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INTRODUCTION

The purpcse of thia -eport 18 ot oaly to satisfy the USAID contractural
requirements for a formal documentation of project activities but also to
present to a wider audience the more significant elements of what is
perhaps the most comprehbensive and innovative institutional development
project carried out to date for a public sector water supply agency in a
less developed country.

Because of the increasingly widespread appreciation of the advantages of
instituticonal development as a key factor in supporting both the sectoral
and npational development plans of external support agencies, and in
helping to achieve specific project sustainability, it is believed that
interest in this report will not be restricted only to those who have been
actively involved in the project. In particular, other external support
agencies, other public sector authorities both in Sri Lanka and elsewhere,
USAID missicns in various countries, and specialists in the field of
instituticpal development should find in the report scmething of relevance
to their own particular interests. The implementation timeframe of this
instituticnal development effort was almost 8ix and a half years of
continuing consultant input. Many lessons were learned in this period and
many of these leassons are highly relevant, not just to the specific case
of the National Watsr Supply and Drainage Board, but also to institutiomal
development of utility agencies elsewhere. The report concentrates on the
institutional development elements of the Water Supply and Sanitation .
Sector Project, other project activities which were not directly related :
to institutional upgrading are dealt with in separate reports.

It iz hoped that this report will assist in some way to stimilate the

growing interest among donors, practitioners, and utility agencies in the
important field of instituticoal development. It must be stated at the -
outeet that although problem areas and impediments to instituticnal
development are discussed, no criticism is intended of any individual,

group oOr organization. Rather it is believed that a frank but objective .
review of what really happensd will be of benefit to all concerned parties

and to external o©bservers. Resigtance to change is a characterlsnc of S

any organization and must not be seen to be samething peculiar to eithe: _
the Naticmal Water Supply and Drainage Board in particular or Sri I..anka in
general .



PROJECT SYNTHESIS

The Water Supply and Sanitation Sector Project {WSSSP) was conceived by
USAID in respanse GO a growing recognition among the international donor
commnity of the advantages to be gained from strengthening
participating-country instituticne 1in order to maximise the benefits of
development initiatives. This recognition was none more acute than in the
water supply and sanitation sector, where it soon became apparent that the
goals of the International! Drinking Water Supply and Sanitatios Decade
(IDWSSD) would not be achieved unless the inherent serious weaknesses in
the ability of sector institutions tc manage, operate and malntain water
and sanitation sSystems were corrected.

The focus of the WSSSP was the Natianal Water Supply and Drainage Board
(NWSDB) of Sri Lanka. The NWSDB had been formed ocut of the Department of
Water Supply and Drainage in January 1975 as an autonospus body under the
then Ministry of Local Government, Housing and Construction {(MUGHC). It
was charged primarily with developing, providing, operating and
controlling efficient water supply facilities, to distribute water for
public, domestic or industrial purpocses ancd to charge for same. Other
duties of the NWSDB included such functions as the provision of piped
sewerage facilities, research and training. At its inception the NWSDB had
a staff of about 1600 and was responsible for operating 96 schemes.

At the time of the project preparatiocn in late 1983/early 1984, the NWSDB
was respansible for the management of 161 piped-supply schemes and its
staff had increased to almost 6000, about half of whom were casual
employees. Although the agency was functianing reasonably well in terms of
construction of new schemes, performance was less than satisfactory in the
areas of scheme operation and financial viability. In 1983 for example,
collections represented anly 123 of O0&M cost and the number of billed
caonsumers to staff ratio was only 8.4.

The basic problems with the NWEDB at the time of project design was that
it had not been able to came to gripse with the very significant role shift
occasianed by its change fram & Government Department to a public
corporation (see Figure 1l). The new role demanded that its focus of
attention be changed from capital projects to O8M and consumer billing.
Thie change in focus represented a radical redirection of emphasis, one
that the NWSDB was not easily in a position to absorb. The NWSDS
management in 1984 was almost entirely comprised of the pre-1875 cadre,
the organizational culture and operating procedures of the old department
had been carried over to the corporaticn with no substantive change.

The operational deficiencies resulting from the change in emphasis could

L)

be summarised as follows:

Negligible emphasis on O&M

Minimal commitment to financial viability

Negligible accounting/budget discipline

No corporate planning

Little attention to commpity/user ccasiderations.

Reliant an Government subsidies

Totally reactive to direction fram MLGHC, local authorities and
Members of Parliament

CO0OO0O00O00O0



PRE 1975: GOVERNMENT DEPARTMENT

Emphasis on civil engineering capital
projects from planning through design
to construction, basicaily for new schemes

FROM 19751 PUBLIC CORPORATION

Commercially- oriented consumer service

v ' v

PRIMARY EMPHASIS 1

» Operation and maintenance !

s Consumer billing v
SUPPORTING EMPHASIS

Resulting

+ Financial management role change

« Public relations

« Corporate planning

s Humon resource development
. Communify participation

« Croundwaler deve!cpmené

» Planning, design, construchon
{ rehabilitation as well as new schemes)

Figure 1
functional Change Resulting from Formation of NWSDB

These deficiencies could not be overcome wlchout a change in basic MDB _ :
ataff attitude, supported by new operaticnal skills and procedures.
Project Objectives and Terme of Reference

The project had two <=lements, a coaprehensive institutional building
- component and a programme to improve health education and rural sanitation

services through the integratica of MWSDB activities with the Ms.mstry of

Health (MDH).

Tnree basic objectives of the 1institutional - building element were
defined as followse: o

o consolidating the NWSDB organization responsible for a ma"or
World Bank~-funded infrastructure project in the south-western
portion of <he country with the separate NWSDB orgamizaticn
responsible for activities in the rest of Sri Lanka )



© decentralizing to the regions

0 changing the overall crganizaticon structure, attitudes and
acticng to make the cperaticn and maintenance (O&M) activities
of the NWSDB the most ipportant mission

The principal objective of the health education, sanitation and cammnity
participation element was to ensure, through a process of formal
coordinatian among the NWSDB, MIH, participating Non-Governmental
Organizaticnge (NGOs) and beneficiary commmities, that health education
and sanitation services would be delivered to the commmnities
simultanecusly with the provision of new or upgraded water supply
facilities.

The Terms of Reference included a comprehensive scope of work directed at
satisfying the four primary objectives (reorganization/decentralizatian;
upgraded policies/procedures; O&M emphasis; health education/sanitation/
cammunlity - participation). The principal items to be addressed under the
institutianal development (ID) compopnent coonsisted of provision of
technical assistance (TA), training, commodity procurement, regicnal
facilities construction and rehabilitation and research activities.

