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The purp70e of a s  xpxt IS rat cxily to eatisfy the W caottacturaf 
requiremnta for a formal doclarwntacim of project acfivitiw but also to 
prssenr to a mdsr audience t b  mre algnifi~ant elezmmts of what is 
perham t b  mst caprebmsive aPd u3aovatlve h a t i t u t i r s u l  developmpat 
project carried out to date for a public sector water supply agency in a 
leas developed country. 

Because of tbe increasingly widespread appreciatim of t k  advantages of 
ust i tut iaaaf  develo~mreat a~ a key factor in supporting both t b  sectoral 
md national develo-t plans of external support agencies, ard in 
helping to achieve epxi f ic  project ~utainabi l i ty ,  it 18 believed tkmt 
interest in this report will not be restricted d y  to *- w5us k v e  ken 
actively invdved in tku3 project. Zn particular, o a r  external support 
agencies, other public sector autbritiea both in S t i  I;rnk;r and elsewbere, 
W D  mifcsiarm in various cauntriea, and apecialista in tbe field of 
inatitutio~al dsvePow~; should find in the report axmthing of relevance 
to cheir awn particular interests. Tbe qlenzntaticn timeframe of this 
instlruti& development effort w a s  ahmet six a haff yeare of 
ca3ciauiag cmml.cant input. m y  ~~ were l e d  i~ this period and 
-y of tberae 1- are highly relevant, not just to the! specific case 
of t b  Natianal Water Supply and Drainage bard, but a380 to b t i t u t i d  
devdo-t of ut i l i ey  e l m r e .  Ths report c~clcztrates ca the 
i a s t i t u t i d  c3evelopmar;t eli4m~ntrr of t b  h t e r  Supply aDd Saaitatim 
Sector Project, o t h r  project activities which were not directly related 
to m s t i t u r i d  upgrading are dealt w i t h  in aewate  rewrts. 

It ia hoped that this re-rt will assiat in a c n ~  way to arirmlate &e 
grcuing inter-t dmurs, practitioners, 4 ut i l i ty  agencies in the 
inportat field of hstitutioclal.  duvelo-t. It nust be stated at the: 
meet that Bf tbugh  problem areas az!d bpdimnt~ to iPBtitUtimal 
development are diacumsd, no criticism ia intended of any inrlividual, 
group or orsagiatim. Rath~r it is b l i d  t b t  a f r d c  but abjective 
review of what t d l y  happaxed w i l l - h e  of -fit to al l  cmcerned parties 
and to external abseners. Resistance to change ia a characteristic of 
any orgazuzation met mt be men to be samedung peculiar to  eim, 

National Water Supply sad Drabage bard in particular or Sri Laaka in 
general. 



Utter Supply arrd Sanitation Sector Project (=SSP) was conceived by 
USAID in response r;o a growkg recognition ammg t3-e mteraational rlcvlnr 
c d t y  of the advantages t o  be gamed f ram srrengthenzng 
participating-country instituti- in order to the benefits of 
deve2opmnr initiatives. Thie recogrutian w a s  nmp- mre acute than in tb 
water supply and sanitation sector, where it soon became apparent that c b  
-18 of the International Drinking Utter Supply and Sanitatim kcade 
(IMSD) would aot be achieved unlwa the *rent serious w d a e s s e a  in 
a ability of sector institution8 to xmnage, operate and nrauztai~ water 
and sanitation systexre were corrected. 

rIhE! focus of the =SSP was t b  Natianal rrlater Supply and Drainage bard 
(J!USDB) of Sri tanka. The M D B  had ken f o r d  out: of the Dewrtnrmt of 
U t e r  Supply and Dramage in January 1975 as an aurmomus M y  under the 
then himistry of h a 1  Governar?nt, and Constructiorl (KGHC). It 
mas cl-arged primarily w i t h  developing, provzdixq, operating and 
coatrolling efficient wster supply facilities, to dutaibrrte water for 
public, m a t i c  or M u t r i a l  purpases an2 to charge for SIE. O t b r  
dutlea of the NED8 included such functiom ds t b  provsi= of plped 
sewerage facilities, rsiearch and cra-. A t  x s  inception tltre NED8 had 
a staff of a b u t  1600 and w a s  responsible for operating 95 s-s. 

A t  the t- of the project pregaratioa in late f9831early 1984, e . b  M D B  
w a a  respansible for t h  maadgemsit of 161 pi@-supply sc-s and its 
staff had increased to al.mst 6000, &ut half of whom were c-i 
-1-s. A l t b u g h  the agency was functioaing r e a d l y  well in terms of 
c a ~ t r u c t i ~  of new sdreraes, performance w a s  less than satisfactory in the 
areas of sckeum operatian and fisancial viability. ID 1983 for w l e ,  
collectxms repreeented d y  12% of W coat: and W number of billed 
coasunrers to staff ratio w a s  only 8.4. 

The h e i c  pmbleim with the M D B  at the tiim of projecr design w a s  that 
it had n l ~ t  beea able to carre to gripe with r4-m very significant role shift 
occaaiawd by its change frcm a Governrrrtnt Departzwat to a public 
corporatian (see Figure 1). 'Phe new. role demded that its focw cf 
attentian be chirnged from cap~tal projects to 06)4 and coastrprer bill-. 
Tbs chaoge in focus reprsaented a radrcal r&rectrac of -is, one 
t h t  the N E D 0  was mt easily in a psitian to absorb. % H D E  
nw~lag~menc m 1984 w a a  al-t entirely caprlsed of t k  pre-1975 cadre, 
the orgaaizati-l culture aPd operating procedures af t b  old d e p a r m t  
had been earned wer  to the corporation w i t h  no substantive m e ,  

The operatiaaal deficieacies resulting from t b  change in -is could 
be s k r i s e d  as follows: 

a Negligible -is oa O M  
o M b i m a l  cara~l-t to f W c i a l  v iablhty 
o Megligible accounring/budget discipline 
o No curprate p l a h b i ~  
o Little attentism to ammi ty /wr  crrsiderationa 
o .%liant an Gavermimt &idiw 
o Totally reactive to direction fram MtQaC. local autbri t ies  rrnd 

M r a  of Padiamat 



I PRE $375 : GOVERNMENT DEPARTMENT 

Emphasis on civil engineering capitol 

projects from planning through design 
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Figure 1 

Functiorml Change Resulting from Formotion 

Resultmg 
role change 

of NWSDB 

These deficieacies could mt be wercople w i t b u t  a change in basic HiEDB 
staff attitude, supwrted by new operational skills and procedures. 

Project Objectiwe 813d Te- of Befermce 

T'be project had nm dezrents, a c c x p r ~ i v e  institutional buldiag 
c v t  and a progr- to  inprove hafth  education and rural sanitation 
semicea through tbe iategratiam of W D B  activities with the =stry of 
ILsalth (MHb. 

. 

0 c w l i d a u n g  NWDB argdzatian r e s s i b l e  for a XM~QL- 

Wrhd Bank-fu&d infrastructure project in t h  south-western 
gor+im of country w i t h  tb -parate BhEDl3 organizatlrua 
respmmible for activities in the rest of Sri Lanka 



o decentralizing to the regions 
o changing ths weralf crgaaisatioa structure, attitudea aad 

acti- to make t h  operation and ~ c e a a n c e  (06Ml activities 
of the W D B  the zuxt inguttam miaaicm 

lb principal objective of t b  health educatian, eanitatian and c d t y  
participatlon el-t w a 8  to ~ n ~ u r s ,  through a process of form1 
cardhatian aamg t b  M D B ,  a, participating b-&vernme~tal 
Organizatioa3 (NGOts) and bewficiary cammuti-, stat Mth educatim 
and sanitation semices would b delivered to the c m t i e s  
shl taneous ly  with ptsviaian of new or upgraded water supply 
facilities. 

Tb3 total estimated project met at tbe tim of iaceptiun, mccfuding 
contingencies a d  inflatioa allcmax~ces w u  $13.85 million, of which TA 
casts related to the ID and W t h  canpxlnents were estimated to account 
for 25%, at $3.52 raillian. Total IEAID fun&, of which 42% were grant 
fun&, repremeated a b u t  68% of t b  total estin~ted project costs. 7 h  
hclucsioa of ~ 6 i a g e n c a e s  aad Mlatim k r d  t k  total e s t b t e d  
cost to U6S19.6 million. Ia tern of &ED0 capital aod operating budgets 
the Sri L a k i n  Governmeat cactributione to the project cost were not 
mcpected to repreaent rrpse tbaa about 3% and 5.4% respectively. 

data u e  priiemtd to illustrate that dttnugh ID (and also health 
educatim) are esaentially maoftware* projects, asmxiated %ardwaren 
(noa-TA) coats represented na 1 than three quarters of +h total 
project co~ta. 

