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Introduction to Organization Development

Organization Development (OD) is a process in which 
organizations establish goals and transfer them into the 
jobs that people do every day. People have what they 
need to get the job done and they receive rewards for 
achievement and initiative.

When you form a new organization, OD helps build a 
strong management foundation. It includes choosing 
a mission, making plans, putting people to work and 
achieving goals.

Existing organizations often face new challenges. OD 
can help an organization respond effectively. OD helps 
you take a fresh look and strengthen weak areas.

A. The Importance of Organization  
  Development  

Organization development establishes the basic frame-
work that any organization needs to manage well and 
achieve its goals. It helps build a workplace where peo-
ple take actions for good reasons and make the best use 
of available resources.  

B. Organization Development Chapters  
  in this Guidebook 

Foundation
• Framework 
• Leadership and Commitment
• Mission and Overall Objectives
• Strategic Analysis and Planning

Structure
• Functions
• Organization Structure
• Job Design
• Numbers of Employees
• Compensation
• Implementing Organization Change

Management
• Planning Ahead
• Delegation 
• Management by Results
• Rewards for Achievement
• Performance Audits

C. How the “Impact Guidebook” can help   
  you develop your Organization 
 
Depending on your situation, you may benefit from ac-
tion in selected areas.  Maybe you know that you need 
more effective job descriptions. Maybe your compensa-
tion system could be more fair.  Or – you may find ben-
efit from taking every step of the OD process. What-
ever you decide to do, keep the following in mind:

Organization development brings change in approach-
es and habits. People need time to absorb new ideas, so 
results take time. Have faith in the outcome and take a 
determined “one step at a time” approach. The day will 
come when you realize how much better your organiza-
tion is working. Great leaders in the water sector know 
that success comes from patience and persistence.

Change means venturing into the unknown.  Fear of 
change can be a roadblock and it can cause anxiety for 
employees. Recognize the effects of fear and address 
them openly.

The best Organization Development overcomes road-
blocks by striving for “win-win” approaches - not solu-
tions where someone wins and another loses. 

Despite your best efforts, some people will still be un-
happy. As Abraham Lincoln said – “You can please 
some of the people some of the time, but you cannot 
please all of the people all of the time.” As people see 
the benefits of OD, they will be happier. Celebrate suc-
cesses – even if they are small.
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D. Chapter Summaries

Framework: Organizations bring people together to 
achieve a common purpose.

Usually, an agreement creates the organization, defines 
its purpose and sets basic ground rules. The agreement 
may be an informal gentlemen’s agreement. Or, it may 
be a more formal contract, ordinance or law.

The type of agreement depends on the goals of the or-
ganization. It must conform to the country’s legal and 
regulatory framework.

Leadership and Commitment: Every organization 
needs leadership by people who are committed to its 
purpose. Nothing can be achieved without this com-
mitment. Leadership and commitment begin at the 
top. Leaders inspire others and set a good example. 

Leadership involves the Governing Body which leads 
through Policy, Planning and Budgeting, Delegation, 
Oversight, Advocacy, good Governance practices and 
Orderly Decision-making. 

Mission and Overall Objectives: Mission and overall 
objectives are the first steps in establishing a goal driv-
en, proactive workforce. They are also a foundation for 
good planning.

Every organization has a purpose. Everyone needs to 
know what it is and be committed to it.  This chap-
ter helps you assess your current Mission Statement or 
create one.  

Strategic Analysis and Planning: Strategic analysis and 
planning are ways to take a fresh look at your situation 
– and where you want to go. You test current practic-
es to see if they will work well in the future. You test 
your view of your environment and make sure that it 
is accurate. 

You answer questions like these: Where are we now? 
Where do we want to go? How do we get there? 

Functions: What if we have a list of 300 actions? Will 
we gather 300 people and assign each of them one ac-

tion? That could be expensive and hard to control. Not 
every action would need full-time attention. We need 
to group actions into functions to make the best use 
of resources. This chapter explains what functions are 
and it can help you develop the functions you need.

Organization Structure: The organization structure 
groups functions and shows how they are linked. It 
helps employees and stakeholders understand the way 
the organization works. It also encourages cooperation 
and communication.

Without an organization structure, it would be hard 
to know reporting relationships, responsibilities and 
how functions work together. It would also be harder 
to know the chain of command.

Job Design: Please think back to a time when you 
started a new job. Did anyone tell you what to do? Did 
anyone tell you how your job would help achieve the 
aims of the organization? Did you know where your 
job fit on the organization structure?

This chapter describes the process of job design which 
involves choosing Job Titles and developing Job De-
scriptions.

This chapter will help you answer questions like these:  
What makes a good job title? What do job descrip-
tions cover? How do you write a job description? 

Numbers of Employees: How many people do you 
need in your organization? This chapter helps you de-
cide. 

Compensation and Remuneration: The basic contract 
between an employer and an employee is this: the em-
ployer pays the employee. The employee works in ex-
change for the pay - or compensation.

A good compensation and reward system will: attract 
and retain good employees; motivate employees and 
enliven an organization; recognize employee initiative 
and achievement; encourage the loyalty of employees. 
This chapter covers forms of compensation and ways 
to reward employees.
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Implementing Organization Change: Change often 
makes employees nervous especially when it affects the 
jobs people do or the amount they earn.

Changes in structure may also affect procedures, reg-
ulations and lines of communication. These things 
can disrupt the course of business unless you consider 
them as you make changes.  

This chapter will help you consider things like em-
ployees, procedures, regulations, interactions, practi-
calities and opportunities as you implement Organiza-
tion Change.

Planning Ahead: Without clear direction, organiza-
tions can only react to current circumstances. Like a 
person on a treadmill, they move but they don’t get 
anywhere.

Proactive organizations anticipate problems and fix 
them before they happen. They recognize opportuni-
ties and take advantage of them. They choose their ac-
tions. They do not let circumstances do it for them.

As you will see in this chapter, the need to plan ahead 
is essential. 

Delegation: What happens if one person in an organ-
ization makes all the decisions? This holds everyone 
else back while they wait for him to decide. Yet, many 
people want to make every decision. Delegation means 
sharing actions and decision making with someone 
else and it is one of the quickest ways to improve an 
organization.

This chapter can help you improve delegation in your 
organization as it covers questions like: What is del-
egation? What are the benefits of delegation? What to 
delegate? How to delegate? 

Management by Results: A manager is a person who is 
accountable for the outputs of others, for sustaining a 
team capable of producing those outputs and for giv-
ing effective leadership to that team.

Some organizations set specific goals for each employ-
ee, track actual results, compare actual results to goals 
and reward employees who achieve goals. This chapter 
shows you how to manage in ways that get results. 

Rewards for Achievement: Each employee has a job to 
do. There is nothing wrong when a person comes to 
work and does his job. However, some employees do 
more for the organization than others. Rewards recog-
nize their extra contributions. Some rewards come in 
the form of money and others do not.