The total estimated project cost at the time of inception, excluding
cantingencies and inflation allowances was $13.85 million, of which TA
costs related to the ID and health components were estimated to account
for 25%, at $3.52 million. Total USAID funds, of which 42% were grant:
funds, represented about 68% of the total estimated project costs. The
inclusion of caootingencies and inflatiocn increased the total estimated
cost to USS19.6 million. In terms of NWSDB capital and operating budgets
the 5ri Lankan Goverament contributione to the project cost were not
expected to represent more than about 31 and 5.4% respectively.

These data are presented to illustrate that although ID (and also health
education) are essentially P"software" projects, associated "hargdware”
{nc~-TA)} coste represented no leass than three quarters. of the total
pProject costa.

TA Resource Mobilization

Following a competitive request for proposals (RFP) procedure, the prime
contract was signed between Ehgineering—Science Inc. (ES) and USAID in
February 1985 with an effective start date of I April 1985. mrmg the
implementation of the project a number of consulting companies and
specialist service companies were sub-contracted to ES, primarily to
provide local professicnal expertise. The main subcontractors were .as
follows:

¢ Emst & Wnhinpey, Sri Lanka (later cba.nged to Ernsr & Young, Sri
Lanka)

@ Resources Development Consultants Ltd., Sri Lanka

o Ceywater Cmmsultants, Sri Lanka {Colombo Water Supply Master
Plan Cogponent anly) :

o Cannell Bros. Company Ltd. USA (procurement service agency)



The prime contract was amended on a number of occasicns throughout the
life of the project, the net result being that the origimal project
duration was increased by 93% fram 40 to 77 moaths, and the professicaal
input (on-site expatriate and Sri Lankan) was increased by 79% from 44C to
786 person-wonths. This input excludes that allocated to the upgrading of
the Greater Colambo Water Supply Master Plan, a separate camponent added
to the project in 1990.

PROJECT IMPLEMENTATION STRATEGY

The project was implemented on the basic premise that ID 1s internal
organization development (0D)] combined with harnessing the opportunities
and countering the threats which exist 1in the external envirooment
impacting the instituticn (Figure 2). Whereas OD is the development of an
institution’s effectiveness within the confines of the institutian’s
stated mission and culture, ID seeks in additicn to take account of the
wider institutional ramificatiocas, such as linkages with other
authorities, sectoral goals and policies and possible modifications of the
role of the institution within the external environment.

In the case of the NWSDB, a strictly OD approach would concentrate oo
improvements in internal organization procedures, technical task-specific .
target development, upgrading management effectiveness, operatiaonal
planning and performance monitoring. By comparisan, ID would add on an
analysis of national sector policies and goals, corporate planning in the
cantext of sector oneeds, external stakeholder priorities and an analysis
of liaiscn mechaniams and deqgrees of influance relating to key agencies
operating in the external envircmament, particularly government Ministries
and external support agenciles (ESAs).

It soon became apparent that in order to enoander support for the more
sensitive aspects of the ID process that linkages had to be established
with the wider operational environment. These linkages served two
principal purposes, firstly, to widen the consultation process and
secondly, to explore the possibilities of leverage being applied to
accelerate the change mmentum. These informal liasion linkages are shown
in Figure 3. The frequency of the ad-hoc meetings varied, those involving
USAID, M and the ESAs, were typically on a quarterly basis. On occasions
NWSDB executive management were involved in the USAID and MHC sessions.
The strategy used to involve the external stakeholders and thereby support
the ID initiatives were broadly as follows:

o Establiash laong-term performance improvement programpe (done
participatively with counterovart staff) '

o Continually seek support of Ministry of Housing & Construction
{MHC ) 7/Extternal Support Agency (ESA) for general cancepts of
performance improvement programme

o Link goals of performance improvemant programme to those of ESA
stakeholdsrs (eg. cost recovery, tariff reform)

o Identify ahort-term achievable igprovements that will please
political stakeholders (eg. reduce consumer complaints, improve
water quality)

o Sustain the cycle by constantly reviewing the improvement
programme and modifying as necessary to reflect changing
priorities (eg. new emphasis cn decentralizatian)
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In accordance with the philoslopy of serving as process consultants,
change agents or catalysts, the TA team basically operated in & pivotal
role, facilitating and mnitoring the ID process {(Figure 4). Of course,
when it was necessary to secure the support of external stakeholders in
order to sustain ID momentum, a more prescriptive mode was adopted. This
dual approach demanded a very delicate balance between coaching and
helping the institution to solve its own problems and applying pressure to
overcome those blockages that appeared to be particularly ilntransigent to
the process consultation method.

The decision to move into the prescriptive mode was not taken lightly, it
was discussed in detail with the extermal actor concerned and great care
was taken to ensure that the preasure was in accordance with the stated ID
goals, supported by the wider sectoral goals of government. Typical
examples of problems which were overcome by this method included some
senior staff changes, delegation of authority to RSCs, staff retrenchment
and tariff reform. Of course, the end results of such pressure were pot
always as anticipated. The effect was to unleash a force which impacted
the institution 1n such a way that the reaction could be in various
dimensions.

Although the use of external stakeholders became a recognised and indeed
an essential element of the ID process, it was politically dangercus, both
because of the unseen spin-off results and the risk of exposure which
could totally necgate the confidence built up between the TA team and the
inatitution. Of course, the use of the external environment in this way
did become more widely known, but it was never openly discussed, probably
because it was seen by all parties that its pet effect on instituticmal
change wag generally positive.

ID Bubbles

A trend which the ID consultant must coatinually guard agaimst is that of
the institution becoming dependent on the consultant. This trend is more
prevalent with long-term team members who often unwittingly take on more
and more implementaticn responsibility so that when they eventually leave
the reforms fail because there has been no effort to achieve
sustainability. The net effect is akin to an "ID Bubble,” which is blown
up by the outside experts and which bursts when the support 1s withdrawn
at the end of the project. The only way to guard against consultant
dependency is to continually monitor the individual team member’s input,
and to insist on occasicpal pulling back so as to permit the client to
take oo the ownership of a new procedure. kegular staff meetings, ocoe-on-
cne discussions with team members and probing interviews with counterpart
staff are essential rools for the Project Manager to use in this area.