Follawiag a mm#t i t iue  request for ' proposals (RFPI procedure, the p s k  
contract w a a  e;bgmd betweem EhgWring-Science h c .  [ES) and W in 
Febrwryr 1985 w i t h  an effective atart &te of 5 April 1985. During t h  
t i  of the project a amber of ammltbg CLQes and 
s-cialiae service w e s  were subcontracted to ES, primarily to 
peav~de local prafeasiclnal expertise. The mRin SUbCOiltractots Were as 
f ollakss : 



prinks cootract was ca a number of occasims rhF~ugtDu~ 
life of project, t h ~  net result be* that t b  original project 
duratim w a s  i n c r d  by 930 fram 40 to 77 r rpotb,  aud t b  profewi-1 
input (--site expatriate a& Sri  kinkan) w a a  ulcreaaed by 79% fram 440 ro 
786 peracm-mnths. I b i s  input excludes that allocated to tbt3 upgrad3.W of 
the Greater C o l a u h  Water Supply W t e r  Plan, a sewate  c a n g ~ e a t  added 
to t b  project in 1990. 

3n case of t b  M D B ,  a strictly OD approach would concentrate OG 
mprw-ts m internal organization procedures. technical task-specsfic 
target d e v e l s m t ,  upgrading. nruug-t effectiveness, operatimal 
pl- and performance t o .  By maparison, ID would add m an 
analyeis of n a t w  aector policies axxi g o d s ,  corporate planning in 
context of sector &, aternal ~takebl&r priorities and an analysis 
of liaim nrechaaiszrre aod degree8 of i a f l w c e  relating to key agencies 
operat* in t b  aternal envirmmnt, paiticularly g a v e m t  Ministries 
and external support agenciee (m). 

Establiuh long-tern performce iuprov-t prcqramms (a 
wrticipatively w i t h  couoterpart staff) 
Continually seek suppart of Ministry of busjag 6 Canstruction 
[WC]/Dctenral Support &emy (ESA) for general concepts of 
petfowrance inphovemmt ps~grartm 
Ljnk goals of perfommce -ravatmut p r o g r m  to tbse  of ESA 
etdmbldars ieq. c o ~ t  reaxem, tariff reformZ 
Identify &rt-term achievable inprwexmta ttmt will please 
political atakabbders (q. reduce ccmeumasr caaplaints, inprove 
water quality) 
Swtain tb cycle by amstantly reviewing the inprovement 
ptogramm and d f y -  a8 necessary to reflect t b a a g b  
priorities (eg. pew w i e  an &centralization) 
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Informal Organization linkages 



In accordance wlth the pkuIo&apy of semlng as process c ~ u l t a n c s ,  
w e  ageacs or catalysts, tkm TA teacc basically operaced ra a pivotal 
role, facilitating aad d t o r i n g  the ID process f Figure 4 j . Of course, 
when it was necessary to secure support of external stakehdders in 
order to sustain ID -tun, a mrt preacrlptlve d w a  adopted. This 
d d  ap~roach demixkd a very h l icate  balance between coachLng and 
klping thi3 institution to solve its own prctbhxrm a d  apply- pressure to 
overcame t&se blockages that appeared to be particularly btransigent to 

decision to 1mv0 into *h prescriptive mde was rot taken lightly, it 
was discuaed in detail with t b  external actor caacemed aad great care 
was taken to ersgure that t b  pressure waa in accordance with the stated ID 
goale, supported by the wider sectoral goals of g o v e m c .  Typical 
exanplss  of problemis which r e  over- by t h s  m x h d  included sorne 
d o r  staff chartdpa, delegaticm of authority to RSCa, staff retrenchrneat 
and tariff refom. Of course, t b  & resu l t s  of such pressure were not 
always as anticipated. The effect w a s  to unleash a force w h i c h  inpacced 
the r ~ s t i t u t i c l n  m euch a way that the react ia  could be in v a r i o ~  
dhmaicma* 

Altbuqh we of extend stakeblders bet- a recognised and indeed 
an essential. el-+ of t b  ID psocesa, it w a s  pl i t ica lby dangerous, both 
because of mseen spirs-off results a d  t b  risk of exposure which 
could totally =ate tte cmfibnce bult up be- t b  TA team arrd t h  
h t i t u t i a a .  Of course, use of the me-1 enviraanreat m thia way 
did b e a m  more widely hem, but it w a s  never o d y  discussed, probably 
because it w a s  eeen by al l  parties $bat i t ~  net effect M institutional 

A trend which tbe ID c a ~ ~ u l t a a t  Z P ~ S ~  ~ ~ l l t i r r w l l y  guard a g d t  is h t  of 
tke instirution be- dependent m the consultant. ThLs tread is mre 
prevalent with long-rew teanamer&~s w b  often unwittingly take on mre 
and =re iaple-rrrultaticm rtspawlbility eo that w b n  they eventually leave 
the refom f a i l  because there has ao effort to achieve 
s u a t a i ~ l i t y .  ?b net effect ia akin to aa "ID Bubble," which is blown 
up by outside experts which bursts w M  the euppxt 13 witkdrawa 
at t b  e8d of project, d y  way to guard against cansultant 
deperxbxy is to cmtinwlly annitor th= h d ~ v i d u a l  teasn &r ' a input, 
aad to mist occaaiaal pulling back so as LO permit cbe client ro 
t a b  ar tPvs owrrership of a new procedure. Regular staff mszt-s, ane-an- 
m e  discussiaaa w i t h  team &rs and probing intetviews with counterpart 
staff are eseeatial toala for t.k Project Manager co we in this area. 

Fn ID cansultant mat be m i i t i v e  to t h  cul ture of t b  erg-tion in 
which be is working. K1.s m y  mt be easy if the cansultaat is £ran a 
western wxiety and tbe iarstituticu is located in Asia. A t  t k  start of 
t b  project the tmchrstanding of tbe W D B  d w e  was sparse to say the 
least and m y  of the early U) initiatives, well as degree sf 
-is placed an specific objectives at t b z  project preparation stage, 
reflected a lack of appreciatd of the forces a& nom at work within 
r h  msci tu t im.  Dif fetemiat- between w b c  paople 'saytt ani w h a t  people 
a c ~ a l L y  "dos is wt an ability which caa be ~~ f ran a few qiick 



Figure A 

Pivotal Role  o f  Coasuitonis in the Institutional Development Process 



o hierarchical miauaga~~~t atyle 
o stat- roaacioua ( p r o f e a e i d  eugheera) 
o negative out5aok towards problem re~rolutiuu 
o caamitteea mlve evelrything 
o avoidance of perfomawe nreasurnmo-nt 
o jea9.0uayOuaY of W v i d u a l  S U C C ~ ~ E I  ( contra to group collectivity 

and -1 

W i t h  rhe b l d u g  of n a t i d  general aac? presidential elecricsle ia 
December 1988 aad February 1989 repectively, an3 the auppressbn of the 
JVP jnmrrecticm by t h  end of 1989, the averdl situation began to 
-rove. Ttle new gwernvant began to ixplemmnt a structural adjuatxmt 
p r o g r m  ahmd at reducbg wmeage and inefficiencies in the goveraraent 
eceor aad emou.ragjIss private sector iaveat38aet an3 empamian. Two o t k r  
key policies were a new ia6ustrial strat- designed to diversify the 
ecmamy and ensure a mte equitable distributica of in- and wealth a,& 
a F e r r y  al1ieviatim progr- founded oa bhp* the poor Build up 
b i r  aseec base through productive errplayrrreart. 



day-to-day operatians were frequently interrupted by JVP-inspired ~~rfews, 
capaigns to refuse paying water bills a d  even intimidation of M D B  
officers w b  were involved ia revenue-related activities such aa nreter 
reading, d i s c ~ + . . ~ s  and myrmnt collectiam. NbEDB property was 
damaged aad o;: oae occasion the staff of a -1a.d Off ice were physicdly 
attacked. 

Gne of =st visible ia-pacta of t h  national aitwtian was on 
collectioas. On average, the period of hurrectiaa reduced total natianal 
collecti- by about 301. adverse effect of the external political 
eavircaa?nt aa t b  M D B  financial status w a s  particularly marked in 1988 
when ehectioneeritq g a i t s  such as a govemt-mandated aalary rise of 
about 45% a d  the crmveraicm of almost 2500 casual euployeee to permaneat 
statue i n c r d  operat*! costs by abut  12%. 

ID aa rn mluticmary Process 

The process of ID is dynamic, cyclical and subject to a l l  positive and 
negative forces at work both within the institution and in t h  external 
environnulnt. The procese i a  ahcmn dugram~tical ly  in Figure 5 as an 
asc- spiral, w i t h  a range of pxitive forcea being brought into play 
to counter am3 overcanre pressuree act- ag-t change. B e  need for 
"bardwarem such as e q u i w t ,  facilities and overseas tr;ainina 
tours ia recognised, not juat to upgrade the aseet base of the institutim 
but also to prwide incentives to accept changes. 