This chapter can help you find ways to motivate em-
ployees through monetary and non-monetary rewards.

Departmental Audits: Most organizations perform fi-
nancial audits every year. Excellent organizations go a 
step further and perform departmental audits to check 
the performance levels of each organizational unit 
against pre-set indicators, policies, regulations and 
standard operating procedures.

This chapter will help you understand how to establish 
and conduct a department auditing process. 

E. How to Benefit from the Organization   
  Development Section   
          
Each chapter has an analysis section that poses ques-
tions to get you thinking about how your situation 
compares to the basic concepts. If you find that your 
situation can improve, we suggest that you consid-
er making improvements. Each chapter suggests steps 
that you can take and provides references, examples, 
case studies and links to help you proceed. 

To get started, you may want to try the OD Self- 
Assessment file in Excel. This can help you and your 
co-workers identify areas where you may need to im-
prove. 
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Chapter 9 

Leadership and 
Commitment 

I. BASIC CONCEPTS  

Every organization needs leadership by people who are 
committed to its purpose. Nothing can be achieved 
without this commitment.

Leadership and commitment begin at the top, from the 
governing body to the management group and into the 
ranks of the organization. Leaders inspire others and set 
a good example. 

Many organizations are led by a controlling, policy-
making or governing body. Words to describe these 
groups include: board of directors, board of overseers, 
council members or commissioners. We will refer to 
these types of groups as governing bodies.

Governing bodies act on behalf of stakeholders that 
may include politicians, citizens, customers and em-
ployees. Stakeholders trust the governing body to act 
in their best interests. Leadership starts with a commit-
ment to fulfil that trust.  

Agreements that form organizations usually have rules 
for selecting members of the governing body. These 
rules may require members who:
• Represent stakeholders  
• Have special qualifications (engineering, finance 

and legal, for example)
• Bring diverse points of view

Governing bodies usually delegate authority to manage-
ment. This makes management part of leadership. 

A. Governing Body Leadership

A governing body leads in the following ways[2]: 

1. Policy
What is policy? Policy is a set of principles, values and 
priorities that expresses the intentions of the governing 
body and provides guidance to an organization.

“Because policies permeate and dominate all aspects of 
organisational life, they present the most powerful lever 
for the exercise of leadership”.[3]  

Policies focus on the big picture and not the details. 
They express the values, principles and perspectives of 
the governing body.   Policies are the “medium through 
which the Board speaks”[4]. They guide staff and stake-
holders.  

Policies clarify roles, responsibilities and delegation.  
Through policies, the governing body has influence 
even though it is not directly involved in every decision.

9

“Where the political will… is lacking, there is  
little or nothing that can be achieved”.[1]
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How far should a governing body go in setting poli-
cy? “Policy-making stops at whatever point the board 
is willing to allow the Chief Executive Officer to make 
further decisions.”[5] 

Notes on Policy-Making

The best policies share certain attributes:

• Long lasting

• Up-to-date

• Clear and concise

• Written down  

• Available for anyone to read

• Easy to understand and implement

• Practical – not theoretical

Policies establish direction, order and consistency.  

Both the governing body and staff have the responsi-

bility to respect policies.

Certain policies are cornerstones of organization  

development: Management-by-results, delegation, 

training, compensation, etc.  

2.  Planning and Budgeting
A governing body often brings a broad perspective from 
outside the organization. This helps in setting overall 
goals. Working with staff, the governing body approves 
a plan to achieve goals and a budget for the year ahead.  
The plan shows approved actions. The budget sets limits 
on the use of resources.  

Lead from the Front

As the leader, you need to “lead from the front” so 

that you see the problems or opportunities first. 

3. Delegation
Governing bodies meet periodically. They are not in-
volved on a daily basis. Therefore, the governing body 
must delegate authority to management to make deci-
sions and take action. When the governing body ap-
proves a plan and budget, it also authorizes manage-
ment to take action and spend according to the budget.  
When the governing body approves a policy, it expects 
staff to follow it. 

4. Oversight
Through policies, plans, budgets and delegation, the 
governing body enables management. Periodically, the 
governing body reviews progress using management 
reports and audits. Reports show actual performance 
compared to plan. Audits look at financial results and 
compliance with policy. In these ways, the governing 
body ensures that its intentions are carried out. 

5. Advocacy
The governing body makes decisions in the best in-
terests of stakeholders. Therefore, it must understand 
stakeholder needs. The governing body can also serve as 
an “appeal board” for unresolved complaints.   

6. Orderly Decision-making
Most governing bodies establish their own rules in 
the form of By-Laws. This chapter provides selections 
from the by-laws of the Jerusalem Water Undertaking 
(JWU) Board of Directors. These by-laws include basic 
rules for forming the Board of Directors, holding meet-
ings and voting.

Many governing bodies conduct their business accord-
ing to parliamentary procedures.  Since 1876, Robert’s 
Rules of Order has been “universally accepted as the 
standard manual of parliamentary procedure. It pro-
vides all the information needed for the fair and proper 
conduct of meetings”.[6]  

Every meeting of the governing body is an opportunity 
to make progress. When meetings deal with important 
issues in an orderly way, the governing body plays its 
highest and best role. On the other hand, the governing 
body will waste its time if meetings lose focus, get stuck 
in detail or result in controversy.  

In some organizations, governing bodies establish 
standing committees to consider topics or issues in 
more detail. A capital investment committee is one ex-
ample: the committee devotes time to consider recom-
mendations for infrastructure projects. Some governing 
bodies have personnel and finance committees as well.
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B. Management Leadership 

Managers and supervisors act on a day-to-day basis ac-
cording to the policies, plans and guidelines of the gov-
erning body. Here is how they lead:
• Policy: recommend policies to the governing board 

through the general manager; implement policies 
that governing body adopts

• Plan: recommend actions and budget to the govern-
ing body; take action and spend according to the 
plans and budgets approved by the governing body; 
plan daily activities

• Organize: manage resources and assign work.
• Control: follow-up to see that work is done accord-

ing to plans; solve problems; report and analyse re-
sults

C. Leadership Style

There are many styles of leadership. Your choice of style 
will depend on your culture, your situation and the 
type of people you lead.

Let’s consider a few examples of leadership style and 
their context:
• A general leading his troops to battle will be deci-

sive. He will expect immediate response to his or-
ders. In the heat of battle he has no time for sensi-
tivity and consensus building. He will inspire his 
troops to fight the enemy – even though it may 
mean their deaths.

• A religious leader will focus on the souls of his fol-
lowers. He will lead through moral principles and 
lessons. People will follow his good example.

• A parent sets rules, makes decisions, cares about the 
family and does his best for them. 

What do a general, a religious leader and a parent have 
in common as leaders? They make decisions and show 
courses of action. They convince others to follow. They 
take care of others. They set an example. 

We all know leaders – either from personal experience, 
from the news or from history. Consider these leaders: 
• Mahatma Gandhi inspired people to win independ-

ence through peaceful civil resistance and became 
the “Father of India”.

