

for additional skills related to several areas. The team has several con-
cerns regarding the Training Unit's current mode of operation because of
the lack of certain skills. Gaining additional skills through short courses
and academic preparation in the long run will permit the training staff to
create A better organization. However, the team has several recommendations

that should improve the immediate effectiveness of the Training Unit.

One area related to managerial effectiveness is evaluation. Evaluation of
training activities is necessary to understand how well needs &are being met
and whether objectives are being accomplished.

POLICY STATEMENT: Evaluation is crucial to effective program

management; therefore, it should be the
policy of the Training Unit to utilize good evaluation
practices in their day to day efforts.

RECOMMENDED ACTIONM STEPS:

Bl2 -~ The Training Unit should carry out, on an annual
basis, a systematic evaluation of its operations.
The level cf acccmplishment of objcectives, the
abilities of the staff, and the effectiveness of
the Unit in helping to achieve Ministry ckjectives
are some of the aspects which should be included in
an overall plan.

B1l3 - As part of the plan describeé above, the Director of
Training should establish a list of performancc cri-
teria by which each of the staff members can be
evaluated annually; such as the extent to which the
individual staff members plan and evaluate their
activities, the attempts made for self-improvement,
efforts made to improve effectiveness and inter-per-~
sonal communication skills, etec.

Bl4 - The Training Unit should use a standardized evaluation
form to be completed by partic wants at the end of
each training activity. Appendix III suggests a
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form that could be used. The results will help
identify both effer :ive and ineffective teachers.

Several people interviewed said that training center and farmer short
courses should be more practical in nature as opposed to sessions which
are primarily "lecture" in nature. Thus, the training staff members need
to improve their effectiveness in the design and use of courses.

POLICY STATEMENT: The training needs of the Ministry dictate
that training program participants receive
the best possible training; therefore, it should be the policy
of Training that all training center programs develop skills
that have direct relevancy to implementing the five year goals.

RECOMMENDED ACTION STEP:

BI5 -~ The Training Unit should develop trairing center programs
which include more demonstrations, field visits where
appropriate, skills to enable thz passing of various
tests, and more practical information. The Ministry
of the Public Service {(MPS) should be consulted for
help in this regard. For example, secretarial courses
could be designed to meet the standards of the
Secretarial and Recording College through MPS guidance.
As another example, farmer training sometimes could be
completely removed from a classrocm and centered around
visits tc demonstration sites or highly successful farms.
This recommendation should be carriec cut tyv including
an analysis of the problem, the design of new teaching
strategies and techniques, and the work with inscructors.

The training component's cticativeness also could be improved if there were
adequate resources to acquire the capability in developing and using a variety

of training materials.

POLICY STATEMENT: There is tremendous potential thrcugh self-study

to increase skills, knowledge, and awareness;
therefore, it should be the policy of the Training component to
promote self-development.

RECOMMENDED ACTION STEP:

Blé - The Training Unit should begin immediately to develop or
locate resources that can be utilized by Ministry personnel
for selfi-development and upgrading. Technical reports,
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periodic literature, lectures, conference proceedings,

and self-study materials are some of the materials that
should be placed in a centralized learning resource
center. Divisional administrators should be asked to

both contribute materials and to encourage their personnel
to use the learning materials; a subprofessional person
with some experience or training in the library sciences
could handle the categorizing and check-out procedures.

In addition, the Training stzff should work with AIS and
develop a request to some donor agency for any audio-visual
equipment necessary for the self-study materials. The
resource center should be operational as scon as possible.

Finally, organizational effectiveness can be improved by the smooth flow
of information. Two recommendations are offered regarding the Training
Unit's communications efforts.

POLICY STATEMENT: Effective communication 1s crucial to the long-

range success of training; therefore, it should
be the policy of Training to continuously iwmprove 1its communication
processes and to upgrade its overall visibility.

RECUMMENDED ACTICN STEPS.

B17 - The Training Director should adopt various means for
institutionalizing and systematizing the flow of
communication with divisions in the Ministry. Regular
interdivisional staff meetings on tralning, the assigning
of each Training staff member to liaise with selected
divisiong, and a regularly distributed newsletter on
training (to be mrre fully described in the next recommen-—
dation) are some of the means that should be utilized.

Bl18 - The Training Unit, in conjunction with AID, should develop
and disseminate a monthlv bulletin on training opportunities

and activities to all personnel in the Ministry.

The Training Staff's Commitment to Training

As mentioned earlier, the training staff wmembers are relatively inexperienced
in terms of training experience and preparation. No real commitment to or
understanding of the "training" field was observed by the team. However,
training staff members appear anxious to obtailn a professional commitment and
to be seen as professional trainers. Thus, three final recommendations are

provided regarding professionalization.
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POLICY STATEMENT: Professionalization is crucial to the

overall growth and development of a training
unit; therefore, it should be the policy of the training staff
to increase their professional involvement in and commitment to
the continuing education and training field.