The net effect of the four win forces at work (internal culture; OD; 
political eavira9la~rt; ESAB~ ia to produce a series of w e r l a p p ~  or 
mter-twined ID sub-cyclea. Specific exanplea are BbarP in Figure 6 .  
C a t a n t  attention rrust be paid to relative strength of these forces, 
the ab jecrive being to continually manage the ID interventions in such a 
way that t b  d e s d  affect oi all the forces t e x e h a  p s i t i v e  ( b e  tk 
brimntal axis in Figure 6 ) .  

Project 

The project exhibited a progression of distinct phases as tbe initial 
resistance fa&d aad support for institutional streng- increased. 
mflrcatima to the project scope aLm signalled ct'raages in emphasis with 
correapaPldrng F~XW shifts. In a sinplified form, t k  mre easily 
definable project phases are identified in Flgure 7. 

An ID project is usually comaissioxxd at the behat of the institution. 
generally because its mnagerrent or directors wish to improve W 
msritutian's effectiveness, or becauae LC is ming into a new f ield or 
bcause new c w e t s h ~ p  damr& a n e w  business -1-&y. In tfie case of 

M D E  t h  real inpetus for change  can^ initially from tfie damr 
camunity who wished to me an i n c r d  level of accountability a d  a 
greater return an their inveatmP-nts. 

Traditioaably, an ID intervention proceeds alang a carefully Maoced 
path, specialist cmsultants are called in fassuniry. that -re is PD in- 
hbuse OWID capability) to assess t h  weakneesea, a d  over t- sftategies 
are developed, in participation with the staff of the institution, to 
bring about c b e .  In accordance w i t h  t b  mry of process cansuitation, 
refoms mst be developed w i t h  the full hvolvesrrent of the staff so t b t  
the ID process is by the b t i t u t i a n .  

-Id- 
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Inst~tut~rrnal Development Phases 



'Ihs concept of pilot Wtset ian  projects was applied to a lnw t  all the 
p a t b a y -  rmha sbm in Figure 8. fa this way a =re intensive 
ccpcentratica of effort could be directed, d l y  irr a specific regim, 
problem i r d  out in a cull aborative mde, and omership by staff 
secured relatively early. 

Tt.se pasitive result d demmstrating chit applicability of a particular 
atrategy in arre area w a  that ttre PJWSPB staff associated w i t h  t b  pilot 
teat becams advocate~l of tbz  process and blpad tu %elln it to the rest 
of zb institution. Alee, aa project progressed, those regicms or 

+ch had not ken iwolved in the test starred to M tbat tbey 
also be iaclrded, tf4. did not w a n t  to be left behind. Eventually. t b  
process developed its o m  m t u m  and, particularly in issues related to 
&cenrraUzatiaa, accelerated md tsqmndd to euch an extent m t  i t  was 
difficult for tkVr XD teem to prwide the necessary suppxt. 

-3 3- 



Principal kthrmys to institutional Strengthening 

'Ibe five RSCs ae existing in +t 1991 are E&M& in Figwe 9, A 
degree of dbcentralizaticn bsd barn achieved in two RSCs, (Southem a d  
Central 1, a arnmrhnt 1-r level in Greater Cdaa330 a& Wetarn RSC ad, 
w i t h  tbe s e p t a  of &gars IbgjOp which caos rttlder t b  t-rary purview 
of Central RSC, nr, p-r- at all in brth-Fastern RSC beau86 of t b  
cant- advet88 security ~atuatiai. 





It is w r t h t  to note that deceatxalizatioo ia a t ime-c -u  proc-• 
Ip general it required from abut 2 to 2.5 years to achieve 50% 
decentralizatian statue and fram 3 to 3.5 years to achieve 805 atatus. 



Pre -t profile of rhe MSDB in :985/1986 t e d d  to stmu t b  
folbwing characteristics : 

lhroillhgnaaa to aRkn dsCi~ig~g 
Limit& &legatias of reepmaibility, a w t  &cis-, evmz of 
an o p e r a t i d  nature, made by exemtiire v - t  
frwer and influeace rklminated by civll a&?immrs w b  had a 
8 e r q  biaa towards capital mrks 
Limited group manag-t Skills, meting8 dOminated by 
zndliviuala w b  were generally the mt senior -gem present 
LecL of aceamtahility and suppreasim of initiative, 
reluct- to be hmmative 
ibmuce of basic arwrp.lplrrat syatare (MIS, perfa- 
indicators, kdgem) 
Sttcag plwtne of pe.aahi8m (1Sd critic* of tb b t i t u t i m  
S t r w  resistance to dsnge, &tiYWph -re w- an a- 
that - was required 



5 " 1  bmg+m!-l 
wurrc coram! I 

yearn Lwild~ng kperatrrrd 
a f rob  planning I budgetrr-  ; 

prr!orrnam evadmn!  atr&r. 

relief with which it w a s  accapmied, served as a spur to tLus 
developmnt . 
A retrospective evaluatian of amnagere* perfocxp~15~6 wet t b  life of 
project that only tbae w b  tad bea invulved in active day-to-day 
madung by the TA team were able to ad just their m~gp_rrpnt 8tyleg to 
suit different work airuatiorm. Tke b r v a t i c n  suggests, altlmugh 
admittedly from a srrval l  m l e ,  that f o n d  training courses aloae do not 
reault in i aEI t i tuc i~a1  manag-t developmmt. The key is c o n t i a w  
support Bad rejnforcamxit through day-to-day facilitating and coaching an 
the part of reaident ID cansultaaes. 

Corporate Plennhg 

13re initial project objectives e a v i s i d  t b  formation of a carporate 
pl- camittee as a key step in the institutionalization of the 
proceas and early in 1986 a comaittee was f o e ,  baeed in the Ministry of 
Local Gavernmsnt, Eiouaing and Caorstructiaes ~~) and chaired by a senior. 
maistry officer at  the ~ t i ~ l  Secretary level. l4embrahi.p of t h  . 

caParirtee - r i d  M D B  Claiman ad Gt4 w i t h  co-opted mFur+lP.rs 
caqxiaing t b  W D  Project Officer, TA Project b g e r  and others as 
neceeaary depending a t b a  agexda item. Later in the ycsr the cnmnittee 
& r a p  rma expanded ro include t b  MLZK Director of Policy and . 
Planniryl atld a d o r  M D B  -er to - m e  as technical secretary. The 
-tee ~t nmthly and reviewed and decided ca policy and procedure 
remmsdati~ppe slrhntitted by various tat& forces and workmg groups. 
Typical item addressed were lunits sf financial and. administrative 
delegatiaa, procedures for project selectim, fuactioaal area 
rsasganizaticu, role of participation aad financial viability. 



Useful as t k s e  met-@ -re it sotxi b e c ~ a  agperrerrt that t k  camittee 
w a ~  rrot actively help- the creation of a corpxate pl- process ia 
che -5. Being heed in t b  ldQT aad chaired by a U s t r y  official it 
w a s  litthe more than a formalized procssa to -cure gwernmtrPt clearance 
rn p l i c y  ard procgdure reaxmmbtitms -ting frgm mrk;mg gscupa. 

hr- the f iret half of 1987 w h n  the rapidly deteriorating financial 
stat- of the =B becaare reagmmd. a requast w a s  muFP. to CGAXD W 
H B E  for t b  TA team to take line mmgeamt reapmsibilities. E N D  
&d not agree to placing tb TA ccmaultarrta u line mmagezmat psitima 
since even ignoring any potential setiw probleme of cmttactwal 
rempzmibility for MSDB operatima, t b s  w a ~  rxghtly men as a Epve 
guidsd by a desire to wLve hrt-term psobleme {primarily t b s e  related 
to f h a x i a l  viability) a e ~ e  which would not be m t h  lacg-term 
interests of t b  U> procees. L i z ~  arana-t r e s m i b i f i t y  would also be 
tota l ly  ccaatrary to the bit prulcrplem of process camultaticm. Ihe 
deciaiaa w a s  mde to diahnd t b  corporate planning canmittee and to form 
a -t Cell whzch would r e p r t  Brrect to Secretary/lGHC cm ID 
progress. . The Cell - r i d  WE4 execwive ~ t ,  t k e  TA hoject 
Manager and hia deputy a d  the seeiderne %~cpatriate adviaor to Secretary) 
Hmc. 
Although the M & m w t  C e l l  eervedl en -tid role in t 2 ~  policy 
develo-t area, particularly w i t h  respect to preparaticla of CahlILet 
k~~rarid6 aa performance inptov-t strategies, deliberatima CXI tariff 
reform, extent of decmtraliatian, etc. i t  a t i i l  did not -t the needs 
of establi- a truly wrticipative in-bwe corporate pl- 
capability. 

