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INTRODUCTTON

This report summarizes the work carriced out by Comerint's
personnel involved in the Unido project concerning manage-
ment of the ECP in N'Gunza during the period 1/3/3%0 to
30/6/51.

The scervices, envisaced to be ot 75 munths/mun, woere aim-—
ed at increasing the activites both ot training and ot oen—
cral organiczation ol the local statt in charge o manao-—
ine the Centre,

The dnitial situation was the one given in the Final Report

ol September 1050, at the end ot the  pst phase of assis=t—
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ance to the ECP, and which can be summarized as follows:

4 coursesstarted, out ot the 0 e: mated, from the be-

sti
ginning of the activities (3/3/30);
an organizational structure, consistine of local per-
sonnel, still somewhat unsteady but already well delin-
eated, in the teaching, administrative, and gencral ser-
vices! sectors;

an operative lite which made 1t possible not to miss a
single day of lessons, despite the objectivedifficulties

concerning logistics, cransport and tfecod supply.

1. PROGRESS OF THE TEACHING PROGRAMMING TN THE PERLOD 1/0/%0

TO 30/0/351

.1 Courses finished before 31/12/80:

- Production operators (13 trainces)
- Extceraal refinery operators (12 trainces)

- LElectricians {11 trainees)

1.2 New courses begur. before 31/12/30:

- Instrumentation technicians (13 trainces)

1.5 Courses (inished before 30/0/351;

- Chemistry laboratory operators (11 trainees)

(ended on 20/3/51)
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New courses beoun betfore  30/0/>1:

- Production operators - 22/1/21 (16 trainces)
- External operators — 0/2/>1 (15 traineces)
- Electricians - 13/4/>1 (10 trainees)

- Texoco general thceory course - 13/2/51 (10 trainees)

On-the-iob training finished betore 30/0151:

- Production operators (13)

- External operators (12)

At the N'Gunza ECP on June 2>th, the final diplomas
were prescented to the first 25 students who had tin-
ished the on-the-job training on the o0il production
and refining plants,

ALl these trainecs were then employed Ly eil companies
who gave them [obs suitable to the training they had

received,

On—-the-job training underwav:

~ Electricians (11)

- Chemistry laboratory operators (11)

2. OTHER TRAINING ACITVITIES

- Activities with the monitors

le

A teaching and methodology course attended by the
Angolan monitors hegan in March and is still being

beld,
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The course, which cons _ts ot two weekly encounters
ot two hours, aims at providing greater details about
the subjects dealt with in the course held in Ttaly
and chcecking them in the light ot a year of practi-
cal experience,

2. An introductory course to micro-computers attended
by 5 Angolan monitors began in March and is still
undervay. 1t is held 4 hours a week,

The purpose of the coursec is to give anitial train-
ing and information about informatics, on the uses

of micro-computers in teachinz and process contrvols,

— Activities with the ECP staflf

The following stall are presently being trained:

- 3 electrical maintenance operators
5 . - . . 1 . . . . ,
- 3 civil works and hydraulics maintenance operators

- 3 mechanical maintenance operators

Training is by personal instruction and aims ot provid-
ing the capability to repair failures and teaching the

[)I‘CVCI)L i,\'(? maintenance proc (J(lul‘CS.

3. OTHER ACTIVITIES

- Teriodic reetings with the Management, monitors, trainces,
Purpose: a periodic check ot the progress of the teaching
activitics; to overcome the cap which still pare
tially cxist= between the variovs components  of

the school community,

- Re—organization oi the Administration, ot the library, ot
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the warehouse management.

The international Regulation of the School (sent by
Minpet) was revised.

The statute of the School was revised.,

Within the context of making the School independent,
direct contacts were made with the o0il companies in

order to:

- check that the training given in the ECP corresponds
to the needs of the companies

- check future training requirements.

Mr. Cambi is preparing a detailed work analysis of the
Luanda refinery so as to prepare the specific teaching

material,
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PERSONNEL INVOLVED IN THE PROJECT FROM 1/9/80 TO 30/6/81

1980

Sept.

1980
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1980

Nov.

1980

Dec.

1981
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1981
Feb,

1981

Mar.,

1081
Apr.

1981
May

1981

June

TEAM LEADER.
ZANELLOTTI
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9 n/n
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n/m

7 n/m

A
A n/m
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3
7; n/m

m/m
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76 +
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7 n/n
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ANGOLAN PERSONNEL

5.1

5.3

The number of the Angolan monitors is the same as
in the first phase, while 2 laboratory assistants
and 2 basic science monitors are being trained by

personal instruction,

The managerial back-up personnel in the logistic
and administrative organization and the various
services has increased from the approximately 50
units in the first phase to the present 117 units,
This required a notable effort as regards finding
personnel, anticipating training, and organiza-

tional incorporation,

The problems concerning "high level" operative fig-
ures - Head of the Administrative Sector; Head of
the General Services Sector - are currently being
defined,

The Administrative Sector has settled down notice-
ably now that the very high turn-over which charac-
terized the tirst year of the school has been stop-
ped. An organization course is being prepared which
will conlain training and procedural activities and
will be held for all personnel in the sector,

The General Services Sector, reasonably settled at
the intermediate and lower levels, still requires
special attention as regards the choice and train-

ing of the top positions, This is harder to resolve,

Fogho n
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especially because of the lack of qualified and ex-
perienced personnel on the internal market,

It has been decided to solve the probiem by favour-
ing the growth and continuing training of personnel
in the School who show reasonably reliable develop-
'ment characteristics,

The time required will not, however, be short.