• Nelson Mandela resisted apartheid in South Africa 
to relieve the humiliation and suffering of his people.

Many of us know these names. Why? Their commit-
ment, vision, courage, ability to inspire, integrity and 
success gained the respect of people around the world. 
These people probably did not set out to be world lead-
ers but they met that challenge when it came to them.

But you do not need to be famous to be a leader – many 
of us have leadership traits and many of us lead others, 
even in small groups. The ways that we lead depend on 
what needs to be done and what authority we have to 
make decisions and take actions.

II. SELf-ANALySIS

To assess leadership and commitment in your organiza-
tion, let’s begin with a few questions:
• Does the governing body meet more than once a 

month? 
• Does the governing body repeatedly make the same 

kinds of decisions?
• When a decision must be made, is it unclear wheth-

er the governing body will decide or if management 
can decide?

• Does your governing body change its instructions 
to staff frequently?

• Are there any lawsuits against the governing body?
• Is management unclear about the plans for next 

year and the amount of money they can spend?
• Does your governing body ignore your stakehold-

ers?

Now, here are some questions about the management 
group:
• Does the management group worry about making 

decisions and angering the governing body?
• Does the management group push recommenda-

tions through the governing body without giving 
the members adequate information?

• Do employees lack respect for their managers or su-
pervisors? 

• Does the governing body postpone decisions be-
cause it does not have enough information?
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If you answered “yes” to any of these questions, you 
may want to evaluate your situation in more detail:  

1. Governing Body focus
The minutes of governing body meetings can be a rich 
source of information.  Review the minutes of meet-
ings and ask yourself the following questions:
• Does the governing body make firm decisions and 

stand by them?
• Does the governing body focus its attention on 

policy, planning and an appropriate level of over-
sight?

• Does the governing body respect its delegation to 
staff?

• Does the governing body respect the chain of 
command?

• Does the governing body stay out of day-to-day 
activities?  

If you answer “no” to any of these questions, you may 
want to take action to improve. If you are a member of 
the governing body, you may be able to use these ques-
tions to get your colleagues talking about how to im-
prove. If you are a member of management, it may be 
best to work with the governing body leader to do the 
same. You may also want to try the Governing Body 
Focus exercise at the end of this chapter.

2. Leadership 
Next, you may want to assess leadership in your or-
ganization. Consider the leadership questions exercise 
and think about your leadership group. Do they seem 
more like the good leader or that other guy? You may 
want to involve others as well – this may help each 
person think about his own behaviour.  

A Note on Exercises

Most exercises in this guidebook can help you assess 

your situation and find ways to improve. Many exer-

cises can also be learning experiences for the peo-

ple who use them.  So, you may also use exercises to 

help people improve their skills.

III. APPrOACh AT JWU

The JWU Board of Directors pursued organization de-
velopment to improve its structure and terms of serv-
ice for employees. They were also concerned about pre-
paring to take responsibility for wastewater services in 
the future. 

At various points in the organization development 
process, the Board considered recommendations for 
new approaches and acted upon them.  

The Board adopted policies to support organization de-
velopment: The Filling Vacant Positions Policy follows. 
As you read, consider the Board’s intentions and values.

Filling Vacant Positions Policy

As part of its objective to manage in a profession-

al manner, JWU will fill vacant positions in a man-

ner that provides equal employment opportunities to 

JWU employees and people in the community.  

When a vacant position needs to be filled, manage-

ment shall prominently post the approved Job De-

scription and a procedure for employees to apply.    

At the discretion of Management, a vacant position 

may also be advertised to the general public.

When the application deadline has passed, all those 

who expressed interest will be evaluated accord-

ing to the qualifications for the position as specified 

in the Job Description.  At the discretion of manage-

ment, interviews may also be conducted.

It is the desire of the Board that management hire 

the most qualified person for the position.  And it is 

the desire of the Board to be involved in selecting 

candidates for department director positions.

This policy expresses values such as equal employment 
opportunity and qualifications-based hiring.  It clari-
fies delegation of authority to make hiring decisions.  
With this policy, the Board made its intentions clear. 

II_09_fin_dh.indd   4 14.01.13   20:48



 09-5

Chapter 9 ›› Leadership and Committment
©

 g
iz
 2

01
2

It will participate in hiring decisions only at certain 
times. The Board’s influence persists even though it is 
not directly involved in every hiring decision.

From time to time during the organization devel-
opment process, employees complained. Wisely, the 
Board preserved the chain of command and stood 
firm. The process continued.  

IV. ExAMPLES AND ExErCISES

Example: Selections from the By-Laws, Board of 
Directors of Jerusalem Water Undertaking

Section 3
1.  The Board of Directors of the Water Undertaking 

shall consist of seven members as follows:
• Two members elected by the Municipal Coun-

cil of Ramallah
• Two members elected by the Municipal Coun-

cil of Al-Bireh
• One member elected by the Municipal Coun-

cil of Der Dibwan
• One member elected by the Village Council of 

Kafr Malek
• One member appointed by the Minister (not 

necessarily a government employee)

2.   The municipal or village council shall inform the 
Minister of the names of persons elected as mem-
bers of the Board of Directors.

3.   The Board shall elect one of its members as Chair-
man and another as Deputy Chairman to direct 
its proceedings.

Section 4
The Board shall convene at least once every month and 
shall have additional meetings as it may deem necessary 
for the proper performance of its responsibilities and 
duties. It may also be convened for special meetings at 
the request of its Chairman. The Chairman shall send 
written invitations to the members at their declared ad-
dresses and shall make sure that these invitations were 
received at least two days before the date of the meet-
ing. He shall set the place, date and time of the meet-

ing and its purpose. He may call emergency meetings at 
any time, if he deems that necessary without following 
the above-mentioned procedure.

Section 5
The quorum for any meeting, duly convened, shall be 
four members. This quorum may take decisions in the 
name of the Board by majority vote. If the votes were 
equally divided, the vote of the Chairman shall be de-
cisive.

Section 6
The Chairman shall prepare the minutes of each meet-
ing and shall distribute it to the members for review, 
approval or correction at a date not exceeding the date 
of the next meeting. The minutes shall be kept and pre-
served as permanent files of the Undertaking.

Section 7
Membership of elected representatives of the Municipal 
Council shall terminate with the termination of their 
membership in the Municipal Councils for which they 
were elected.

Exercise: Governing Body focus
This exercise at the end of this chapter can help you 
spot problems in governing body meetings. Observe 
a meeting and answer the questions. If there are more 
than 5 “Yes” answers in the “Can Be Better” column, 
share your results with the leader of the governing body 
and suggest improvement.  

Exercise: Leadership Questions
The Leadership Questions Exercise Chart at the end of 
this chapter is one way to start people thinking about 
the differences between a good leader and that other 
guy who is not a good leader.