Cultural Campatability

An ID comsultant must be sensitive to the culture of the organization in
which he is working. This may not be easy if the consultant i1s from a
western society and the instituticn is located in Asia. At the start of
the project the understanding of the NWSDB culture was sparse to say the
least and meny of the early ID initiatives, as well as the degree of
emphasis placed on specific abjectives at the project preparaticn stage,
reflected a lack of appreciation of the forces and norms at work within
the institution. Differentiating between what people "say" and what people
actually ®"do" is not an ability which can be learned from a few quack
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visite and formml discussion sessions. The anly wey to understand a -
culture is to live in it, for a considerable length of time, and not just -
as an cutside cbeerver, but as & participant. - : :

One of the fundamental facets of the NWSDB culture was that it was an
engineering-dominated organization. The ID project introduced a different
emphasis, on O8M and commercial awareness for example, functions that were
alien to traditional civil engineers and were seen as a threat. to their
power Dbase. The project, therefore, generated a basic feeling of .
insecurity cn the psrt of the engineers. The ranks were closed, and -

resistance to the project grew until sacrifices had to be made through -

implementing major changes in key persomnel in both the TA team and NWSDB -
executive management towaids the end of the first year. : :

At the start of the ID intervention the culture of the NWSDB could be |
summarised as exhibiting the following features: :

conflict avoidance _

sub—group cohesiveness (enginser-dominated)

peer sensitivity and a high level of protectivensss o
burying individual accountability in collective responsibility
personnel/group agenda rather than corvorate agenda

avoidance of open commkmication : - .
reliance oa written procedures (oo flexibility or innovative
approaches to problem solving) '

0000000



hierarchical management style

astatus conscious (profeasicnal engineers)

negative outlook towards problem resclutiocn

copmittees solve everything

avoldance of performance measurement

jealousy of individual success (contra to group collectivity
and samenesas)

000000

Culture is dynamic, people from cme culture can adjust to another culture
and a host culture can also change. If this premise were not so then
advances and ideas developed in ane country would never be absorbed by
another. Such change was evident on the WSSSP, with most of the TA team
members gradually coming to understand and respect the institution’s
culture, whilst at the same time the culture of the institution gradually
changed as the project progressed. The culture of an organization may be
changed by shock treatment (say by making an abrupt change in organizatian
stucture, bringing in new managers fram the outside) or it may be changed
by a more gradual consensual procese among the organization’s members by
seeking prior agreement o the direction in which they should be moving.
Both dimensions were at work in the NWSDB.

IMPLEMENTATION OVERVIEW
National Eovirooment

The WSSSP was implemented during a period of naticnal upheaval, in terms
of both economic stability and social upheaval. From 1983 the ethnic
conflict in the Northern and later the Eastern Province resulted in
serious damage and dislocation to the production capacity of the area.
Development virtually ceased, commmities were digpersed and the local
economy functioned well below the normal levels. The second major problem
was the period of civil disturbance comnected with the Janatha Vimukthi
Peramma {JVP) which after smpuldering during 1987, rapidly escalated in

the Southern Province in 1988 and threatened to engulf almpst the entire

country in 1985. The number of violent deaths resulting from the ethnic
conflict and the subversive insurrection during the second half of 1989
was equivalent to an annual rate. of about 165/100000 populaticm. Work
stoppages, disruptions to transport, commmicaticns, banking aod financial
servicee which resulted from the civil strife, all had a serious negative
impact on the economy. _

With the holding of naticnal general and presidential elections in
December 1988 and February 1989 rspectively, and the suppression of the
JVP insurrecticn by the end of 1989, the overall situation began to
improve. The new government began to implement a structural adjustment
programme aimed at reducing wastage and inefficiencies in the government -
sector and encouraging private sector investment and expansion. Two other -
key policies were a new industrial strategy designed to diversify the
econony and ensure a more equitable distributicn of income and wealth and
a poverty allieviation programme founded on helping the poor build up -
their asser base through productive employment.

The effect of this naticnal upheaval cn the operatiocns of the NWSDB was
significant, although not as catrostrophic as might be imagined. Apart
fron the fear psychosis which affected almost everybody in Sri Lanka,
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day-to-day operations were frequently interrupted by JVP-inspired curfews,
carpaigns to refuse paying water bills and even intimidation of NWSDB
officers who were involved in revenue-related activities such as meter
reading, dizcanpectins and payment collections. NWSDB property was
damaged and oo one occasicn the staff of a Regicnal Office were physically
attacked. '

Cne of the most visible impacts of the naticnal situation was on
collections. On average, the period of insurrectian reduced total natiomal
collections by about 30%. The adverse effect of the external political
environment on the NWSDB financial status was particularly marked in 1988
when electioneering gambits such as a governrent-mandated salary- rise of
about 45% and the conversion of almost 2500 casual employees to permanent
status increased operating costs by about 12%. '

ID as an Evolutionary Process

The process of ID is dynamic, cyclical and subject to all the positive and -
negative forces at work both within the institution and in the external -
envircoment. The process 1s shown diagrammatically in Figure 5 as an:
ascending spiral, with a range of positive forces being brought into play
to counter and overcame pressures acting -against change. The need for
"hardware™ inputs such as equipment, facilities and overseas training -
tours 18 recognised, not just to upgrade the asset base of the institution
but also to provide incentives to accept changes.

The net effect of the four main forces at work {internal culture; OD';- |

political environment: ESAa) is ta produce a series of overlapping or
inter-twined ID sub-cycles. Specific examples arc shown 1in Figure 6. @

Constant attention must be paid to the relative strengths of these forces,
the objective being to continually manage the ID interventions in such a @
way that the combined affect of all the forces remains positive (above the
horizontal axis in Figure 6). :

Project Phases

The project exhibited a progression of distinct phases as the initial -
resistance faded and support for institutional strengthening increased.
Modifications to . the project scope also signalled changes in emphasis with'
correspanding phase shifts. In a simplified form, the more easxly-
definable project phases are identified in Figure 7. _

An ID project is usually commissioned at the behest of the instituticn,
generally Dbecause its management or directors wish to uaprove the

nstitution’s effectiveness, or because it is moving into a new field or o
because new ownership demands a new business philosophy. In the case of -

the NWSDE the real impetus for change came initially from the donor &

community who wished to 8ee an increased level of accountabzhty and a3

greater return on their investments.

Traditionally, an ID _interve.ntion proceeds along a cagefully balanced

path, specialist consultants are called in (assuming that there is po in- .
house OD/ID capability) to assess the weaknesses, and over time strategies
are developed, in participation with the ataff of the institution, to-
bring about change. In accordance with the theory of process consultation, -
reforms must be developed with the full involvement of the staff so t:hat_ '
the ID process is "owned" by the institution. :

-1u-
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1984 PROJECT DESIGN DONOR DRIVEN

1985 LEARNING/ ADJUSTING THREAT TO EXISTING
¢ NWSDB REORGAN!ZATION ORDER/ RESISTANCE
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¢ NEW NWSDB CHAIRMAN
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e ENHANCED DELEGATION
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s EMPLEYEE PERFORMANCE EVALUATION INSTITUTION  DRIVEN

Figure 7
Institutional  Developmen! Phases

In the case of the NWSDB, the sudden-shock approach was used for project
start-up. There were a nurber of reascns for this decision. The preoject
had been developed during 1983/1984 cthrougn visits of USAID-sponsored
experts to assess NWSDB operaticns and it was firmly believed by USAID
.that the reccamendations of such visits were wholly appropriate, to the
extent that they were enshrined as concrete objectives and outputs in the

Project Paper. An additional reascn was that the timeframe for ths project
did not permit a gradualist approach. Although the Project Paper specified
ap overall S-year pericd, from project authorization in August 1984 to
completion in Acgust 1989, the period allotted for TA input was only 40
maths. - It i8 probably correct to state that although this suddan-shock
approach to project initiaticn and the almost wholly prescriptive pature
of the project design were totally counter to the more traditiopalist
philosophy of the gradualist approach, with all that it implied in terms
of building client owpership of the change process, the positive result
was that the institution was forgced into addressing the change issues.