Early in 1990 t b  Cornrate Pl- Diviaim (0) was establisbd, 
headd by em Additicnu,l Q4. Ttm CPD had a high visibility, on a par w i t h  
t k  operati- area, d w a s  well-posirimed to dxmce the status of 
cowrate p l w  within t b  ofgaPizaatim. 

The h i c  =ge a mch uccasian w a s  that t k  preparation a d  executicm 
of a corporate plan w a s  a fuadamral step towards achieving corporate 
mma~emsat. At each w ~ t k s b p  t b  participants evaluated tha strengths, 
weaheeaes, opp~rtunitiee a& threats affecting h i r  operatias, 
conducted performance reviews ard prepared f o n d  plam for tbe rhre 
specific are- of OW, water supply coverage and f icial /nmag-t  
iesrtea. 

A t  a reco~- of all NWSDB &or m ~ ~ ~ e r a  a t  an intecmive me-day 
workabp la September 1990 individual area-- action plans e r e  
cclapreesed into a NWSDB-wide actign agenda w i t h  specific -1s and mte 
sbrt-term targets estatrUakvu;r for the key are- of: 

o Decentralizatioa 
o Sevice cwerage (populatioo ~emed, new schmxdrebahilitatiaa, 

policy os, capital iavestmsnt) 



hued an the outcam of t b  Sept-r 1990 ~ t i t u t ~ m a l i z a t i c l p  of 
corporate planiahg worlrabrup, ttr, BD prepared tb 1991 Corprfe Plan which 
w imid ui t tm f itet quarter 0 4  t b  year. Ttm plan concentrated not 
d y  a specific MnEDB objectivse but dm rntroduced a nar national 
strategy rbeaigrd to ascure total coverage of rhe populatica by adiscyate 
water supply and Mnitatiak facilities by tbe year 2000. The plan and 
strategy were p r w t d  at a W y  workabp in lkrch 1991 attsrded by 
repre-tatwee from tb aajur FSAa active in ths sector and fraa the 
n a t i d  ieplenmlti~ agencies ( formal informal sectors 1 . 

T b  key project objective to turn the M D B  into a financially viable 
orgao ia t ia~  waa approached through a mx&inaticm of the following ID 
initiatives : 

Tim basic etrategy w a s  to awaken an interest antxi9 NlrSIlB -9-c (at 
all levels) for f i ~ ~ ~ i a l  discipliae ard inprcmamnt, to develop the 
xrecbnianm to enable Einmcid k f o m t i c m  to be m&e widely avai2able ka 
a t-ly tadaiun, aad to develop dlaboratively financial rargete 
supportd as necessary by key actors in t b  a e d  mvironumnt (notably 
EX&, and W t r y  ~f Fiaaacel. 



'l'b introduction of perf onnance budge tug  drm t~caily uxprsved 
cost-coatrol and managrun~nc ef f ectivmees overall. As Btrowa UL Tab .e 2 ,  
with the exceptikln ok 1989, actual eqed~turea from 1988 m r d s  were 
leas than 35 a b v e  budget. lb exceedawe in i989 w a s  err& by a 
govemrmt - alanir;rted sdmy increase of abut  45% which was pranulgated 
jut before the nat-1 electiaas. 7te MJSDB L x d  no control wer this 
cost. 

Ihs -t-inprwemmt ksmefite reaultiag dxectly from cbe 
inrroducticw of wrfomce budgeting were aulaerous, the =re s~guficaat 

Table 2. 

Ixpruved caaPlLtpications b e t w e e n  plant martagerg. regional 
managers, and axecut~ve maagenmt 
hcreasad w l l l h g n e s e  to discuss performance openly against 
quantifiable mdicators 
Acceptance of t b  d for f innncial m m a g e ~ ~ ~ t  to be an 
antegral c w t  of qxxstiaas m e a r ? n t  
Elhaxed understanding of financial. issues by technical ataf f 
Acceptance of m el-t of congetltion to improve performance 
through the acbptim sf perfonmace-related inceative schsa%s 
Star ing of experiences a d  identifying new iaitiatives to 
ipcreaae cdlectiace aad reduce costs 
RecsgPitaar that ipcreaa=d -~3rrepc tespnsibility m ~ ~ t  be 
preceded by ixsptwd fjsraacial performance 
Collakurative goal mtt- 
her-ing establi-t of a corporate identity 

l e a r  l a s . ! i j  its.!! ; P s . H !  t l s . # r  i t ,  $ 1 ;  1 2 1  

-.- - - -- - - 

!St4 224  5 6  119 i l . 1  5 t 

If85 2 5 6  1 1 9  1 9 5  14.9 8 . 0  

1986 20) 163 i S O  2 2 5  i d . 4  5.6 i i . 4  

r s e ?  2 6 7  i f1  z1.i 281  1 . 5  z 5 ::.i 

1!Sd 2 8 7  2tO 3 5 8  155 1.D i 6 . l  2 7 . 2  

Ifll'i 2 8 2  2 2 1  367 301 6 . 5  I i .5  - .  
!.! 

I990 503 4 2 2  413 4 2 5  2 . 9  i 4 . 5  t . !  

1!91 8 3 4  7 7 1  I t i  4 4  I J i 
---- - - - - - 

d o t e s .  Coilect!o~s i l t l r d t  I r r t a r s ,  i 3 4 t  d d t a  r r t  b u t g e t  pra:ectroas 



Ths billing lag thm {a tiam between mxer r u  and receipt of bill 
ccaamer) which had averaged 6 =the when billing was  bing carried 

out by a private bureau w a ~  reduced to 30 deya. Because of the iqxwed 
mrvice, carrs-r hill* auplaims fell &anatically f r m  over 10% of 
billed cau~ectiage to below 2% by 1989, akbughtbere wae  an incress* 
t r d  fmm 1990 cwarda, up to about 4% in 1991, as a result of tariff 
hcreaaea and resultant queriea by camurmere aa to w h y  their bills were 
surlrlRnly higbr.  

Curreat aAlectioo ratios izrprovd also ae the canmmmrs became a c c u s t d  
to bat* to pay for water awl M D B  becaart gPre aggressive in its 
collsctia~ practicee. For -le, dur* the first half of 1991 b h m b  
collectiam wirhln 2 and 6 mnths of bill posting averaged about 6-01 aad 
74% re8p8ctivelyn -ed to about 15% aad 50% in 1986 when in-house 
billing a d  record-keepiag cclsaxl~ced. 

W i t h  t b  gradwl developrent of a financial carraciouness amg M D B  
amagura, both ths attitude to waste and tke lack of cost control cbnged, 
with the reeult t b t  operating casts as a whole were held belaw inflation, 
a significant achia-t which vindicated t b  enphasie placed an 
psrformsnce budgeting a~ a -~mnt dievela-t tool. As abun in Table 
2 maul operazing cost during lif 0 of project were below 
~~ jlaffatiaa sates frarn 1989 =wards, the year after perfoLmance 
budgeting w a a  first intrcducd. The hgh cast =tease in 1988 resulted 
from an average 452 i n c r w  ia tisalary bevels h t e d  by g a v e m t ,  and 
aa inereeae of abwt 16% ia electricity tariffs. 'Iba? aver 
which MDB b d  m -trol, were particularly anerous since perarrelnel 
aad eiactricity togerber typically account for a 852 of total  operating 
CtrSca. 

Writ? t k  apprclval of tariff hcreaazs in 1990 aad 1991 and the 
-1-tatim of a staff a x t  reduction program? (based an overt- 
m t r o l ,  use of schems casetakers aPd paaioaable retr~chmat3 the 
financial situatim of the WD8 at the w;id of the prqect w s  vastly 
-roved frm that e x ~ t l a g  at prolect mceptmn (Table 2 ) .  



tr- &. lh~s was pxticularly succasaful in rhe O M ,  fln;rncidl and 
caamrercid areas with subetasrtial. skill u p g r m  tuk ing place kD Che 
regiaps. 10 addition to the QIT progr;rnrm a sibficant munt of skill 
training w a g  g ivm by the ES Trainiag Specialists and M D B  Training 
Section staff .  Dur- the last two year6 of tbs project, for exa~ple, the 
Training kctitian- w a s  able to offer excsss of 5000 per~co-daye of 
training per quarter, catpared to o a l y  732 germ-day8 during rhe laat 
quarter of 1985. 

h of tbe mst inlpresaive aki l fa  traidag w a s  in upgrading k s i c  
maxaag-t capaterrce for middle inmagers and supervisors. These formal 
abll:ma proved to be very successful, be- carried our througbut the 
reg- an a roratimal basis .  Netw3tck. i~~ w a s  used extensively in an 
attempt to mme replication of achievenenta ia ane area across the w b l e  
institution. 