Exercise: Leadership Activity Sheet
Following the Leadership Questions, you will find the 
Activity Sheet. You can do this exercise alone or with a 
group. First select someone whom you think is a good 
leader and put their name at the top of the page. Now, 
in the left column, list the qualities that make this per-
son a good leader: e.g. “he is fair”. When you finish, go 
to the right hand column. Think about how you com-
pare to these qualities and what you can do to be more 
like the leader you chose.
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V. LESSONS LEArNED

“Lead, follow or get out of the way”

Leadership and commitment come from the governing 
body and top management. With strong leadership, the 
organization thrives.  

A title does not make you the leader who people will 
follow. Sometimes, it may seem like people are follow-
ing when they are only telling you what you want to 
hear.

Leadership is a serious responsibility, not a privilege. 
While leaders have power, they have it for a reason – to 
accomplish the purpose of the organization.  

As Mayor of Ramallah municipality in 2002, Eng. 
Ayyoub Rabah was a public official. As a board mem-
ber, he summarized the leadership perspective perfect-
ly: “I can live without the vote of a voter, but I can not 
live without water”. He realized the importance of vot-
ing for what is best for the water system even though it 
might be politically unpopular.

If you are a leader, mean what you say. The easy way to 
lose your followers is this:  Do as I say, not as I do.

It is important to respect the differences between 
the role of the governing body and the role of man-
agement. This is easy to say but it can be hard to do. 
Sometimes, governing bodies get involved with details 
that staff should handle. At other times, management 
pushes decisions through the governing body without 
enough facts or time for consideration – which really 
means that management made the decision.  The gov-
erning body is weaker as a result.

A Note on ”Followship”

If you follow a good leader, you will win when he 

does.

VI. TAkING ACTION

Leadership is essential to make progress in organiza-
tion development. Therefore, it may be wise to have the 
governing body and top management assess their lead-
ership and commitment at the outset. 

Action Checklist 

› Complete exercises:

• Leadership Questions

• Leadership Activity Sheet

› Identify ways to improve

› Observe governing body meetings and note how 

the governing body spends its time [7]  

› Adopt a plan of action that may include

• Policy formation

• Planning 

• Management reporting 

• Delegation

• Stakeholder Involvement Initiatives 

› Agree on improved by-laws/meeting rules

You may also want to try the “Effective Meetings” exer-
cise from Chapter 24 with your governing body.
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Governing Body Focus

Question Guideline Good
Can be 

better

How long did the most recent 

meeting last?

If the meeting lasted more than 2 hours (unless there 

was a really good reason for taking so much time), 

put a “yes” in the Could be Better column. Otherwise, 

put yes in the Good column.

How many days since the most 

recent meeting?

If the governing body meets more than one a month, 

put “yes” in the Could be Better column. Otherwise, 

do nothing.

Was the meeting calm?

If so, put Yes in the Good column.  

If not, put Yes in the Can be Better Column.    

Did the governing body approve  

or modify a policy to solve a 

problem or accomplish a goal?

Did the governing body discuss or 

contribute to planning efforts?

Did the governing body review  

reports on operating results?

Did the governing body consider 

stakeholders requests?

Did the governing body follow or-

derly procedures?

Did the governing body consider 

aspects of day-to-day operations?

If so, put a Yes in the Can be Better column.   

If not, put Yes in the Good column.

Did people get angry?

Did the governing body consid-

er requests from individual em-

ployees?

Did the governing body reverse a 

decision it made earlier?

Did the governing body reverse a 

staff decision?

Did the governing body fail to 

make a decision that was needed?
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Leadership Questions Exercise Chart

Are you more like...

A Good Leader That other Guy

Our Mission is……….. Keep yourself busy…

How do we solve this problem?  

What can we learn?

Who can we blame?  

You are in trouble now!

I want to thank the people who helped us achieve this 

goal.
Thanks to me, we achieved this goal.

You can make these decisions.  Let me know if you need 

help.
I will make all the decisions here.

Here are the results we need – you go and decide how 

to get them.

Go do this.  When you are finished come back and I will 

give you something else to do.

My door is always open when you need to talk to me. Go away and don’t bother me.  I am busy.

Let’s go and get this done. Nobody move, nobody get hurt

Thanks for doing a great job. Ok.  You got that done.  You can stay.

Let’s do the right thing. What can we get away with?

Let me see your results, please.
From where I stand, looking over your shoulder, I can 

see you are making mistakes.

I care about you. I care about me.

Tell me what you think. This is how it is – I am not interested in what you think

You did so well, we want to share the benefits with you. You got paid, didn’t you?

Let me help you finish this work tonight – I know we 

have that deadline tomorrow.

Good night.  Better stay here until you get that done.  I 

have to have it by 9 AM.

We are going to have trouble tomorrow.  I will be here 

early and I will be up front.

We are going to have trouble tomorrow.  Did I mention 

that I will be on vacation tomorrow?
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Leadership Activity Sheet

A good leader is this person

 

Leadership Quality How do I compare? 

How can I be more like this leader?
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Chapter 14 

Job Design  

I. BASIC CONCEPTS  

Now that we have built an organization structure, we 
will start job design - choosing titles and developing job 
descriptions.   

A. Job Titles

A good job title describes what you do. Think for a mo-
ment about the last time you looked for a job. Usual-
ly, what you want to know first is the title of a position.  
Let’s consider two examples:
• You are a civil engineer and you hear about a job 

with the title “Financial Manager”. You will proba-
bly ignore this job, assuming that you are not quali-
fied.  

• On the other hand, you see an advertisement for a 
“Civil Engineer – Project Manager”. You may look 
at this as an opportunity to advance.

In each of these examples, the title tells us something 
before we read further. It tells the civil engineer if he is 
basically qualified. It also tells him if this is an opportu-
nity to advance in his career.

Good job titles indicate the level of management respon-
sibility and describe the job. For instance, let’s take the 
title “Director of the Engineering Department”. What 
does this title tell us? The job holder is probably an engi-

neer. He is also in charge of the department. We know 
that we can go to him for engineering decisions.  

A good job title is meaningful: It helps us understand 
the responsibilities of the person in the job.

1. Management Titles
Management levels help design management and super-
visory titles: 
• General Manager
• Department Director
• Division Manager
• Section Supervisor
• Unit Leader

If we add a functional group name to these titles, they 
become more descriptive:  Director of Engineering De-
partment, Manager of Billing Division or Supervisor of 
Meter Reading Section.

2. Non-Management Titles and Levels of Proficiency
Non-management employees generally fall into two 
groups:
• Professionals
• Workers

Within these groups, levels of skill and experience may 
vary. Let’s look at a couple of examples:

14
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• There are two accountants. One of them is a certi-
fied public accountant. The other one has an aca-
demic degree but is not certified. The certified ac-
countant will be able to do higher level work.

• The operations staff includes two welders. One weld-
er has finished his apprenticeship and is regarded 
as a tradesman. The other is still an apprentice. The 
tradesman is capable of doing higher-level work.  