RECOMMENDED ACTION STEP:
Bl19 - The Director of Training should work with some donor
agencies and request institutional membership and/or

annual subscriptions to at least the following:

Organizations - Adult Education Association of the USA
~ American Soclety of Training Directors

Periodicals - Adult Education (USA)
Adult Education (UK)
Convergence
Lifelong rLearning
Journal of Continuing Education & Training

The periodicals should be mandatory reading for all Training
staff.

B20 - Each Training staff member at the Training Officer level or
above should be permitted and given financial support to attend
the annual conference of some continuing education and trainimg-
related associations in some other English speaking country
at least once every three years.

B2l - The Training staff, in conjunction with trainers from the Ministry
of the Public Service, should take the leadership role in
developing a continuing education and training association in
Jamaica. An annual conference, the development of periodic
literature specific to Jamaican continuing education and training
activities, and regular contact with other professionals carrying
out similar functions are the probably by-products. JSA, the
Ministry of Education, CAST, UWI, JAMAL, and the Cooperative
Development Center are only some of the organizations where
continuing education and training-related professionals are
employed.

Manapement Information (see diagrams over)
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TABLE ). Project Mansgewment Cuide - The Training Component

KEY PERSON/GROUP
INVOLVED

ESTIMATED COSTS HOW DETERMINED

ESTIMATED
TIME REQUIREMENT

Bl - Analyre okill level

Leonard Henry
Chesater Gibson
Roy Rusaell

§5,000 firsc tive and less Patioation -~ {ncludes computer
time, key punching, and

each succeading time.
printing.

Two Moaths

B2 - Analyze entry level skille

Leonard Henry
Chester Gibson
Mintetry officiale
JSA officials

Staff time - -

Tvo Months

8) - Use a standardized neede
sssessment process

Leonard Henry
Training staft
Roy Russell

§5,000 firar time and

printing.

Esrimation ~ {ncludes coaputer
leas each succeeding tice. time, key punching, and

Fout Months

M - ngnlunant short courses

Leonard Heary
Divinional Heads

515,000 for ons I(nstructor  USDA Guidelfines
brought into courncry.
Leas 1f in-country

Six weeks each
year.

83 ~ Orient on research

Leonard Henry
Director of Research

One month to plan
One week each time
coucse is taught.

B8 ~ Orient on cooperatives

Leonard Henry
Cedrick HcCullock
Divisioccal llrads

courlase.
Staff time - -
Staff time - -

One wmonth to plan
One week each time
course is taught.

’
B7 - Trainiag stsff obtain
Masters degree

Minte:r-y officialam,
in conjunction vith
Leonard Henry

51,100/monch/peracn USDA Cufdelines

Eight years wvorth reguired
for a total of $105,600

To#Voetim acar rha atohr

Pive to eight years.

Led



FFY PRLRSON/CRGUP
INVOLVED

leonard Henry
Traintng scaft

Hintetev officisla
Chestar Cibson
Leonard Henry

levnerd Henty

Reglicnal Hesda
Oivielonal Heale

IS YA PO I | . -4 F

RECOMMENDATION

B8 - Thres Short Courses

89 - Additional perscna tn the

Truining Unitc

810 ~ Salect liatson in each

divielon
‘

Bl - Pocu:r MPS courses on
agricaltural needs

812 - EZveluate tha Training Unit

81) - Develop parformance
cciteria and evaluate the
training ecatl

leonatd Heary
(henter GCibsoa
MFS offlctlaln

levnard Henry
Training statlf

Leonacd tHenty

LY [ AR NI RUEPURY FE XY ZOr S PUa. Javany -y B Y

(11)

ESTIMATED COSTS HOW DETERMINED

A, e ) - b e LA

ESTIMATED
TIME REQUIREMENT

$5,C00 for evalustion course USDA Cutdelines
$15,000 for other tuo

Total = $3%,nC9

lens 1! In-country c(outea

One week - evalustion
Six wveeks for each
ol ather two
Sprtead out over one
year.

Salary plue ery tratninrg Eatination
roeale per persau.

Fatleated 510 D/ year

One per year/or
f{ve yeats.

Any veelel tralniag coste Can participate tn short

Feticated 35,700 torsl courses for tralmning
(or travel, etc. atefl.

One yesr

Staf? time - -

Two months for
meecing

Stell tiwe - - Two wonths to plan
One smonth to
fwplement

Scolf time - - Tvo moathe to plen

Two monthas to
implesent

T

\

ged
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KEY PERSON/CROUP
INVOLVED

(t11)

ESTIMATED COSTS WA LETERMINED

14 ~ Have participante
avaluate trafntag
activiciecs

{sonard Henry
Tratuing wtaff
Roy Russell

ESTIFATED
TIME PEQUIRLMENT

$10.0G0 per year fatimstion - tnclwdes
Jeputer tlne, bey punching,

and printling

Tolal - Up to $136,CLT for the flrst jear.
The five yracr tegulteuent wuuid te
eppronirately 3%'8 M. (Both
figures tn % dnilarae)

Two moaths to plen
Ivplecented as
needed.