Tbrmgbut the project great stress w a s  placed m 1 - r w  from water 
autbsities in other 1-8 developed countries ILDCe), particularly chxe 
in similar c-tims (climxe, s o c i o / e c d c  status). Scuciy tours were 
arranged to Singawre, Peaang (Mayaia) and SAMPAR (Brazil), t h  Latter 
t w o  authprities were recognised as being highly efficieat -la of 
ut i l i ty  agencies in iSCs. 

Tim developmnt of an enployee performme Bvaluatian system w a s  a key 
axpme~t of the upgrading process. A two-pronged strategy was used to 
build up an acceptance of the principles involved, this strategy canprised 
a t a l a t i n g ,  t b  and & f a  U e  procedural details. A period of 4 
years was aeceueary to gain widespread acceptance aa below: 

F h s i a k t  atat-ts 1987 
Operational performance lPrllcators 1987 
Managemat Wonnation system 1988 
Ferfonra3nce budgeting 1488 
-rational performance review metinga 1988 

Def h e  Procedures : 

Board of Directors approve policy Nbv 1986 
kbrksbop procedure overview Jun 1987 
bbrhng group recclmmr;ndatians Nov 1988 
Field test Ka&y Regicro 1989 
Adopted aa cosgorate goal md Sep 1990 

procdure defined 
-1-tatim treiniw workshop in Jan 1991 

each fmctirsLAl area based M 

c- studies 



Ibe recogaiticm 3f need accelerated from 1988 o~wards when it beta 
agpareat through operatianal perfommace review rslastirPgs that target nun- 
achievement was not just system related, but alm people related. W i t h  the 
enbncd  mna9-t c-tace remlting £ram the f o m l  tr- courses, 
aPd the intrducticra of prfomaace budgeting a& dsceatralizaticm, tke 
mre progressive -managers m a n  to real ise  that the seniofity system did 
mt encourage proa~tioa of t h  met competent people. It also caare to lx 
real* that an enphoyse performa~ce evaluatiapl system would remxre ths 
graving frustratian which w a e  directly attributable to the seniority 
gyatmL. 

One of tl.le attractive aspects of the system was e performance award, 
equivalmt in value co an annual salary incr-t, w h i c h  it w a s  decided 
would be given to thbse achieving nore than 80% in tbe evaluatian scoring 
syatem. Preliminary hiicaticxaa followuzg tbs f irst  eerie8 of evalwtians 
carried ~ u t  in 1993. were that clnsiderably less than 5% of those evaluated 
were r- for tbe award. A t  the o t b r  end of tbe scale, tbse 
scoring belaw 30% were mt awarded t b  aaclual salary her-t . Atout 10% 
of t bae  evaluated fell into this category. 

Plis ID isitiative was a g w d  acaple of b w  careful caching, backed up 
w i t h  8 0 ~ ~ 2 ,  collaborat~ve desumstratims can r e d i s e  success. Tbe approach 
w a ~  gradual, mt m b d ,  a d  any increase of pressure w a e  carefully 
cmtrolld to garallel tba frwtratiaa aamg M D B  officers resulting frcm 

indeqwciea of t k  t r d t i d  mtkd of gtaff assessm~t and 
prcmtim. 

To kelp o t h r  sectima of the M D B  in identifying and 8oIvhg 
sociological problem in water supply and Banifatian 
To aasist appropria~e agencies m t h  gwemnmt aed rbe naz- 
govermmtal orgaoizatl- m understadkg pe~ple and 
prcm~ting self p a,* self reliance 80 th t  people could 
actively participate in pl-, camtructioo aad 
operatiQ1 and n#tmance of water apply a d  sanrtatiaa 
projects 
To ensuze proper use of water and amitatim facilities 
To provide orientation and tr- in i n t h  ducation. 
envirc~~msntd sanitation, control of water and saDlltatian 
related cUan;rnna, m t y  orgenizath and participatory 
approam to NbSDB euplayeea, field level officers of related 
g o v s m c  dspartxente end petemxml of the PJO;) mctor 
To e x p e r i t  with and ahfua innovative n~tlxxia and nmterials 
in rural. water supplies d aanitatiar w i t h  tb~= KH, otber 
ageaciea 8ad t b  I933 aector 



proceeded aa schedule through tfrt dedicatim of t b  eociologiste aa3 fiMt 
officers rea-ible for coblaboratiaa b tb field. A31 the  srrls*project 
rnmrlnities were integrated into the project cycle, health educatxa 
curricula developed a& utilized and 5 4 M  adult latrines cacmcructed. An 
additimal 1300 pre-ac-l l a t r i a a  ware aleo amstructed which 
demwtrated a significant inpact childt.rjod diarr- epitiodes. 
A p p r e t e l y  370 volunteer village health workers were craned to carry 
out Mth educatian activitle~. 

A t  the end of t;be project t b  speciahfJed unit: (Camunity Participatrm 
b i t  - ) was alawly advancing its coverage amw t k  S C s ,  w i t h  
awioloists be- artachsd to Southern, &stern, and Central RSC. With 
active support of ESAs, rrost prolects outslde Greater Colarnbo area ncm 
included an elemant of a m u n i t y  iavolvearputc, perhapa not as detailed and 
intensive as that developed an t b  demclastratioa sukprajects, but a start 
oevertbeletw. Also, affordability cansidetaticlns vete nsx an integral part 
of the project aelectim process and tbe fonmtioa sf standposc cami t tees  
was beccmhg almwt a routins mtter. 

Ihe scope for ID initiatives ia tbe -+ring aspects of t b  M&DB's 
ogeratias w a s  ixmme. was ~ r s t ~ l e  since t k  agency bad 
t r a d i t i d l y  weutrated  an pl-, dggign & construction 
supentieion of new water supply faciliries. Fbmver. developing ID 
strategies for c b  engheering area wa,a B veritable minefield since oae 
ian#ai.ately cams face-to-face with a formi point of cbnge resistance, 
nut just rwistaace to t b  change in overall mission. but a mre 
f-tal o-itim to be- told t h t  exist* technical procedures 
could, p e r m ,  profit from sanre iapr-t. 

Sine% i t  w a s  abviously an imr+nnibiLity to attenpt to cover d 1  areas, the 
decision w a s  to coLLcentrate on t h  ph&Q area;, togetber with tke 
prmcticm of a series of technical procedure rPawals. Izz s u p r t  
had to be given to tbe tegicma?. facilities pwranrre and to c k  
establishment of a new Research Sectim. This proqranare effectively 
ignored construction supnrision, but it was believed that of basic 
eagineer* functi- being carried out by *h MSDB, t&t tbe staff were 
remanably experienced at site aupeMsicrr epd ccastructim -t 
because of t h  recently -1eted Southwest: -t project. Qthr 
d r a r r t s  were available in any cam flfYiRr later Wrld fknlr fEPnrfCYS 
assistance to b l p  develop thia activity. This suppsitian w a s  v-cated 
by the excellent perfonaaace desnmtrated on t b  c ~ n s t m c t i ~  ~f &= 
deumstratim sub-projects. 

The deamstration sub-projects were used as a testing ground to devdop 
nmuals an p r e f w i b i l i t y  aod feasibility studitis. -is was placed oa 
t h  rreed to bvolve the c&ty from the beg- of the project- 
cycle. A detailed procedure was developed for project prioritizatim which 
later proved to be oae of c k  key foundation blocks for help- to build 
an i n s t i r u t i d  capacity ",a reaiar mliticd pressures for new scheraes 
regardless of r e d  r e d  or f inac id  viability . 





0 C i t L B - w ~ ~ a w  
o Pilot deum8trariass in restricted areas 
o "Catalyst papersw to Ley deciai~s~~-makmg/poIicy review grow 
a Collalxxative working groupa m r i n g  a w l d e  spectrum of NSDB 

managers 

Gne-ou- coaching w a s  t b  famured apprcach for arjdreseing the definable ' 
U v i d w l  problems, particularly cbse related to nmnagems~ style., 
Ebwever , t!! tiE t a k a  to *selln a rrew mmag-t style coule t a b  as 
Irmg ae t w o  years, even w i t h  regular me-on- sessians at m t h l y  
iBtervals. '15.le period slmrtemd as &YS project pr-teeaed because as t h e  
w-t a~ it was -able for c b  cilenc to draw c a ! p a r k m a  with colfeague8 
in the institution - real live role mdsls &ways better thm 
-lea f r a ~  rhe d t a n t ' s  preyiuus -ria=. 

Ibe pilot dolmscratiaa approach was m y  uaed to try out cht various' 
primary iotsrveaticaa prior to to a i r  be* replicated across the 
institutim. -lea incluied ttm besic oc~cept of decentralization, HIS, 
i n - w  bill- a d  collectim a d  t r w ,  Tbe a~graach w a s  better 
suited to t b s e  isauea which -cteCa orrre tban am individrul or group of. 
people, 1 t b  exaaplea listed ha3 wide rang* ef fecta. being 
d t i - f r r a c t i m a l  area in nature. 