-12-



The “"learning/adjusting® and "developing strategies for change” phases
{Figure 7) which were evident during the initial project implementaticn
period of 1985/1986, were symptomatic of the project start-up approach.
The npatural resistance to change which had been simmering since the
project started in April 1985 finally came toc a head towards the end of
the year with a succession of accusations fram the NWSDB engineer-
menagers that the TA copsultants were not having any beneficial effect and
were in fact counter-productive. These accusations were directed to the
parent Miniatry and the net result was the changes in key TA team members
and NWSDB executive management ; ~eviously referred to.

Qone positive outcome of this change resistance was that the ready use made
by those mounting the resistance to seek support from the external,
political environment, was instrumental in bolstering and improving the
liaison process between the ID consultants and the same external forces.
There was now a commn meeting ground and it was found that the objections
raised by the variocus pressure groups could be put in perspective and
-almpst totally nullified by the adoption of appropriate strategies: wm.ch_ '

had the backing of the external political sector.

I@entification of Key Areas

As the  project progressed and the initial resistance began to subside, a
gtrategy was mapped out to prioritize the consultant J.nput in such' a way
that success could be achieved in key areas which would in turn generate
increased support for further changes. The initial concept of overall
cutreach was changed toO cne based cn pilot demcnstraticn projects. In the
time available and with the limited specialist rescurces (at least until
the prime contract was amended) it quickly became evident that a great:
deal of effort was being expended for very little return. Countless
consultant hours were being spent in protracted deliberatians over such
issues as Jjob specifications, scheme design criteria, com.:mt:y
participation techniques, and commodity listing. Important as these issues
were, they were not directed towards the mejor focus of change to create a
ccemercially-oriented water supply agency with considerably enhanced

autoncary, in terms of its freedom to develop policies and anlemnc
procedures,

Six principal pathways to institutiomal atrengchem.ng were identified, not
all at once, same only becams apparent in the second year of the project.
These pathways are identified in Figure 8, the pathway - nodes mgmfymg
specific interventions which were key bm.ldmg blocks in securing goal
achievement. '

The cancept of pilot demvmstration projects was applied to almost all the
pathway- nodes shown in Figure 8. In this way a more intensive -
concentration of effort could be directed, usually in a specific region,
problems iromed out in a collaborative mode, and ownership by NWSDB staff
secured relatively early.

The positive result of demonstrating the applicability of a particular
strategy in one area was that the NWSDB staff associated with the pilot
test Dbecame advocates of the process and hoiped to ®"sell® it to the rest
of the mscn_:u'czm Also, as the project progressed, those regions or
areas which had oot beea involved in the test started to demand that they
also be included, they did not want to be left behind. Eventually, the
process developed its own mogentum and, particularly in issues related to
decentralization, accelerated and expanded to such an extent that it was
difficult for the ID team to provide the necessary support.
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Principal Pathways to Institutional Strengthening

TYPICAL ID INOITIATIVES
Decentralization

Decencralization of the MNM&ESDB was without doubt the most a:.gm.f:.cant: ID P

initiative undertaken, not least because it resulted in so many ocbet
positive spin-offs which assisted the ID momentum overall. _

The five RSCs as existing in Auguat 1991 arednunm?xgureg Ah.tqh_f'-

degree of decentralization had been achieved in two RSCs, (Southern and
Central), a somewhat lower level in Greater Colombo and Western RSC and,

with the excepticn of Ampara Region which case under the temporary purview - S
of Central RSC, no progress at all in North-Eastern RSC because of the

continuing adverse security situation.

The degree of Head Office authority delegation achieved was far m excess C
of that ever enviesaged at the start of ths ptoject, the shift of |

functional area responsibilities being summarised in Table 1. One of the
key components of the decentralization effort was the dJdelegation of -

financial responsibility. The level of financial authority enjoyed by the

RSC senior managers at the end of the project was twenty times greater
(Re.500000 ccepared to Rs.25000) than that enjoyed by the engineer
managers responsible for regiocnal operatica at project inception. -



Figure 9

NWSDB Regional IRSC Office @
RSC Boundaries
Regional Office Boundgries

~ Mop of KWSDB Regional Support Centre Areos of Junsdiction

Regional Suppor! Cenlres
1 Greater Colombo

2. Southern

I Weslern

4. Central

5. Morth.Eastern

TV R

-4

Table 1.

Division of Responsibilities Between Head Office and the RSCs

Head Office

Regicnal Support Centre

© water sector master plans

o planning/design/construction
supervisicn (major naw and
rehabilitation projects)

‘0 corporate planning

o policy preparation

o development of new management
systems

- ¢ financial reporting

o persannel functions

o audits‘quality assurance

o bulk purchases/imports

o training (overseas, inter-

- agency coordinatiaon)

o performance evaluaticn

o MIS coordinatian

© national data bank

O00D00D0Q0O0CO 00

00

planﬁing/dssign/tmstruct’icn
supervision (extensians, minor
pew and rehabilitation pro;eccs)
groundwater development
operations and mm:enance/water-
quality monitoring

community support/sanitation
billing/collection

financial management/budget control
personnel furctions :
local purchases

local and on-the—job tra:.mng
performance evaluatmn

MIS

liaison with decentralized
government agencies

tralnling

regiocnal data baok




It ia difficult to summarise the ID approach that was used to achieve this

decentralization success. So meny interveations were running concurrently
that there was not, in fact, one specific intervention labelled
sdecentralization.” If it is poesible to define the "model" that evolved,
it is probably scmething on the lines of that shown in Figure 10. The ID
team were involved in each of the activities indicated, with the intensity

of involvement decreasing as the project progressed and the RSC staff

gained more confidence in trying out new systems themelvee without -
cansultant support. '