Within the professional ranks, we may draw three  
distinctions: 
• Certified
• Academically trained and experienced 
• Entry level, inexperienced

Within the worker ranks, we may draw distinctions as 
well:
• Skilled
• Semi-Skilled
• Unskilled

These distinctions help us recognize differing skill  
levels. Here are some examples:

Professionals

Status Grade Title

Certified A Senior

Trained and  

Experienced

B Associate

Entry level C Junior

 

Workers

Status Grade Title

Skilled A Tradesman

Semi-Skilled B Apprentice

Unskilled C Unskilled

Here are some examples of titles using these distinc-
tions:
• Apprentice Welder
• Junior Accountant

• Clerk, Grade A
• Secretary, Grade B
• Senior Engineer
• Tradesman Mechanic
• Guard, Grade C

Titles complete the organization structure, showing 
where jobs are performed. When you finish titles, you 
are ready to do job descriptions. 

B. Job Description Content

Please think back to a time when you started a new job.  
Did anyone tell you what to do? Did anyone tell you 
how your job would help achieve the aims of the organ-
ization? Did you know where your job fit on the organi-
zation structure?  

Many organizations orient new employees. They use ob 
descriptions to eliminate confusion and help employees 
produce results quickly.  

But, the purpose of job descriptions is not just to ori-
ent new employees. The purpose is to communicate ex-
pectations:  actions to take, those to serve and results to 
achieve.

The job description clarifies roles and decision-mak-
ing authority. It states the skills and experience a person 
needs to do the job. It helps people understand how to 
qualify for a job.

In a sense, a job description is also an informal contract 
between an organization and its employee: it shows 
what the organization expects the employee to do in re-
turn for his pay.

Job descriptions are also helpful for:   
• Delegation
• Performance Appraisal
• Compensation
• Fairness in hiring and promotion
• Forming the basis of rewards or bonuses for extra 

achievement
• Career Development
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Job descriptions continue translating the organiza-
tion’s mission and objectives into the jobs that people 
do every day.  

Job descriptions usually cover:
• Job title
• Location in the organization structure
• Reporting relationships
• Duties;
• Communication and interaction
• Delegation
• Minimum qualifications
• Compensation range (optional)
• Performance and promotion criteria

At the end of this chapter you will find a blank job de-
scription and the job description for the Jerusalem 
Water Undertaking (JWU) Human Resources Manag-
er. These may be helpful references as you read further.

1. Titles
Job titles describe the role of the person who holds the 
job.  

2. Location in the Organization
With your organization structure, it is a simple mat-
ter to identify the location of a job. The job description 
example provides spaces to fill in the department, divi-
sion, section and unit locations.  

3. Reporting Relationships
This section shows relationships between people in the 
organization. It shows the supervisor of the position. It 
also shows the number of people the jobholder super-
vises, if any.  

4. Duties 

This is the essential part of the job description:   

a. Objective  
The objective relates the job to the mission statement.  
Another example at the end of this chapter provides a 
job description for the Manager of Human Resources.  
The objective of this position comes out of the Jerusa-
lem Water Undertaking mission statement. 

b. General Duties
Here are some general duties for all employees:
• Preserve positive image
• Pay attention to safety
• Maintain an orderly work space
• Improve skills
• Accomplish work efficiently
• Follow rules and regulations.

All employees also have duties to plan, organise, lead, 
control and develop. 

Managing Yourself or Others

• Plan:  Choose actions, decide when. 

• Organize:  Assign work, assemble resources   

 and interact.

• Lead: Inspire, coach and cooperate.

• Control: Take action, report, review and solve  

 problems.

• Develop:  Improve your skills and help others  

 do likewise.

These duties grow from the worker level to the Depart-
ment Director level. For instance, a worker makes sug-
gestions in the planning process and a director recom-
mends department plans. The General Duties example 
at the end of this chapter shows how JWU described 
duties at different levels in the organization.

c. Specific Duties
Every job also has specific duties and expected results. 
Let us look at the JWU job description. It states under 
specific duties: 

“Employee Development: Assess training needs and 
recommend training program; implement the ap-
proved program, taking into consideration the cost, 
source of funds, timing, locations and the trainers – in 
order to improve the productivity of JWU employees.”

The specific duty is the training program (action) that 
helps employees grow (people served). This program 
will help people become more productive (result).  
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d. “Undertake any other duties requested”
It would be hard for a job description to describe every 
action that the jobholder might take. So, job descrip-
tions usually include this phrase.   

5. Communication and Interaction
When job descriptions show expected communication 
and interaction, they encourage cooperation. This sec-
tion lists appropriate contacts inside and outside the or-
ganization.

6. Delegation 
When the job description includes decision-making  
authority, the jobholder knows when to get further  
approvals – and when this is not necessary. 

7. Minimum Qualifications
This section includes years of experience, type of expe-
rience and education. This helps people understand the 
qualifications a person needs to do the job. This section 
is helpful when it is time to hire people.

A Note on Qualifications

It is important to think of qualifications to do the job.  

They are not necessarily the qualifications of people 

who do the job now. They are not necessarily the qual-

ifications of people who want the job.   

8. Compensation Range
The compensation range shows the lowest to the high-
est amounts that a person may earn in a particular job.  
The amounts in the range come from the compensa-
tion system. 

You may include the compensation range on the job de-
scription or not. This depends on your situation. If you 
want employees to know this information as they plan 
their careers, include it. If you think that this informa-
tion is too sensitive, do not include it.

If you do not include the compensation range in the 
job description, you still need to make this information 
available to people elsewhere.

C. Developing Job Descriptions 

You will need a job description for every title in your 
organization. That may seem like a lot of work. You can 
share the workload and use the following guidelines to 
make it as easy as possible.

Develop a format and a policy before you begin.  

By this time in the organization development process, 
you have a lot of the information for the job descrip-
tion. You can fill in titles, location in the organization 
and reporting relationships

For every job title, look at your mission and objectives 
statement and think about how this position will help 
accomplish the mission. Select objectives for the job de-
scription that relate to your mission statement.

Next, define general duties for all employees. This will 
let all employees know what the organization expects 
everyone to do. You may find the General Duties exam-
ple useful. 

Specific duties require more work. There are three ways 
to develop them:
• Top Down: Design duties to accomplish the func-

tions and mission
• Bottom Up: Define what people do now
• A combination of the two

Specific duties often develop through a combination of 
“top down” and “bottom up” effort. 

From the Bottom Up: You can ask individual employees 
to describe what they do now. You can form an organ-
ization-wide team to work on job descriptions. Or you 
can form teams of people who hold the same job now.  
For instance, you might ask meter readers, as a group, 
to develop their job description. When employees fin-
ish, review the results.  

From the Top Down: The objectives on the job descrip-
tion are the basis of deciding what a position needs to 
do to achieve the mission. 
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Combination of Both: There is value in doing both:  de-
termining what should be done, what is actually done 
and how they compare. You may find ways to improve 
efficiency and effectiveness when you do this analysis.