- —— it

6cd
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KEY: Numbers within circles refer

to the various recommended FIGURE 3
action steps.
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3. RESOURCES FOR TRAINING

Another aspect of the scope of work for the team was to identify any existing
and potential opportunities for training within Jamaica and out of the country.
To obtain some information regarding opportunities staff members in the
Personnel Division of the Ministry, Training staff{ members, staff members in
the Ministry of Public Service, staff wembers with the Agricultural office of
USAID in Kingston, officials with the International Training Division of

USDA, the Princinal of the Jamaica School of Agriculture, and an agricultural
specialist from Holland who was consulting ia Jamaica, were intervieved. In
addition, a number of documents (see Appendix I1) obtaired throuyh the above
scurces were reviewed.

The findings of interest to this repert are as follows:

1. The Ministry of Public Service - This Ministry has a Training Uivision
P B & ’
training centers located in Kingston
and in Mandeville, and an adrinistrative staff colleve he Ministry
offers a varifety of courses Zn the areras of managerent, instructor
training, and suppor: stafif tralining. Several of tie courses dappear
to have potential in meeting Gf the Ministro's reeds. A ccrplete
: r
listing of all their cour: Arpear vach vear dnoa oonprele ve puide

(see No., 20 in Appeadix II).
However, several of the Ministry cof Ayriculiure weTe
interviewed by the teaz reported that freguently

specific enougt for the necds of sub-;refescional
staff in agriculture. Therefore, the Direciors

not
ranagerial

rersonne

should meet with Ministry of YTublic Service cffici sricultural
training needs ané to detercine how sorme ol thed allored
more to meet the needs of agriculture.

2. TInternational Training Division, USPA, Washingtern, D.C. - The Intermatione
Training Division, offers a variety of courses in the United Sfates; in

addition, several of their courses can be brought into a country. Many
of the courses have direct or partial potential in relatien te several

of the recommended short courses. As an exacmple of the costs, a six-week,
two-person teaching tear would cost approximately $22,000 plus $4,500 in
per diem costs. The Director of Training should work with AID officials
to determine if any of the courses could be utilized to carry out some

of the recommendations. A list of their courses can be found in the
brochure referenced as No. 29 in Appendix II. Copies of this brochure

can be found in the Ministry's Personnel Office and in the USAID office.
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The Jamaica School of Agriculture - JSA has a staff of teachers, most

of whom are trained in agriculture
or home economics. There would be time both in the summer months and
in the evenings during the year for involvement in training activities.
The Principal, Dr. Nelson, reported that a willingness exists among the
staff to be involved in outreach efforts. The Training Director, after
the training needs have been specified, should meet with the Principal
to determine procedures for utilizing the JSA teachers.

Miscellaneous - Time limitations did not permit the team to seek out

other bilateral or multilateral funding sources to
support training. However, an informal visit with an agricultural specia-
list from Holland about the Ministry's training needs, led to the suggestion
that he felt his government would be quite interested in supporting some
training-related projects in agriculture. Therefore, it is suggested that
the Training Director should visit with representatives from various
gevernments about the training needs of the Ministry and their support
in meeting some of the needs.

ate training needs of the Ministry
rning and through snort courses
ency of marking agriculture more

s to use "irmediare' training

rv to meet {ts five vear goals.

Obviously, a large number of the immedia
willl need to be met through internal tra!f
both in and out of the country. The urg
viable in Jamaica warrante heroic effort
to increase the capability of the Minist
However, the long range capability o
of a highlyv trained and committed cta
The development of such a staff will be pairnfullvienp-range in nature
when matched against the economic needs of the country. Therefore, every
effort should be made, and several of the recomzended actlen steps point
the way to facilitate the academic gpreparaticn of an ever-increasing
corps of managers, researchers, techniclans, and scientists at both the
masters and doctoral degree levels.

of the Minietry will rest on the shoulders
£f of cssionals

of agricultural jprof
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4. CONCLUDING REMARKS

The implementation of this report's recommendations will require heavy
comnitments on the part of the traininyg staff. Equally important, fairly
large investments (estimated to be $1.25 million in foreign exchange) will
be required. The Ministry must do its part and rechannel some of its

scarce foreign exchange into support for training.

However, it will be impossible for the Ministry of Agriculture and its Training
Unit to do it all alone ... the urgency is too great and the cost too high.
Therefore, it is suggested that the Ministry prepare a project proposal

for consideration by a number of foreign decnor institutions. The proposal
should request up to one-half of the dollar support needed over the next

five years in order to carry out the recommendations in this report.

Agriculture is important to Jamaica's future - and a well-trained staff
is crucial to the Ministry of Agriculture's capability in meeting its long-

range goals. Hopefully, a well-trained and efficient training staff will be

a teality in another five years.