It is pertinent to note that decentralization is a time-consuming process.
In general it required from about 2 to 2.5 years to achieve 50%
decentralization status and from 3 to 3.5 years to achieve 80% status.
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The overall national decentralization programme also stimulated further
decentralization within the RSCs. An innovative approach first introduced
in Southern RSC was the concept of a "Mobile RSC Office" whereby the RSC
management aod support staff visited towns in their area of authority on a
rotation basis in order to discuss problems and explain the reasons for
such measures as tariff increases, service interrupticns, etc. The "Mobile
Office* had the effect of introducing caonsumers to the District Engineer,
OICs and other staff responaible for their area and also improved the
responsiveness of the NWSDB staff to the consumers. This concept was moet
succesaful in the south of the country where the civil insurrectian had
created a wide gulf between the people residing in the area and public-
sector officials. In 1991 C(entral RSC also adopted the strategy with
similar success. :

Management Developmant

The menagement profile of the NWEDB in 1985/1986 tended to show the
.following characteristics:

o Unwillingness to make decisions :
o Limited delegation of respansihility, most decisions, even of
an operational nature, made by executive management
© Power and influence dominated by c¢ivil engineers who ha,d a
strong bias towards capital works o
"o Limited group management skills, meetings dominated by
indivivals who were generally the mpst senior menagers preseat
o Lack of accountability and suppreasion of initiative,
reluctance tc be innovative ' R
© Absence of  |basic management system (MIS, perfc’:rmnce
indicators, budgets) '
© Strong sense of peasimism and criticism of the institution
"o Strong resistance to change, although there was an awareness
that change was required '

The management dJdevelopment intervention comprised a seriea of
interconnecting levels and continued at varying degrees of mtens.tty over
the duration of the project. The basic atrategy, as shown in Figure 11,
was to actively follow up the formal training courses with day~to-day
coaching’ by the reasident TA team. This follow-up manifested itself in two -

ways, through facilitating and assisting in mry—day operaticnal issues

and through workshope designed to address specific issues. These workshops
ranged from half a day to three dsys in duration and whenever possxble
were held away from the office, usually in a resort hotel. As for senior
management training, the workshope were preceded by an intensive series of
surveys designed to clarify need assesament, toc surface problems and to -
. secure the involvement of the NWSDB ataff in the design and actual
_ mlenmtatm of the training svent. '

Building team spirit was a hidden agenda in almetevexymnégmt .
development initiative. The TA team laboured the point continually,

constaptly showing how the menagers could profit from the support and

- experience of thair pesrs and how a cahee:.vs group was better able to
establish a positive idepntity and therely demand and receive additiomal
resources. Over time, particularly at the regicnal level, high levels of
team spirit were developed, regardless of the professicmal leanings of the
managers or their senlority. A truly decentralized corporate identity came
into existence during late 1989/early 1990, the upeurge of activities

following the break.mg of the JVP insurgency and the huge patianal slgh of "
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relief with which it was accompanied, served as a spur to this
development.

A retrospective evaluation of managere’ performance over the life of
project showed that only those who had been involved in active day-to-day
coaching by the TA team were able to adjust their management styles to
suit different work situations. The observaticn suggests, -although!
admittedly from a small sample, that formal training courses alone do not
result in instituticnal management development. The Key 18 contlnuing:
support and reinforcement through day-to-day fac;htata.ng and coach.tng an-
‘the part of resident ID consultants. :

Corporate Planning

The initial project objectives envisioned the formstion of a corporate’

planning committee as a key step in the institutianalization of the: Ser
process and early in 1986 a committee was formed, based in the Ministry of =
Local Government, Housing and Copstruction (MLGHC) and chaired by'a senior.

Ministry officer at the Additionmal Secretary level. Membership of the;
compittee ccomprised the NWSDB Chairman and GM with co-opted members:
camprising the USAID Project Officer, the TA Project Mamager and others as:
necessary depending on the agenda items. Later in the year the committee
membership was expanded to include the MGHC Director of Policy and:
Planning and a senior NWSDB manager to serve as technical secretary. The. .
comnitee met mmthly and reviewed and decided on policy and procedure:
recomendaticns submitted by various task forces and working groups.. -
Typical items addressed were limits of financial and administrative .
_delegation, procedures for project selection, functional area .
recrganization, role of commmity participation and financial viability.



Useful as these meetings were it soon become apparent that the cammittee
was not actively helping the creation of a corporate planning process in
the NWSDB. Being based in the MLGHC and chaired by a Ministry official it
was little more than a formalized pProcesa to secure governmant clearance
oo pelicy and procedure recommendations emanating fram working groups.

During the first half of 1987 when the rapidly deteriorating financial
status of the NWSDB became recognised, a request was made to USAID by
MGHC for the TA team to take on line menagement responsibilities. USAID
did not agree to placing the TA comsultants in line menagement positions
since even 1ignoring any potential serious problems of contractural
responsibility for NWSDB operatioms, this was rightly seen as a move
guided by a desire to solve ahort-terum problems {primarily those related
to financial viability) and ane which would not be in the long-term
interests of the ID process. Lins management respansibility would also be
totally contrary to the basic principles of process consultation. The
decisicn was made to disband the corporate planning committee and to form
2 Management Cell which would report direct to Secretary/MLGHC on ID
progress. The Cell comprised MJSDB estecutive menagement, the TA Project
Manager and his deputy and the resident expatriate advisor to Secretary/
MLGHC.

Although the Management Cell served an essential role in the policy
development area, particularly with respect to preparation of Cabinet
Memeranda on performance improvement atrategies, deliberations an tariff
reform, extent of decentralization, etc. it still did not meet the needs
of establishing a truly participstive in-house corporate planning
capability.

Early in 1990 the Corporate Planpning Division (C®D) was established,
headed by an Additional GM. The CPD had a high vieibility, on a par with
the operations area, and was well-positioned to ephance the status of
corporate planning within the organization.

Throughout 1990 the CPD spear-headed a programme of workshops designed
with the specific purpose of securing total NMWEDB management involvement
in the corporate planning process. Following a two~day workshop in April
attended by virtually all senior management to discuss various approaches
to secure such involvement, a4 programme of two-day operational
apalysis/action planning workshope was held in the four RSCs and for the
Head Office/Planning and Design and Construction Departments.

The basic message on each occasion was that the preparation and execution
of a corporate plan was a fundamental step towards achieving corporate
management. At each workshop the participants evaluated the strangthas,
weaknesses, opportunities and threats affecting their operatiaons,
conducted performance reviews and prepared formal plans for the three
specific areas of O&M, water supply coverage and financial /management
issues.