Specific duties show actions, people to serve and ex-
pected results. For instance, the meter reader will take 
meter readings (action) that are accurate and timely (re-
sult) so that the Accounting Division (who) can issue 
bills to customers.  

Focus on results. Be specific and objective.  

Think through communication, interaction and mini-
mum qualifications. Add them to each job description. 
If you have compensation ranges and a delegation pol-
icy, fill in this information. If you are not ready to do 
this, fill it in later. As long as the job description has ob-
jectives and duties, it will be useful to employees.

When you finish, get approvals. This may involve hav-
ing employees and their supervisors accept and approve 
the job descriptions by signing it. Put the approval 
date(s) on each job description.  

 
II. SELf-ANALySIS 

How many titles do you have in your organization?  
How many employees do you have? Divide the number 
of employees by the number of titles.  
• Is your result less than 4.0 employees per title?   
• When you create a new position, do you just think 

up a title that sounds good?  

If you answer yes to either of these questions, you may 
have ineffective titles. If you want to look more close-
ly at your situation, look at your titles and ask yourself 
if someone outside the organization would understand 
what a person in the jobs does every day. Then, you may 
want to develop job titles using the ideas in this chapter.

Do you have job descriptions for everyone in your or-
ganization? If not, we hope that this chapter convinc-
es you of their value. You can use the guidelines and ex-
amples in this chapter to get started.

If you have job descriptions, are they effective? Ask 
yourself:   
• Do our job descriptions accurately describe what 

people do?  
• Does every employee have a copy of his job descrip-

tion?
• Do people refer to their job descriptions for guid-

ance?
• Can employees describe what they are supposed to 

do?
• Do managers use job descriptions as tools for super-

vision?
• Do supervisors and employees discuss job descrip-

tions during performance appraisals?

Do the job descriptions:
• State objectives for the positions?
• Show objectives that relate to your mission state-

ment?
• Show general duties that are expected of all employ-

ees?
• Show duties that are specific to the positions?
• Show employees the communication and interac-

tions that are expected of them?
• Show minimum qualifications needed to do these 

jobs?
• Show employees the decisions they are allowed to 

make?
• Show reporting relationships?
• Show when these job descriptions were last updated?

If you answer “no” to any of these questions, you may 
want to find ways to improve your job descriptions.  

III. APPROACh AT JERuSALEM 
WATER uNDERTAkING (JWu)

First, we reviewed existing JWU titles. We found that 
there were 2.1 employees per title. This seemed odd, 
since JWU had many labourers and clerks. We decided 
to look closely at existing titles.  

We started with management. It was easy to select these 
titles from our organization structure: 
• General Manager
• Department Director
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• Division Manager
• Section Supervisor
• Unit Leader

Then, we reviewed the 52 existing non-management ti-
tles. We found that there were at least 6 ways of describ-
ing a worker and 4 ways of describing a clerk – along 
with other duplications. When we considered what peo-
ple were really doing, we recognized that we could re-
duce the existing title list.   

In a working session, we drew some distinctions for 
non-management titles:
• We narrowed the list to 6 titles: Engineer, Account-

ant, Programmer, Technician, Clerk/Secretary and 
Labourer.

• Among professional jobs, we distinguished between, 
junior, senior and experienced professionals.  

• For worker positions, we made a distinction between 
Unskilled (anybody can do it), Skilled and Special 
Skill (qualified in a trade).

Then, we sorted the existing titles into these categories.  
We started with 60 different titles. We ended up with a 
total of:
• 5 management titles and
• 6 non-management titles that we classified into 

three skill levels – a maximum of 18 titles.

This arrangement resulted in 23 titles – about 60% less 
than when we started.

We put management titles on the chart, according to 
group and level: Department Director, Division Man-
ager, etc.  

To assign non-management titles, we thought about the 
functions that each area would perform and selected 
one of the 23 titles. We put these titles onto the overall 
organization chart.  

At JWU, we had job descriptions for some positions.  
But, we did not have current ones for every job in the 
new organization. We decided to start fresh.

First, we developed a draft job description format and 
a policy (see examples at the end of this chapter). The 
Board of Directors approved this policy.  

We reviewed the job titles on the organization chart. 
We found that we needed 95 job descriptions – a lot of 
work.  At the time, we did not yet have the Human Re-
sources Manager. This person is normally responsible 
for job descriptions. We agreed that GIZ consultants 
would do the first draft. Then, JWU staff would review 
and modify.

We gave each job a number and filled in basic informa-
tion: title and location. Then, we developed general du-
ties and put them on the job descriptions. We used the 
mission statement to develop objectives for each job.

Next, we drafted specific duties, using the organization 
structure functions for guidance. We expressed duties 
as actions taken, people served and expected results.

We added lines of communication and interaction – 
both outside and inside JWU. We saved delegation, 
compensation and qualifications to do later.  

At JWU, we used a consultant to draft the job descrip-
tions because we needed them quickly. Normally, pro-
fessionals in the Human Resources Department man-
age this work. 

IV. ExAMPLES AND ExERCISES

At the end of this chapter you will find the following 
examples:
• Appendix A: Job Description Format
• Appendix B: JWU General Duties
• Appendix C: JWU Board Policy
• Appendix D: Job Description for Human Resources 

Manager

V. LESSONS LEARNED

The Arabic language uses one word to describe function 
or title – wazifa. So, title is the same as function.

Take care: It is not a good idea to do this chapter until 
you have thought through your mission, functions and 
structure.
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In practice, titles sometimes serve other purposes.  
Sometimes people use them to make others feel good:  

“Feel Good” Titles

Domestic Director = housewife.

Sanitary Technician = Garbage Collector.

Patient Care Technician = Nurse’s helper.

Do you see how these “feel good” titles are harder to 
understand? 

Sometimes, “feel good” titles are meaningless.  
Consider these titles:  
• Engineer in Chief
• Chief Engineer
• Deputy Chief Engineer
• Executive Engineer
• Assistant Engineer
• Sub-assistant Engineer

The Sand in the Salad
The Top Banana?

“Now I am a Mudeer (boss) – I am not supposed to do 

worker’s work”

Job titles are tied into the local culture.  Some em-

ployees may decide to stop doing work that they used 

to do - because they have a new title.  

We faced this situation at JWu while we were assign-

ing people to jobs.  Some newly assigned supervisors 

thought of themselves more as high-level managers 

(Mudeers) – and stopped doing some of their work.  

We did not anticipate this problem but when it arose, 

we held a short training and orientation program for 

supervisors to bring back more realistic attitudes and 

work habits.           

What do these titles tell us? Yes, there are a lot of en-
gineers in that organization. There are also descending 
ranks. But – do these titles tell us anything about what 
these people are doing? Did you realize that these peo-
ple manage a municipal water utility?  

Sometimes, people select titles to fit one person’s qual-
ifications. Sometimes they pick titles that will attract 
people to a job. They may not describe the job accurate-
ly. These are not good ways of designing titles. 