RELATIONS WITH THE OIL COMPANIES

This intervention area has widened notably and is a cru-
cial point for justifying and developing the work perform-
ed in the School.

The connection between the training in N'Gunza and the
requirements of the companies has caused a series of ser-
vices, information, clarifications, analyses of employment
situations, etc, to be moved to Luanda, where by now at
least one of the project technicians and a corresponding
member of the local staff are kept busy on a full-time
basis.,

The function of guidance, study of the work market, selec-
tion of the trainees, and programming the types of courses
(in the School, on the job, short, re-current, seminars,
etc,) are becoming a service sufficiently integrated to
require its own personnel and its own structure, at the
service of the School and closely connected to the operat-
ive companies,

Within this context, it is necessary to underline the es-

sential role that the State Company.-~ Sonangol - is assum-
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ing in deciding and controlling the activities and the
flows of trainees and resources, It is obvious that the
atribution and assumption of responsibility by Sonangol
provides an objective guarantee concerning the quality
of the work performed and the efficiency of the same

with regard to the actual requirements.

INTRODUCTION INTO AN INDUSTRIAL CONTEXT

The School, both as an organism which produces functions

"and as a structure, represents an innovation for the en-

vironment surrounding it, characterized still by social,
economic, and organizational conditions of life which are
full of problems,

It is, therefore, natural that expectations arise and
that, in any case, the type of activity performed fin-
ishes by emitting stimuli, requirements, problems of
comparison, of use, of development. Correct answers
need to be found to all of these elements in crder to
avoid, on one hand, disagreements or contrasts and, on
the other, that the type of expectation is both in pro-
portion to and compatible with what the institution can
provide, The fact remains, however, that, in the con-
ditions of an objective lack of structures and means,

it is not possitle to pursue a "happy island" model

which is more or less unreachable by those not on it,
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UNRESOLVED PROBLEMS

It needs to be -~mphasized how the organizational struc-
ture of the School has made and is making an uncommon

effort to guarantee both ordinary operation (food sup-
ply, for example) and also a constant connection with

outside operative bodies (Ministry, Sonangol, other

0il companies).

8.1 One of the inost serious problems still existingis,
undoubtedly, the lack of vehicles and of spare
parts for the ones there are, The conditions creat-
ed by this lack often lead to grave, and sometimes
dramatic, situations., Help in this field needs to

be provided decisively.,

8 .2 Vehicles and a real possibility of external social
contacts are also problems that condition the ef-
ficiency of the instructors and the local person-
nel. The situation in this sector could become
very worrying if measures are not adopted that
allow an outlet and the possibility of periodic

breaks.

8.3 The possibility of maintaining the vehicles, equip-
ment and structures in efficient conditions requires
not only the training of maintenance personnel (cur-
rently underway) but also the possibility of quick

acreoss to the market of expendable materials and of
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spare parts, ctc, The present internal difficulty

of guaranteeing this form of procurement makes it

important to find an efficient solution to this

Frzo Rz

strategic request,

APPENDIX

The plan of the medium-term development programmes of

the N'Gunza ECP are enclosed herewith.
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1.

PLAN FOR DEVELOPING THE ACTIVITIES

OF THE ECP__IN N'GUNZA

Starting point: the existence of a series of operative

companies, some with consolidated ac-
tivity, sume developing quickly, others

being set up.

For each of these, in relationship to the problems of the

~ork force employed or estimated, t is possikle to pre-

dict different levels of requirements:

2,1

2,3
2.4

2.5

The need to recruit workers and technicians

2,1.1 to complete the personnel

2.1.2 to replace expatriate personnel

Programmes for re-adapting and/or re-cycling per-

sonnel already employed internally
Precise training actions at recurring periods
Up-dating and seminar activities

Specializations for specific jobs with an average/

high level content

The first move to meet the requirements (expressed and

not) is Lo set up a system capable of continuously- rec-

ording the needs, processing them, and then translating

them into programmes.
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4.

6.

Such an instrument, juridically expressed by the ECP
structures with the power granted it as "direct in-
terlocutor with the Companies" needs, in fact, to be
more clearly defined as an "organized and specific

Service" with the following characteristics:

- continuity
~ specialization

- reliability

‘The functions ascribable to the "Service" can be thus

summarized:

5.1 7To act as observatory of the employment trend in
the sector and, specifically, of the specializ-

ation and group development dynamics

5.2 To work out the ratio with the sector technologies,

their introduction and adaptation

5.3 To provide a time estimate of the requirements, at
the various levels, of the specializations and

groups
5.4 To plan the training actions

5.5 To identify the resources and places intended for

the activity,

The answers to the problems put forward in point 2 will

also be divided into various levels

—_




Fogo n

Comernnt

6.1 The requirements in point 2.1 are met by the ECP

with its structure in N'Gunza

6.2 For those in point 2.2, reference can again be
made to the ECP as a structure (material and
service), foreseeing, however, specialists from

the Companies as monitors.