At a recomvening of all NWSDB senior menagers at an intensive ane-day
workshop in September 1990 the individual area-based action plans were
campressed into a MNWSDB-wide acticn agenda with specific goals and more
short-term targets established for the key areas of:

o Decentralization :
© Sevice coverage (population served, new schemes/rehabilitation,
policy on capital inveatment)
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o O&M (reduction in unaccounted-for-water, improvement in water
quality, preventive maintenance)

© Managemsat improvexent {staff optimization, enmployee
evaluation, overtime control)

o PFinancigl issues (cost recovery, billing/collectian targets,
tariffs, decentralized financial autoncamy)

Based oa the outcome of the September 1990 institutionalizatian of
corporate planning workshop, the CPD prepared the 1991 Corporte Plan which
was issued in the first quarter of the year. The plan cancentrated not
cnly on specific NWSDB objectives but also introduced a new national
strategy designed to secure total coverage of the populaticn by adequate
water supply and sanitation facilities by the year 2000. The plan and
strategy were presented at a two-day workshop in March 1991 attended by
repregentatives from the major ESAs active in the sector and from the
national irplementing agencies (formel and informal sectors).

This event marked & significant turning point in the development of the
NWSDB. The evolution of the corporate planning procese had resulted in the
NWSDB  changing from besing totally reactive to parent Ministry dictates on
matters of policy, to not only reaching out to reshape and guide the
natiocnal sectoral environment, but also to demmstrate the confidence to
present its ideas in an open forum before foreign donors and the Sri Lanka
political lobby.

Financial Viability
The key project objective to turn the NWSDB into a financially viable
organizaticn was approached through a combination of the following ID
initiatives: :

Billing and collectiocn improvements

Performa—~e budgeting (develop financial consciousneas) :
Management development (initiate performance-based operations)
Corporate plenning (raise visibility of financial viability
goal through interaction with externmal envircnment)

Financial procedures {(upgrade existing systems)

MIS {provide timely financial information)

Cost contalnment measures

Tariff reform

0000

000OQ

The basic strategy was to awaken an interest among NWSDE management {(at
all levels) for financial discipline and improvement, to develop the
rechanisms to epable financial information to be made widely available in
a tigely fashion, and to develop collaboratively financial targets
supportad as hecessary by key actors in the external environment (notably
ESAs, MAC and Ministry of Finance). '

A more rigorous approach to cost control was developed though the
introduction of & performance-based operations budget fram 1988 cowards.
This technique placed the responsibility for budget preparation on the
line managera, with ocosts and inputs having to be matched to performance
and ocutput. . : :



e introduction of performence budgeting drastically 1mpr.oved
cost-control and managemant effectiveness overall. As ahown in Tab e 2,
with the excepticn of 1989, actual expenditures from 1988 ocawards were
lese than 3% above budget. The exceedance in 1989 was caused by a
government -~ mandated salary increase of about 45% which was promulgated
just before the national electioms. The NWSDB had no control over this
cost.

The management-improvement benefits resulting directly fram the
introduction of performance budgeting were numerous, the pore significant

being:

o Improved communications between plant managers, regional
‘managers, and executive management

0 Increased willingness to discuss performance openly against
quantifiable indicators

o Acceptance of the need for financial management to be an

integral component of operaticns management

o Enhanced understanding of financial issues by technical ataff

o Acceptance of an element of campetition to improve performance
through the adoption of performance-related incegtive schems-

© Sharing of experiences and i1dentifying new mtlanves to

increase collections and reduce costs

© Recognition that increased managsment responsibility must ‘pe
preceeded by improved financial performance

o Collaborative goal setting

o Increasing establishment of a corporate identity

Table 2. NWSB Financial Performance
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The introduction of an efficient billing and collection system was seen as
a fundamental key to improving the financial status of the institutica.
However, 1t was recognised that the introduction of improved billing
systems alone would not uneceasarily result in improved collections if the
service provided to the cansumer did also oot improve. The comprehensive
nature of the ID project allowed parallel interventions to take place in
the areas of service improvement {increased emphasis cn rehabilitation,
inproved water quality) and consumer relatiocns, with attention also being
paid to cost containment, thereby lessening the severity of future water
price increases. An in-house micrcomputer-based billing system was
installed initially in Greater Colomho and gradually extended to cover all
the regions (except the North-East RSC) by the end of the project. The
in-house system cogt was only about 653 of that of the private bureau used
previcusly, and the system produced impressive results.

The billing lag time (the time betwsen meter reading and receipt of bill
by cansumer) vwhich had averaged & mmths when billing was being carried
out by a private bureau was reduced to 30 days. Because of the improved
service, consumer billing complaints fell dramatically from over 10% of
billed comnections to below 2% by 1989, although there was an increasing
trend froam 1990 ouwards, up to about 4% in 1991, as a result of tariff
increases and resultant queries by consumers as to why their bills were
suddenly higher.

Current collection ratice improved also as the consumers became accustomed
to having to pay for water and the NWSDB became more aggressive in its
collection practices. For example, during the first half of 1991 Colambo
collections within 2 and 6 mooths of bill posting averaged about 60% and
741 respectively, compared to about 15% and 50% in 1986 when in-house
hilling and record-keeping commenced.

With the gradual development of a financial copsciousness among NWSDB
mapagers, both the attitude to waste and the lack of cost cantrol changed,
with the result that operating costs as a whole were held below inflation,
a significant achievement which vindicated the eaphasis placed on
performance budgeting as & management development tool. As shown in Table
2 apnual operating cost increases during the life of project were below
apnual inflation rates from 1989 ocowards, the year after performance
budgeting was £first introduced. The high cost increase in 16888 resulted
from an average 453 increase in salary levels mandated by government, and
an increase of about 16% in electricity tariffs. These increases, over
which the NWSDB bad no comtrol, were particularly omerous since perscanel.
and electricity together typically account for a 85% of total operating
coats.

with the approval of tariff increases in 1990 and 1991 and the
implementation of a staff cost reduction programme (based on overtime
cantrol, use of scheme caretakers and pensicnable retrenchment) the
fipancial situation of the NWSDB at the end of the project was vastly
improved from that existing at project inception (Table 2).

Bman Resources Development (BRD)

The develomrent of an expanded training competence within the NWDDB was
based on a strategy of Training of Trainers (TOT)/On-the-job training
(QJT) and the extensive use of other training resource centres available
in Sri Lanka. As the project progressed there was a gignificant change in
erphasis from formal claseroom fraining to QJT using NWSB officers in a
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traiming mode. This was particularly succesaful in the O8M, financial and
cammercial areas with subetantial skill upgrading taking place in the
regions. In addition tc the OJT programme a significant amount of skill
training was given by the ES Training Specialists and NWSDB Trammg
Section staff. During the laat two yeard of the project, for example, the
Training Sectian- was able to offer in exceas of 5000 person-days of -
training per quarter, coopared to only 732 person-days during the last
quarter of 1985.

Some of the most impressive skills training was in upgrading basic -
managepent competence for middle managers and supervisors. These formal
courses proved to be very successful, being carried out throughout the
regions oo & rotaticnal basis. Networking was used extensively in an
attempt to secure replication of achievements irn cne area across the whole
institution.