The approach of acatalystlpapersm w a s  six@ly tb preparation af an isaues 
paper tstrategy/andysis) w h i c h  reviewed the sbrtaanhgs of curreat, 
policy a d  rscomewhd a range of changes. W paprs were tabled at 
wlicy review h d i -  auch as t b  Mawgtsrxat Cell *re m y  were discused 
arrd a dscisioo read& that reflected the external political as well as 
t b  intern& NEXB envinmrent. T b  rule of the axmaltant iS this! 
approach w a s  to prepare t b  papers. not to lead or try to t b  
ensuing discu~leiats. 7 3 ~  tespop~ibility for role of paper pteparatiao w a s  
grduaLly traderred to t k  CE3 aa tRe project p r o g r d -  

Team spirit 



Individual m d p  followed by team spirit lead naturally to a corporate 
identity, provided chat thr: goals of the organizationare clearlydefined, 
are achievable, and bave been developed coll&eratively. 

Ibe central t h r e  r u  through W mosultation seasicas in al l  tbe TA 
activity was hw to inprove the institutico. All c b  c a m  studies ard 
uorkiag group tcpica tocuascd ar such issuea as inproving financial 
viability, irrprovjag cmsumer service, reducing plant m-timc. ecc. The 
cancept of corporate identity did, therefore, evolve w i t b u t  roo rmch 
recourse having to b. n&e to overt strategies such as 'corporate idanti- 
worksbpa. ' Of C O U T ~ ,  t b  intentmticms with goal setring, 
mLssian d e v e l o m t ,  petfomance budget*, perfomawe hforirmg a d  ia 
particular corporate phm.ing, uere a l l  sf r-ly suppxtive of corporate 
identity developant even if it w a s  not explicitly stated. T ~ E  fact that 
tbe maragera were negotiating a d  agreeing -st t a 1 . 2 e s  m 
instirution - w i d e  goals and targets inevitably transferred such debace 
fram personal (and group) to the corpcrate areua. 

Ibere was srrong evidence of a sustamab!e corporate i w t i t y  by r.% w d  
of t k  project. The 1931 Cormrate k l u  w a s  a g m d  txanple of a corporate 
vision in practical terms, develom through an intensive serres of 
collaborative wtk&nps. 

'Ibis strategy w a s  two-pronged. One aim was to reduce the negative 
-1-t , t.b otbsr to increase positive irrvolvemmt. T k  strategy 
rec@sed that tbe h t i t u c b  did mt functioa in isolation and that the 
external envirramnnt represtated a 1 ~ 3 % ~  sourca of p a i t i v e  a d  negative 
forces. At start of ~tsi? ptojecr fw of c b  pofiitive forces were in 
evidence. 

b d u c b  t b  Negative fpvdvmsxtt 

Finance - all capital finance was cbmelled through 
gtmmmst, w k a  c o l k t i c ~ s  not met &I4 uxts th !5hEB 
was entirely reliant an govehzrareat subsidies 
S- selectica - tbe project prioritizatim procedure 



related . . to tk calibre of the senior Ministry officers. Aa 
admmwtracrative, ra-r than a resulted~rieated bias, uodd 
typically r d t  in the N E D 5  being sent circulars irrstructisg 
-ti- mmagemmt w h n  ta @hd internal neetbgs far tb 
purpae of receiving amaumrs, w b a t  burs to wrk in t k  
office aad even a t  items of furniture to p u r m .  This 
degree of interference quite naturally prevented any exercise 
of initiative m the p r t  of NED0 amagemat and W wble 
area of procedural reform k c a s  enmalated, i f  nor entirely 
stifled 
Sector palicy - it would be unrealistic to expect the W D B  to 
be totally divorced fram government mlicy regarding the 
nati-l water supply sector. Hcwever, interference could arise 
if g a v e m t  acterrpced. for exanple, tu a r i n i  budget 
allocati- for rehabilitation of exist- scknm campared to 
axstmctitm of n e w  &mum. 

Over tbe couree of the ID project a series of intententias were 
bplarrr~llted which trad the effect of lease?sing t b  negative bmlvemeat of 
t b  external iavolvemsat. Tlmae included: 

herd tkm Poeitiy8 Involveanant 
* 

Every attenpt w a s  to harness t b  w i t i v e  forces ar work iu  t k  
envirmar~lt. Tbtsa forces were represented by tkee ESAs with an interest 
in sea- t b  institution develop, ard at Um serme t k  laving strmg 
financial levarage (thou# ccatmll-hg loan dhbw-ts); and key 
actors in gave-t w b  bad an objecti-ge interest in support* any 
appropriate (& politically acceptable) initiative which would h l p  to 
iaprove t b  NWSDB'B effectiveness. 

&bet of the auppr,rt was e a g i r e d  to overcame cultural or political 
-na to uggtading- A typical exaple of thrs faxes w a s  w b n  t k  
re-tinns of the first Tariff Task Force were premnted to a ~ r l e e t i n g  
of senior managers. Certain represeatatives of executive manag-t 
~~1vaaiently forgot tbat t)Le ta& force bad been a ~ t e r p a r t ~ ~ u l t a n t  
group, and instead placed .the respmsibility for r- a price 
jMcrea88 un th d r a n t s !  This abut face w a s  in order to skw V r t  
for the senior nanagers w b  were politically against a price increase at 
m y  met, asad to qapathim w i t h -  whobadnot beeninvolve8 in t b  
task force. The harness* of ESPI support thzough the parent W s t r y  hy 
way of setting finanrial ccladitims to luan &sku-t eventually 
resulted in a tariff incrnnnn t u  place. 



U) project is vastly 
dif ferant- f ram &toting a =re caxventicxial interntian which h s  
clearly defined ~ s i c a l  outputs. The =SSP involved a mix of capital 
develogamnt [ e s i c a l  outputs) and TA, but f y  t b  very nature of tfie ID 
a ,  thdf TA w a e  prst eaaily mamrable since it was t b  
-terparts bad the fihill resmibihiw for inplem.~tiw CIE 
recamdatians, aot the TA team. 

3hB -rent dif ficultiee of zrmitgrirrg an ID project were re- by 
t S M 3  right fram t b  start  mi the Pmject fapar eaatained specific 
mctiars hiQtrlighting ChB critical quest-, key M a t o r s ,  data 
collectian d analysia neceamry f ~ r  project nmitoring and evaluatiaa. 
Overall d t ~ r w  w carried out by LEAID a the basis of a logicid 
fraammrk mtrix a c h  was  deaigmd to overcxuce tbe three mjor prdezn 
areas which t w  to castrain m a n h g d u l  project eYalwtia, r m ~ l y  
vague project p l m n i x ~  (mltiple objectivee not clearly related to project 
activities); lrecbesv w t  r m i b i l i t y  (reluctance to take an 
reqmaibility becam of external factors bqaad mnagemmt ' s cantrd 1 ; 

a negative attitude in general to t b  Bvaluatiaa ccmcept fcaU138d by 
lack of char targets and r-ibilities) . 
Aa irvnvntive and highly aucceasful approach which was alao adcpted by 
?LEO w a s  t b  annual project m4itot- carried wt .by  a two-msn team fran 
t b  Water and Wtat iaa  r B d t h  fro ject (WSI). Tbe team leader 
rd uch-ed thtouQhout t b  project and ~ h c e  he had dl80 been 
involve3 in initial project greparatiaa he b d  a caaprebnive 
appretiatian uf project needs. The 8ecmd Ember of the team rms selected 
to reflect a curreat priority area at the tine of project mmitoring. 