6.3 The answer to point 2.3 is normally the structure
itself of the plant (or company) in question, with
programmes agreed with the teaching planning ser-
vice of the ECP and held by internal and/or exter-

nal experts,

6.4 The inter-company nature of point 2.4 would make it

normal to use the N!'Gunza structure,

6.5 Point 2.5 raises problems that obviously can oaly
be assessed case by case, and will generally re-

quire actions to be carried out abroad.

7. If we break down the role, and the reciprocal functions,

of the ECP to give a dimension to
. 7.1 The activities
7.2 The services
7.3 The human resources
in relation to the requirements, we find that:

7.4 There is a "consolidated area" that guarantees the

"basic training" which is already in expansion
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7.5 The "on-the-job training coordination' nucleus is
being set up and will be in charge of the School/
Company re-entry of trainees who have finished the

basic course.

7.0 The preliminary liaison service between operative

Company/Resources/Programmes/ECP does not exist.

7.7 The problem of programming the teachers is still

unresolved, as is that of the relative sub-systems:
7+.7¢1 Recruitment
7¢7.2 Training/trainers

7+7.3 Seconding technical personnel from the

Companies

7.8 The programme for local preparation of the teach-

ing me’ +rial necessary must be set up.

while point 7.5 can be controlled by the ECP with its
present structures and operative figures (Pedagogy De~
partment), points 7.6, 7.7 and 7.8 require a redefi-
nition of the structures and personnel,

The following is a chart of the ECP activities/Pro-

fessional figures system.
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ECP ~ CHART OF ACTIVITIES AND
N'!GUNZA

NORMAL COURSE

ACTIVITY TEAM LEADER ASSIB-
TANT
LOCAL/FOREIGN

INTERMITTENT AND INSTRUCTORS

RE-ADAPTATION

TRAINING ACTIVITIES

UP-DATING
AND
SEMINARS
OBSERVATORY
GUIDANCE TEAM LEADER ASSIS-
PROGRAMMING TANT
PEDAGOGY DEPART-
SELECTION MENT
TRAINING
TRAINER
2 EXPERI>
TEACHING
DESIGN ENGINEERS
PREPARATION OF TEACH-

ING MATERIAL
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RELATIVE PROFESSIONAL FIGURES

ABROAD

MEDI UM/
HIGH
SPECIALT ZA-
TIONS

TEAM LEADER
ASSISTANT
PEDAGOGY
DEPARTMENT

LUANDA
c
TRAINING TEAM LEADER/
, ASS. - COORD,
ON THE JOB TRAINING ON THH
C/0 COMPANIES JOB - ASSIST,
TRAINING ON THE
JOB -
of
TRAINING TEAM LEADER/

; ASS. - COORD.,
ON THE JOB TRAINING ON THEF
ACTIONS JOR - EXFERTS

€ TEAM LEADER/
COMPANY ASS.
COORD., TRAIN -
CONTACTS ING ON TH JOB
MINISTERY TEAM LEADER
CONTACTS ASSISTANT
F | Loarstic BASE
HE BASE
FOR THE AD OF BA
ESCoLA SECRETARY




ESCOLA CENTRAL DE PETROLEOS

OPERATIVE
COMPANIES

SURVEY PLANNING
GUIDANCE - AND BASIC COURSES
AND PROGRAMMES I e
INPUT CONTROL
RE~-ADAPTATION
ACTIVITIES
TRAINING
TRAINERS . e e m e = o e -
| PROGRAMMING
RESOURCES UP-DATING
PREPARATION
‘______J MATERTAL
IN-PLANT TRAINING
COORDINATION AND o

OUTPUT CONTROL

ECP and the companies

View of the interaction system between




ECP - 1982
TRAINING ACTIVITIES

N'GUNZA LUANDA
MANAGEMENT
MANAGER
TEAM LFEADER I
TRAINING ON THE JOB
PEDAGOGY DEPARTMENT COORDINATTON
HEAD OF PEDAGOGY COMPANY CONTACTS
ASSISTANT TEAM LEADER p—LBALNING.ON THE JOB
SISTANT COORDINATOR
INSTRUCTORS/EXPERTS
) SELECTION DESIGN TRAINING ON THE LOGISTIC BASE
OBSERVATORY
COURSE TRAINING/ TEACHING JOB LOGISTICS FOR THE ESCOLA
y PROGR! .
ACTIVITY RAMMING TRAINERS MAT — EAD OF BASE
EXPERTS INSTRUC- INSTRUC- SECRETARY
INSTRUC- TORS
TEACHING TORS TEACHING
TORS ENG. EXPERTS
ENG. l

)