If a job title is not accurate or descriptive, it may have 
unexpected consequences. Let’s consider an example: 
When you read the title “sanitary technician”, what 
comes to your mind? Do you envision someone who 
designs wastewater treatment plants? Or – do you envi-
sion someone who picks up garbage? You probably did 
not pick the garbage collector. Would it surprise you to 
know that there are places in the world where garbage 
collectors have the title of sanitary technician? The title 
probably makes them feel good but it does not describe 
what they do.

“Feel Good” titles may backfire. After awhile, the gar-
bage collector may develop an unrealistic view of his 
role and value. He may want more money. This can dis-
rupt employee harmony. 

Special titles can limit flexibility in job assignments.  
For instance, let’s say we have an Accounts Receiva-
ble Clerk in the Accounting Division and a Personnel 
Clerk in the Administration Department. Their jobs are 
very similar: They collect information and put it into 
the computer. 

One day the Accounting Division is very busy and they 
ask Administration for the loan of a Clerk. The Per-
sonnel Clerk refuses to work in Accounting since that 
is “not my job”. On the other hand, if titles were sim-
pler – just “clerk” – this may not have happened. With 
fewer, more generic titles, you have more flexibility in 
job assignments. This can expand the perspective of an 
employee, encouraging him to think of other places 
where he could make a contribution. It can also make it 
easier to cross-train employees.

Most of us form impressions when we look at a title.  
But, our impressions may not be accurate. The Presi-
dent of your country has a very different level of au-
thority than the President of your local sports club.  
Sometimes, before we act on our impressions, we need 
to confirm them. 
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The Deputy

When a top executive leaves his post for more than a 

few days, governing bodies often designate a deputy.   

Sometimes, deputising works well. At other times, the 

deputy may develop an unrealistic idea of his impor-

tance and disrupt the situation.  

An alternative: Deputise all top managers. When the 

chief executive leaves for more than a few days, he 

gives each deputy specific instructions and authori-

ty. One deputy acts as the chief executive depending 

on the situation. for instance, If financial matters will 

be most important, the Director of finance serves as 

the chief.  

When an employee acts as a deputy, he has a develop-

ment opportunity. he gains a deeper understanding of 

his boss’s role.

When the same person is the deputy every time, he 

will assume that he will be the next top executive.  

When you deputise different people from time to time, 

people will compete for that position.

If you review your job descriptions, you may find some 
interesting things. People may work differently than 
the job descriptions suggest. If so, fresh job descriptions 
may help focus employees on the jobs that you need 
them to do.

A job description describes a job. It does not describe 
the person who holds the job. It does not describe the 
person who wants the job. Design the job description to 
achieve the goals of the organization – not the personal 
goals of any individual.  

Job descriptions have the most benefit when employ-
ees can refer to them frequently. They help people un-
derstand what they need to do – both in their own job 
and in the jobs of others. They also help employees plan 
their own development – by understanding the qualifi-
cations for a higher-level job. For these reasons, employ-
ees need access to all job descriptions. 

Needless to say, write job descriptions in language that 
employees understand. If some of your employees do 

not read, you will have to be creative. You might use 
pictures instead of words – or periodic meetings to re-
mind people about their job duties.

Writing job descriptions – and reviewing them periodi-
cally – is a good thing for the employee and his boss to 
do together.  

Managers and employees can make the job description 
part of the annual performance appraisal process where 
the supervisor discusses the employee’s performance 
over the past year with him. This ensures that people re-
view their job descriptions at least once a year to see if 
anything has changed and if the job description needs 
to be modified.

“It’s not my job”. Job descriptions are not meant to pre-
vent people from taking actions that make sense. 

VI. TAkING ACTION

First, have a look at the titles in your organization. Do 
these titles accurately describe roles and responsibilities?  
If you were someone from outside your organization, 
would these titles help you draw conclusions?  

Count up the number of separate titles. Divide by the 
total number of employees by the total number of titles.  
If the result is less than 4.0, you may want to design job 
titles according to the concepts in this chapter.  

Start at the top and assign management titles in de-
scending order. Then look at each box on the organiza-
tion structure. Think about the type of work that will 
be done and what type of employee is needed – a certi-
fied professional or one with only academic training. Is 
a worker with tradesman status needed or will an ap-
prentice do? Where can entry-level professionals or un-
skilled workers begin their careers?

When you finish titles, put them onto your organiza-
tion chart.  
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Job Title Action Checklist

• Decide if you have too many titles – or if your 

titles are not meaningful enough. If so, develop 

new titles using the ideas in this chapter

• use your management levels to design man-

agement titles

• Look at the functions on your organization 

chart:  What type of work will have to be done?  

Pick titles that accurately describe this work

• Add titles to your organization chart

Now, go on to job descriptions…

Job Description – Action Checklist

• Design a job description format

• Draft a job description policy and get governing 

body approval

• Decide general duties for all employees

• Add title, location and general duties for every 

job

• Develop an objective for each job that relates 

to the mission statement

• Develop specific duties to fulfil functions

• Review the functions for the area

• Ask what major tasks are needed

• Sort the tasks into jobs

• Describe communications and interactions

• fill in delegations.

• Decide minimum qualifications

• fill in the compensation range – optional 

• Review job descriptions with employees and 

management. Amend as needed

• Get approvals

• Sign and date the approved job descriptions

• Give each employee his job description and  

explain what it is

• Give each manager a set of job descriptions for 

his area 

• keep a full set of job descriptions on file in 

human Resources and in your library

• Allow employees to see job descriptions 

• update job descriptions as needed

References

JobGenie is a Dictionary of Occupational Titles: 
http://www.stepfour.com/jobs/index.htm

The German Karriere Journal also provides extensive job 
titles in German and English:
http://www.jobpilot.de/content/journal/jobtitle/

Job Titles within Groups: 
http://www.worksmart.ca.gov/job_titles_menu.html
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Appendix A

Job Description format

Title:  

Department: Division: Section: Unit:

Number of People Supervised: Reports To:   

Objective of Position (Relate to Mission)

General Duties (Shared by all employees at the same level)

Specific Duties (Actions, People Served, Results)                                           

Communication and Interaction:  

1. Internal

2. External

Minimum Qualifications:

Experience Type:

Years of Experience:

Education:

Authority for Decision-Making Compensation Range 

Approval

Approved By:

                                                 

Date: 
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Appendix B

General Duties: Jerusalem Water undertaking

Department Director:

1. Overall JWU Management Role: Preserve positive JWU image. Assist the General Manager in developing and 
implementing JWU policies, procedures and systems. Undertake any duties requested by the General Manager. 
Participate in different committees and studies related to his department.

2. Plan:  Recommend department long-range plans designed to meet JWU goals with budget required; accomplish 
work within the approved budget.

3. Organize:  Maintain necessary communication and ensure good relations with appropriate external bodies and 
other departments.  Coordinate the activities of divisions. Ensure availability and make most efficient use of 
human resources, supplies and equipment. 