The procedure used was as follows: 

shifts 
o Five-day workabp in an out-of-t~~n bcatacm to b y  ID 

issues and to develop an actiaa plan for the niext m. Tbe 
workshop was  attended by counterparts and t b  TA team 

o Preseatatian of final report w i t h  debriefiPgs to 
IrEAID/Cola&a, M D B  executive ar;maa-t , Secretary- aPd ' 
TA Project Manager 

Th;ls annual ' event was r&pected and appreciated by couoterparts eDd 
casultants  allke surce it gave an opportunity for all arrin interrial 
M D B  actors involved in t l ~  ID process to ~ t ,  away fraaa t h  deaands of 
day-so-day operati-, and to diacws objectively lmi thbgs were -ips. 
The fact that the d t o r i a g  ream leader bad h e n  involved with tbe 
prqect frdm the outset amat that he knew all ths perseaalitiea involved 
and could st& b c k  aad analyse exactly what was happening and why. Ihe 
TA team c e r t a d y  found t k  event highly profitablersb&-ir enabled 
priorities to be re-focussed and hel@ prevent the ccmultants frm 
becaming institutionalized theme2ves. 
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The TA team used the following tectmques to review progress: 

o Staff -tings 
o Initiative review ~ e t i n g s  
0 Mmthly/Quarterly progresa repo-s 
o O p e r a t i d  action planning 

TIE o p e r a t i d  actiaa plan was  t b  chef nralitoring tool wed by the 
crrrsultants to quantify progress crr a regular basis. The plan was 
flexible, in that nm~ tda were add& as they evolved, a& it cavesea t b  
followjag main area8 of activity: 

o Project ma~gs?aur_nt 
o Corporate planning 
0 MIS 
o Decentralizatidn 
o Bill- and collection 
o Arblic relatians 
o Er&merins 
0 Cm4 
o Cmmmiry suppart a d  aanitatian 
0 m/tl-ainbg 
o c o l a  nester &n umtc 

A total of 154 irdivirillal task8 -re identified, each tat& specifying tbe 
tatget date and per-(s) reapansue (a mix of mmte-ts ard 
d t a n t s f .  e&cpe was reUd upcn by tbe TA team to track , 

specific initiatives and ebb inchusion of tbe cwntatpglrt nares did result 
in degree of leveraga. T b  plm was  mttd to CGAID in each f o d  
progress report. 



o Ttre counterart staff, if q u e s t i d ,  would probably 
I l y  agree that the mRin reaea~  for t b  -8 in the 
institutim's e d f s c t i v ~  w a s  tbe ID project 

A review of key operatiand iadicators for the before-project situation 
(year Demabr 1384) and at t b  end of 1990 his presented in Table 
3. Data far 1991 have not 1 ,  otbr tban for th capital 
W%Iet, becaw tbe major tariff act -  which becam effective at t h  
beg- of the year cuuld give aa wer-opthuistic &-of-project seatus. 

1990 data rer~n~ i t t  th 1 statw as it wa~ at that tfme, not 
e 8 t ~ t e . e  or targets. There can he rm ar-t that in alnesr every case 
r b  IWXIB was in a far better paairica ul 1990 c b n  in 1984. 

Table 3. %BB NGSDB Key Operatianal U c a t o r s  -- 
Before Project h d  of Project 

bdicatur ( 1984 1 ( 1990 1 

Piped water produced (M cu m/y ) 155 (a) 219 
Ilhaccormted-for-wateer t %  produced) 40-50 37 
h 1 1 d  ccanecti- (-1 - 79 {a) 185 
-1- [ t o t d  f 6100 7128 
Billed Ccamctiotli3 to euployeec ratio 13 26 

Arrears (Rs millian) 149 380 (dl 
Capitdl budget [Rs million) 1126 2087 (e) 
Rekbili tatim ( B  capital budget) 0 62 (el 

Training Section staff I c )  26 30 
Total training - trainees 458 99 1 

- peram days 3748 7044 
Ftegional t r w  days to Head Office 1: 26 5:1 

traishg days ratio 

btes (a) Average of 198311985 data. (b) 1986 (earlier years mt 
available). [c )  excludea mpport staff .  (el 1991 m t .  



Prmr regiaal mqerieace in a' lr=ag-term resident capacity ia a 
highly desirable prerqubite for key team mRmbcre 

team Wuld  carprim a mix of technical ( functional area) 
spwialista and O W I D  acpert0. 2 b  techical specialists &mdd 
have g a d  m p l e  &ills d sBwld be nnrrnrble to be- coackd 
in mckr &ills by othur ttm~ ~ r s  
Tbe Project Bkmger akuld have tb6 aam~~ profeumiad 1- 
a8 rbe- key - t i t u t h  w w r 8  8 h  helm to 8tr- 
the tnrst bri&ge between amsuLtmt/~titut~ 
Tim Project Manager wt ccntinudly d u a t u  his team's 
perfomsnce, be attrrarvl to the ercurrents of negative 
feedback a& be prepared to r-s a teas zcwbr imaediately it 
a m r s  that his canciouatioa d d  jwpemhse progress ' 

Team mubra, p r t i d a r l y  t b w  w i t h  a -cialist technical 
input, 1 ba =re acceptable i f  tbey hve had prior 
asgerience in an agency similar t o  the inatitutian e l w r e  
Cultural. rrslrme frcm t b  ~ u l t a n t 8 '  country r m ~ t  mt be 
i n p s d  aa tfie iaetintth, tllrB t8am d x d d  km careful m t  to 

cammta Which obf and, mr to innist an strategies which 
thb imtitutian uzmnfortabla 

Large &rs of ID axperm with experience inLXprblic 
-tor agew:igs mt RYiRt. T b  t- E U S ~  b e 8  careful 
~~ sf ID ar& techaid experts a d  r a i a t  be d l a m d  to 
@Ie rn CCQcepts to be aborbed & tbe team 

A ubxk apgrcach to project start-up jolts t b  
instinathi into ba- to face tbs forces tbat ars 
being ~~. T b b  in turn form an intraspxtive review m 

part of the instimtim's staff of t b  current statue and 
future goal of the organhaticxi 
Ihe linking of evidence of c-e to f d  dbbw-ts i s  a 
w f u l  strategy to farce attentiaa aa fB objectives, bU6 t b  
ming of such conditions precedent atYJuld b ext;ended arer a 
r-le perrod co d l 8  appropriate &awe strategies a& 
task-specific targets to be developed by tk ccldaultant wrlring 
in ehe htitutioa 
2 b  eulden-stock s t r a m  introducw a high risk tbat b 
cawultat will acmwr or later bava to mcrifice wmn of his 
teem &re, mt xmcessarily becaw they are iacapatibh 
w i t h  project abjectivee, but to dim the inatitutim to save 
face 
A prescriptive project design mst be at all -ts 
Basidea -ing a eeriee of potxmtially maccept&le 
m3dificatims- ca ths htitutim, it #r*irrcRlfates the d m t  
h a &id of pmceduea an8 c b q p 8  tbat be bs to try to 
i a p l e z ~ ~ ~ t  in order to satisfy his ccntractwal dligatiocss, but 

ia fact: might c a w  hi.8 dawnfall 
Aa ID project camor be deaigmd in -tail through a series of 
abrt  virsits bu specialists, bmver epplert thy may b ~ .  Such 
a r t  visits e5uwld focus ap tba =re global cksqe 
requit-%=, tbs detailed strategies a d  task-specific targets 
d d  be dewelaped callaboratively by t b  TA cmsultants and 
cotrntsrparts 
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A f l  chauge strategies, new  procedure^ mad other project 
inrementi- mmt be ownsd by the counterparter. From ownership 
cam acceptance a d  nrmrimt which tun lead to 
s u s t a i l i w  

potential -fits of inpkeatipg r m  gy~tetm nust be 
highlighted i n  order to csDgeruS4r sathusirw for supporting t b  
-st- 
Training in te-logy-cramfer e&uld b arranged early- in 
t b  project for t b  ID team arurbers 

consultants t b u l d  regularly review progress regarding 
acceptace of new sytwm & procedutes ia t b i r  crwn areas of 
specializaticm. 'Its r m l t s  shauld be shared arcx~ the team 
zwnbts  and frequent "PrainRtoraringm sesaioas held to damlop 
hpr& strategies to were- owrssr&ip-transfer probhrm. 
rn cogsulta~ts must be &ill& in t;Be foPlowhg area: 

o 6brkinq collaboratively w i t h  counterparts to develop 
atrategks 

o Training ranterparts to bave a wider visim so chat t b y  
begin to develop aolutiaaa to problem tbmselves 

o Transferring a w e  -ept to a counterpart in such a 
way that the counterpart believes tbat it was his idea 

o Show- & -1e that id- caa work 
o Ete-sing t2.e optimrm tisre u b n J  to intrduce a aew 

strategy iard at  &at level in tfie or-tioa (select: the 
.path of least reaieCzmcel 