Throughout the project great stress was placed an learning fram water
authorities in other less developed countries {LDCs), particularly those
in simlar conditions (climate, socio/economic status). Study tours were
arranged to Singapore, Penang {Malaysia) and SANEPAR (Brazil), the latter
two authorities were recognised as being highly efficient models of
utility agencies in LIDCs.

During 1990 the NWSDB played host to visits by water utility officers fram -
Bangladeah who had requested an exposure to NWSDB,operations. Furthermore,
in 1991 a request was received fram Hanoli for the NWSDB to provide
training to 12 officers in a range of functional areas. A amall beginning
perhapa, in the sense of the NWSDB become a centre of tectmology transfer
and HRD for water supply agencies, but it damonstrates that the successful
ID of the NWSDB was being recognised internmatianally. Such recognition and:
a request to share in the institution’s experience was a quantum leap from
the situation existing in 1984.

The development of an employee performance evaluation system was a key
camponent of the upgrading process. A two-pronged strategy was used to
build up an acceptance of the principles involved, this strategy comprised
stimulating  the demand and defining the procedural details. A period of 4
yearg was necessary to gain widespread acceptance as shown below:

Build Recognition of Need:

Misgion statements 1987
Operational performance indicators 1987
Management information system 1988
Performance budgeting 1988

Operational performance review meetings 1988

Defins Procedures:

Board of Directors approve policy Nov 1986

Workahop procedure overview Jun 1987

Working group recommendations Nov 1988

Field test Kandy Region 1989

Adopted as corporate goal and Sep 1990
procedure defined

Implementation training workshop Jan 1991

each functicnal area based on
case studies



The recognitiom of need accelerated from 1988 onwards when it became
apparent through operatianal performance review meetings that target nop-
achievement was not just system related, but alsc people related. With the
enhanced management competence resulting fram the formal training courses,
and the introducticm of performance budgeting and decentralization, the
more progressive ‘mapagers began to realise that the seniority system did
oot encourage pramtion of the most competent people. It also came to be
realized that an employee performance evaluaticn system would remove the
growing frustration which was directly attributable to the seniority
gystem.

Cne of the attractive aspects of the system was a performance award,
equivalent in wvalue to an annual salary increment, which it was decided
would be given to those achieving more than 80% in the evaluation scoring
system. Prelimipary indications following the first series of evaluations -
carried out in 1991 were that copnsiderably less than 5% of those evaluated
were recammended for the award. At the other end of the scale, those
scoring below 30% were oot awarded the annual salary increment. About 10%
of those evaluated fell into this category.

This ID initiative was a good example of how careful coaching, backed up .
with sound, collaborative demonstrations can realise success. The approach
was gradual, not rushed, and any increase of pressure was carefully
controlled to parallel the frustration among NWSDB officers resulting from

the inadequacies of the traditional method of sataff assessment and
pragotion.

Ccommity Participation

Canmunity participation was a principal component of the project element '_
tc improve health education and rural sanitation services. A specific unit -
was established early in the project with the following functicas:

o0 To help other sections of the NWEDB in identifying and solving
sociological problems in water supply and sanitation

o To assist appropriate agencies in the government and the non-
governmental organizations 1o understanding people and-
promoting self help and self reliance 8o that people could:
actively participate 1in the planning, coostruction and
operation and maintepance of water supply and samtatzon-
projects

o To ensure proper use of water and sanitation facilities

o To provide orientation and training in health education,
enviroomental sanitation, control of water and sanitation.
related diseases, commmity organization and participatory -
approaches to MNWSDB employees, field level officers of related
government departments and perscnnel of the NGO sector

o To experimant with and share innovative methods and materials. o

in rural water supplies and sanitation with the MOH, other
agencies and the NGO sector :

Approaches toO cammmnity participazion were tested using demonstration sub-
projecta. Progress on water supply upgrading io these sub-projects was:
slow as a result of the inordinate amount of time taken to secure the
involvement of the NWSDB planning and design staff. Go the other hand,
camamity participation, health education and latrine constructiom, all



proceeded on sachedule through the dedication of the sociologists and MOH
officers respomsible for collaboration in the field. All the sub--project
comunities were integrated into the project cycle, health education:
curricula developed and utilized and 5400 adult latrines constructed. An
addirional 1300 pre-school latrines were also comstructed which
demonstrated a  significant impact aon childhood diarrhoea episodes.
Approximately 370 volunteer village healtn workers were trained to Carry
out health educaticm activities.

At the end of the project the specialised unit {Cogmunity Participation
lnit - CPU) was slowly advancing its coverage among the RSCs, with.
socioloists being attached to Southern, Western, and Central RSC. With the
active support of ESAs, most projects outside the Greater Colambo area now
jncluded an element of community involvement, perhaps not as detailed and -
intensive as that developed aa the demonstraticn sub-projects, but a start
nevertheless. Also, affordability considerations were now an integral part.
of the project selection process and the formation of standpost committees.
was becoming almost a routine matter. , :

Engineering Initiatives

The scope for ID initiatives in the engineering aspects of the NWSDB’'s
operatiops was immense. This was understandable since the agency had
traditicnally coacentrated aon plamning, design and construction
supervision of new water supply facilities. FHowever, developing ID
strategies for the engineering area was & veritable minefield since one
immediately came face-to-face with the formal point of chapge resistance,
not Jjust reeistance to the change in overall mission, but a  more.
fundamental oppositicn to being told that existing technical procedures
could, perhape, profit from some improvement. : '

Since it was cbviocusly an impossibility to attespt to cover all areas, the
decision was made to cancentrate co the planning area, together with the
production of a series of technical procedure manuals. In additian support
had to be given to the regional facilities programme and to the :
establishment of a new Research Section. This programme effectively
ignored construction supervision, but it was believed that of the basic -
engineering functions being carried cut by the NWSDB, that the staff were -
reascnably experienced at site supervision and construction mEpagement
because of the recently completed Southwest Coast project. Other
copsultants were available in any case under later World Bank funded
assistance to help develop this activity. This supposition was vindicated.
by the excellent performance demonstrated on the construction of the
demonstration sub-projects. '

The demonstration sub-projects were used as a testing ground to develop _
menuals on prefeasibility and feasibility studies. Emphasis was placed oo
the peed to involve the commupity from the beginning of the project- =
cycle. A detailed procedure was developed for project prioritization which
later proved to be one of the key foundation blocks for helping to build
an institutional capacity to resist political pressures for new schemes
regardless of real need or financial viability. ' .

The procedure laid down a step-by-step approach to involving the
commmity, analysing the technical, social and financial feasibility and
gacuring an agreement with the local authority, covering such items as



cost recovery, prior to commencement of canstructica. A Froject Evaiuatios
Cammittee was formed to implement the procedure and to prioritize the
campeting projects. The procedure was approved by the MLGHC and circulated
amng all local authorities and Members of Parliamsot (MPs).