4. Lead:  Delegate responsibility and authority. Set goals. Manage and direct the overall activities of the Depart-
ment to achieve goals. Make work assignments to staff according to skills and job responsibilities.  

5. Control:  Monitor the performance of the department, ensuring the quality of work and conformance with 
standards, rules & regulations. Prepare and present reports for the information of the General Manager and the 
Board of Directors. Monitor performance of staff through regular meetings and work review.  

6. Staff Development:  Manage by results, encouraging staff to achieve personal and professional goals.  Identify 
training needs.  Ensure safety of staff. Recommend annual staff pay raises according to performance.

Division Manager:

1. Overall JWU Management Role: Preserve positive JWU image. Assist the Department Director in developing 
and implementing JWU policies, procedures and systems. Undertake any duties requested by the Department 
Director. Participate in different committees and studies related to his division.

2. Plan:  Recommend division long-range plans designed to meet JWU goals with budget required; accomplish 
work within the approved budget. 

3. Organize: Maintain necessary communication and ensure good relations with appropriate external bodies and 
other divisions. Coordinate the activities of sections. Ensure availability and make most efficient use of human 
resources, supplies and equipment. 

4. Lead: Delegate responsibility and authority. Set goals. Manage and direct the overall activities of the Division to 
achieve goals.  Make work assignments to staff according to skills and job responsibilities.

5. Control: Monitor the performance of the division, ensuring the quality of work and conformance with standards, 
rules & regulations. Prepare and present reports for the information of the Department Director. Monitor per-
formance of staff through regular meetings and work review.

6. Develop: Manage by results, encouraging staff to achieve personal and professional goals.  Identify training 
needs.  Ensure safety of staff. Recommend annual staff pay increases according to performance.
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Section Supervisor:

1. Overall JWU Management Role: Preserve positive JWU image. Assist the Division Manager in developing and 
implementing JWU policies, procedures and systems concerning the section. Undertake any duties requested by 
the Division Manager. Participate in different committees and studies related to his section.

2. Plan:  Provide input to Division plan and budget. Accomplish work within the approved budget. 
3. Organize: Maintain communication and good relations with other areas of JWU. Coordinate the activities of 

units. Identify the need for and make most efficient use of human resources, supplies and equipment.
4. Lead: Assign work and supervise the activities of the section to achieve goals.
5. Control: Monitor work accomplishment and report results as needed.
6. Develop:  Provide on-the-job instruction.  Ensure safety of staff. 

unit Leader:

1. Overall JWU Management Role:  Preserve positive JWU image. Assist the Section Supervisor in implementing 
JWU policies, procedures and systems concerning the unit. Undertake any duties requested by the Section Su-
pervisor.

2. Plan:  Accomplish work efficiently. 
3. Organize:  Inform Supervisor of resources needed.  Maintain communications and good relations within unit. 
4. Lead:  Lead team to accomplish goals and work assignments
5. Control:  Inform Supervisor of work accomplishments.
6. Develop:  Provide on-the-job instruction. Ensure safety of staff.

Worker:

1. Overall JWU Role:  Preserve positive JWU image.
2. Plan:   Make suggestions for improvement.
3. Organize:  Inform Unit Leader of resources needed.  Maintain communications and good relations with other 

employees.   Maintain clean work area.  Maintain tools and equipment in good working condition.
4. Follow:  Follow instructions cooperatively. Accomplish goals and work assignments efficiently and according to 

JWU policies and procedures.
5. Control:  Inform Unit Leader of work accomplishments and problems needing resolution.
6. Develop:   Participate enthusiastically in training activities. Seek to improve skills and work performance. 
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Appendix C

JWu Board of Directors 

Job Description Policy

Policy Number: 1

Policy Title: Job Descriptions

Date Policy Approved by Board of Directors:

Board Policy Statement:

As part of its objective to manage in a professional manner, JWU will provide job descriptions to every employee. 

The Job Description will cover Position Title, location in the organization structure, Qualifications, Relative Value 

of the Job, General and Specific Duties, Interactions and Communications expected.  Each year, the job description 

will be reviewed with the employee during the performance appraisal process.

The Job Description will represent the basic agreement between JWU and the employee concerning the minimum 

requirements of the job and the basis of reward for performance and promotion.

The Job Descriptions will support other programs, including: Employee Records, Management by Results, Training, 

Promotional Opportunities, Compensation and Benefits.
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Appendix D

Jerusalem Water undertaking Job Description

Title: Manager 

A3 Division: Human Resources Department: Administration

Number of People Supervised: 2 Responsible To: Administration Director 

Objective of Position: 

Foster and implement professional management practices, management-by-results system and approved person-

nel policies and procedures. Provide prompt and effective administration services to JWU’s staff. Assess train-

ing needs and develop training plan that maximizes staff performance and reflects positively on JWU’s income and 

costs, including performance-based rewards.

General Duties:

Overall JWU Management Role: Assist the Department Director in developing and implementing JWU policies, pro-

cedures and systems. Participate in different committees and studies related to his division.

Plan: Recommend division long-range plans designed to meet JWU goals with budget required; accomplish work 

within the approved budget. 

Organize: Maintain necessary communication and ensure good relations with appropriate external bodies and other 

divisions. Coordinate the activities of sections. Ensure availability and make most efficient use of human resources, 

supplies and equipment. 

Lead: Manage and direct the overall activities of the Division to achieve goals. Delegate authority and set goals.  

Make work assignments to staff according to skills and job duties.

Control: Monitor the performance of the division, ensuring the quality of work and conformance with standards, 

rules & regulations. Prepare and present reports for the information of the Department Director. Monitor perform-

ance of staff through regular meetings and work review. 

Develop; Manage by results, encouraging staff to achieve personal and professional goals. Identify training needs.  

Ensure safety of staff. Recommend annual staff pay increases according to performance.

Undertake any duties requested by the Department Director.

Specific Duties:

Administration Systems: Study, analyze and recommend the actions and modifications needed to upgrade the ad-

ministration systems (performance appraisal, filing, compensation, incentives, recruitment, personnel, organization 

structure and job descriptions) in light of new conditions and circumstances.

Training Needs Assessment & Implementation: Develop and prepare training needs assessment. Prepare & analyze 

the best ways to implement the approved human resources development plan, taking into considerations the cost, 

source of funds, timing, locations and trainers. Ensure the proper implementation of the training courses, which are 

held inside or outside JWU.  Manage and direct the overall activities of the division to ensure the implementation 

of the approved training plan.

Personnel System & Implementation: Implement and maintain effective personnel policies, procedures and pro-

grams including confidential maintenance of employee records; Management-by-Results system; a compensation 

system that rewards progress and initiative; and employee skill development through a Training and Development 

Program.  

Internal Interactions and Communication:

Administration Director, Divisions Managers and such others 

as appropriate 

External Interactions and Communication: 

Outside Consultants & Trainers, Insurance  

Companies
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