Da1eigati.m Breeds Midewze 

Fbsitive delegatiaa of autbrity pragmmau?n are essential for : 
awing dhm&natisa of new systexme - makership thrsugbcyut 
tlm instituticm 
mianal decentralizatiaa is a valid mc3ans of achieving 
d~legatioe a& is highly srrited to a service agency which has a 
large ueu of juriadictiaR 
Pr-c~t lcar r  of delsgatiar prograrann t ke backad up w i t h  
initiatittes to iscra;lan -t arrd textmica1 skills arrd to 
pravide EBe rsystene and procedures 

increased degree of d i -  resulting fradelegatian ' 

d f e e t a  iceelf in a xpeasu~able ioproved operaxi& 
performance axd a will- to take can -re res~~~36Lbiiitiea 
Intangible benefit8 of delegatim are significant and 
contrLfwte greatly to t b  institutional upgrading as a w b l e ,  
particularly in the areas of sectoral policy foncdation and 
liaiau2 with the external environrrr?ot 
Care x w t  b taka not to ~ q l e c t  tbae areas of 
institution w h i c h  are not directly involved in t b  delesatid 
&centtalizatim program?. Failure to becocE iavoLved with 
sMCh are- intrduces t b  risk of creat* a batden& reistaxice 
,to change, &xi& altkmgb amsll in size may hinder furthzr U) 
initiatives if the p e r h i t i e s  involved are sufficieatly high 
in t b  mnagemnt hierarchy 



r e  ia a real r i a  CQ a lcmg-term Ip project for th TA team 
to baxe caught up ia ths axiautitm of procedural deta%ls 
ratbr than fcmm~ing ar ehe warafl visian. -re is also a 
tLi* rids that the TA team may drift fram t b  admittedly mre 
difficult aod tim-c#mming praxes d t a o t  role to a xmre 
prescriptive role, whi& may appear to result in k i g h t d  
progreea but dcw%3 not enaure eusrniruhility 
An external -tor- team visiting the project on a regular 
&is will help to coucter the adverse t w i e s  mmtioosd 
abve 
Tbe nmitorw  tea^^^ sbwld be c w r i s e d  of the imms h r s  (or 
at leaat have tkm 8aum Team Leader) in order to ensure 
cantinuicy of approach 
The nmitorm 'team h r a  m ~ g t  be we11 veraed in ID ~ m r ~ p t s ,  
with a highly attuersd cultural sensitivity 
m' &tor- team rmst interact not with tbe internal ID 
protagmists fooaeultanta and counterparts) but alea tb key . 
actore in t b  external envircmmnt (parent kfbhtry, ESAs) 
TtY3 &torir~ team Sbwld heave k&bd a well+xumnted 
report ~i~ tbe canems e x p r d  at  tbe interview, t b  

~ outaum oE the wrksfrop (particularly tbe action plan) a d  
general iupreggiaua a£ project progress 

team &auld focus c o ~ t k u a l l y  on the issue of 
sust ; l i i l i ty  and not hesitate to re- even major changes 
in project approach, resource upts, project duratiun, etc. 
necessary to achieve t h i s  goal 



&toring uzam should be willing to offer &vice of a 
canfideatial nature to the TA team to kelp then wetcame aoy 
specific hplemmtation problems 

Political force8 exist in ths external envirnnrpnt which can be 
used to accelerate ti-m wesall ID armpsltu. Such forces h u l d  
preferably be defincvl collaboratively with counterpart staff EG 
t b  h x i t u t i o n  as a wble can reallse t h ~  bmefit to be gained 
of hprwipq its perfonmnce so as to appear to the external 
envir-t to be wrthwhile supporting 
Formal raeetings h u l d  be arraxqed an a frequent basis between 
t h  political lobby and the mstltutiacl to review ID strategies 
and to openly d i m s  the effects of tbe external environment 
# t b  stated upgrading goals 
Efforts &uld be made to rrmsc~ously u w l v e  in the ID process 
those ES& w b  are d t t e d  to llnkirzp funding to evidence of 
operatianal perf o m c e  ixprwenent 
Negative forces in thu external envir-t can d y  be dealt: 
with by inproving t h e  imatitutmn's performme so that the 
pxirim forcea outweigh tbe negative forces. Defensive 
aperating strategies can be irplemmtd such as f o d d  
procsdttres to priorithe a-, review tariffs, give new 
ccmnectim~, etc 
'Ib ID team sbwld ichtify t b a e  inBivi&ds in the ecternal 
enviroamrrt w b  can apply emugh presmte to enable certaia ZD 
strategies to be accelerated i f  blockages within t b  
a t i t u t im  arise. T h e  strategy s b d d  preferably be covert 
(witbut t b  iawlv-t of counterparts) acid extreme care rmst 
be exercised to enswe tbat tbe forces d- are totally in 
rnscordaaee w i t h  the U) goals a d  d~ not negate the basic 

of achieving ID &rough t b  participative process 
Iks- W external e~viraamsz to supprt inatituti-l  
w a d i n g  is a valid strategy, but tbe ID team nust always be 
cmsciuw of &s fact that this strategy mrst ramin secondary 
to tbat of blp-  tbe i s s t i e u t i m  develop itself frum witbin. 
It is all tclo easy to drift from the procees cunsultatim to 
che prescriptive mde. with the result that the exte-1 
~ v i r ~ t  b e c a ~ a  the main instigator for performaace 
u p g r w .  Zaprovemxxs achieved in this way will aot be 
sustauxble 

Sustainabiliry can b defmed aa tbe ability of the Wti tu t ion  to perform 
effectively after t h  PD team has departed and after dntvrr assistance fSag 
baen terminated. Factors which suggest a strang likel- of sustained 
perfomence ar project canpletia were as follows: 

Institurian Related: 

o Decmtrdized structure (respxiive to c m m m t s )  
Q Straag f inilncial caiseiousnea~ 
o .  Acceptance of enphyee prformaace evafwtiacr p r m  
o Acceptance of caammiw participation process 



o Financially viable 
o Cowrate plannbg/policy developrrrent caplr'rbility 
0 Canpetent managan3nt skills 
o Potentidly attractive for privatization 

Bcternal Fsvirmmut Related: 

o Utter apply  sector policy issues being managed by MJSL)B 
o Strag  support frorm a 
o W e - t  eclclNunic p ~ l i c y  fra31~110rk s t r ~ ~ ~ 9 1 y  mtpp~tts 

financial goals of M D B  
o Pamnt Muustry highly appreciative of -roved canarrmer 

satisfaction achieved m o a  decentralized kWDB officeg arxi 
local. political lobby 

'&rs fin;ulcial hRa'lth of t b  i n s t i t u t i a  unrhtthtedly mSms the prospect of 
privatizatiaa -re attractive. T t e  pmjecred I991 financial status 
indicates a substantial aurplrrs for t b  -titutica as a wble (estkted 
Ra.293 axillioa) even taking into accorwr a wrtiaa of debt service 
repayrnrent. Two ouc of t b  five SCs e b w  a surplue aPd w i t h i n  Central K C ,  
which sbwa a deficit as a b l e ,  &darawlla RaQim ia projected to earn 
a total surplus of b . 6  millim in 1991. Tariff intreaaes projected for 
1992 aod 1993 will enable total debt service to be s9cwered gram end 1993 
caws&. thee tariff increases are unlikely to  be^ tcm -row, pr-1y 
lws 10% overall. 

~ n G ~  

llse &or leseua learasd aa t.be WSSSPbs heen tbat ID is2#esibIe to 
achieve in a W a c  aector orgakzatiaa in a developing couatry, provided 
tbat enough t is ellowed for tbs change atratsgies to take effect. It 
is suggested that six years is a p e r i d  m which to bas8 a project 
design for thia k i d  of iLltementiQn. 

U) defined in thia report is wt restricted to the k t 4  
or-tim, but emm@amw alao' tbe external eavimamsnt in which ttw 
institution operates. As a result a axprehsmive ID project mmt B&L to 
take into account t b  forcas acting in external e~vircmnreot in such a 
way tbat w i t i v e  forces are harnessed to e u m r t  specific institutid 
upgredbg iaitiarivlea and pltrategiea a&pted to COtlPtes those negative 
forces which adversely met t b  uagradhg prsceas. 



The project took place in an a t m e e r e  of cmtiauiag cultural s h c k  
(civil insurrection, civil war, national ecnnhmic refom).  It is a mtcer 
of conjecture to w h t b r  or mt the sarrre degree of success would have 
l>eea achieved without such forces at  work. It is suggested that a srabfe 
Nitical envir-t, a balthy e- and a absence of incemal s t r i f e  
v d d  have significantly reduced g n e h t  incentim to support tb 
dmgea taking plack in t b  NkGDB. A t  h t ,  t k  ID process would 
cOQceivab1y bave tdkea mch langer than 77 zmrbs. 

To conclude, t k  project b r e  out a m  af ths les- learned wer ten 
yeare experience f rosl tb= WSH project, w m l y  a t  h t i t u t l d  cbngm 
is m l y  r e  caxplicated than zt appears initially and requires great 
williagmaas to revise plans a d  strateglea ;n accordance w i t h  eventa. 
initial raaprehensiva approach to project: design waa acutnd but tbe 
inplexeataticm of a conprekmive approach right f ram the project s t a t  
failed. The later adoption of a =re selective iaplmeutatiaz strat-, 
focussing an =re receptive a& feasibie operatianal areas, uas 
auccesaful. *s atbeervation suggests that success in selective areas will 
bave a ripple effecr an o a r  parts of r h  hatitutian. Uthough many 
projects eswse ID in name d y  very few are particularly c a w e d  w i t h  
c h  details of its inplemntatim. ID project for the NEIIB has 
denrmstrated that ID concepts can be put into practice provided that m 
b t i t u t i d  and external-enviramiat specifrc appruach is adopted. 