An important component of the decentralization and reorganization efforts
was the construction or rehabilitation of physical facilities,
particularly regiomal offices, workshops and laboratories. The programme .
was large but was plagued py delays and stoppages almost from its
inception. The situation at the end of the project was that out of 23
programmed physical facility installation coatracts, 6 had been
satisfactorily completed, 3 were to be cospleted at a later date using the
' NWSDB‘s own resources, and 14 others never got off the drawing board, were
abapndomed at the tender stage because of non-respcmsive bids, or were
affected by the adverse security situation. The less than totai conpleticn
did pot materially effect the overall decentralization programme since
other arrangements were made, primarily through additional space and
facilities being provided by other donors. :

Obviously the adverse security situation was the prime factor for the lack-
of progress in Jaffna, and to a lesser extent in the Ampara Region.

However, failures in the other areas appeared to be the result of a
combination of low calibre - contractors, less than adequate site.
supervision (in the sease of recording conrractors’s performance against
targets), delays in completing design and coatract documents, a refusal by
government to accept bids for housing contracts which were above the :
engineer’'s estimate, price escalation over and above normal inflation
rates (USAID stipulated fixed price contracts), and an overall reluctance

cn the part of the NWSDB and the local consulting engineering company to.'_”

pressurize the coetractors. The USAID-mandated strategy to use a local-
consulting engineering company was not welcomed by the FMWSDB and the .
priority given to this programme thereafter was low as a result.

A point worth menticning is that the space tequ:.rmats in the RSC offices o

at the end of project were 30 to 50% greater than envisaged during:
facility design. This was because the expanded decentralization  Programme -
now included the CPU, a computer unit, groundwater and enhanced financial
services (general ledger, payroll in particular]. ' : '

INNOVATIVE ID STRAIEGIES

Four key strategies were adopted to achieve successful ID. These were
inculcating ownership, developing a team spirit, establishing a corporate
identity and involvement of the external emvircument. By themselves they
would Dot have had any impact on institutional upgrading. All four
strategies operated within and around a web of discrete interventions,
typical = examples of which are listed below. The strategies supported the
interventicms, whilst at the same time the interventions depended on the
strategies: :

o Corporate planning - introduced an operaticnal analysis and
action planning capability
o Financial management - through performence budgeting and

billing/collection procedures a fipnancial consciocusness was
developed



© Public relations - widened the visiaon, built canfidence and
narrowed the gap between the institution and its customers

o CPU - involvement of the commnity in the project cycle B :

© O&{ - changed the emphasis from building new schemes to
providing the consumer with a better quality service

Inculcating Ownerahip

The TA team used four approaches to develop NWSDB ownersghip of change
gtrategies. These were as follows: .

Pilot demnnstrations in restricted areas -
*Catalyst papers" to key decwlm-mkm/pollcy review groupe

00O

mnager 8

One-on-one coaching was the favoured approach for addressing the definable o

individual problems, particularly those related to management style.:
However, the time taken to "sell® a new managemeat style could take as .
lang as two years, even with regular opne-cn-one s2essions at moathly -
‘intervals. The period shortened as the project progressed because as time! .
went o<u it was possible for the client to draw comparisons with colleagues R
in the institution =~ real live role mdels being always better than

examples from the consultant’s previous experience. _ - |
The pilot demcpstration approach was commonly used to try out. the vanous

primary interventions prior to to their being replicated across the

mstltut:..m Examples included the basic concept of decentralization, MIS,

in-house billing and collection and O&M training. The approach was bet:teré: -
_ suz.ted to those issues which impacted more than one individual or grouwp of =
people, all the examples. listed had wide rang:.ug effecta be.u:u; S

multi-functiconal area in pature.

The approach of “catalyst/papers" was simply the preparation of a.n &ssues o

paper (strategy/analysis) which reviewed the ahartocmmgs of “curreat;’

policy and recamxended a range of changes. These papers were cabled ati -
policy review bodies such as the Management Cell where they were discussed
and a decision reached that reflected the external political as well as.
the internal NWSDB envircoment. The role of the consultant in this!

approach was to prepare the papers, not to lead or try te influence the
ensuing discussions. The respansibility for role of paper preparatlon was :

gradually tran.sferred to the CPD as the project progre.ssed
Team Spirit

A distinctly  overt approach was usually adopted to deveiop'a teaﬁi'spiric,'gg"

pamely to face the issue head-on and arrange regular meetings of managers. " ‘_
at which the mein topic of discussion was just tbat-l:x:utoworkasa..

team. The advantages of teamwork were illustrated with case study
examples, with every attempt being made to ahow how in many instances the

group was already exhibiting teamwork even if 1t was pot aware of 1it. This
approach was moet succeesful in the regions where the managers were qu_.!:e"_

young, willing to improve, and realised that they alone did not know all

the answers. They also realised that strength grew out of cohesxveaess and . -

that a stronger region would be able to resiat unwanted pressures from the |
exterpal envircoment, which to their way of thinking also included Head
Office. ) A

Collaborative working groups covering a wide spectrum of MDB -



Establishing a Corporate Identity

Individual ownerwhip followed by team spirit lead naturally to a corporate
identity, providec that the goals of the organization are clearly defined,
are achievable, and have been developed collaboratively.

The central theme running through the consultation sessicas in all the TA
activity was how to improve the institution. All the case studies and
working group topics focussed on such issues as improving financial

viability, improving consumer service, reducing plant down-time. etc. The.
concept of corporate identity did, therefore, evolve without too much.

recourse having to be made to overt strategies such as "corporate identity
workshops. " Of course, the interventions dealing with goal setting,
mission development, performance budgeting, performance monitoring ‘and in
particular corporate plabning, were all strongly supportive of corporate
identity development even if it was not explicitly stated. The fact that
the managers were negotiating and agreeing amongst themaselves on
insritution - wide goals and targets inevitably tramsferred such debace
from the personal {and group) to the corporate arena.

There was strong evidence of a sustainable corporate identity by the end

of the project. The 1991 Corporate Plan was a good example of a corporate .
vision in practical terms, developed through an intensive series of

c_ollaboracive workehops.
Involvémt of External Eovironment

This strategy was two-pronged. Opne aim was to reduce the negative
involvement, the other to increase the positive involvement. The strategy
recognised that the institution did mot function in isolation and that the
external envirooment represcated a major source of positive and negative

forces. At the start of the project few of the positive forces were in

evidence.

Reducing the Negative Involvement

Through the government struc_ture/polir:ical lobby the MWSDB was impacted in =

five principal areas: o

o Finance - all capital finance was channelled through
government, when collections did not meet O&M costs the NWSDB
was entirely reliant on government subaidies 5

o Scheme selection - the project prioritization procedure
developed under the ID project required the parent Ministry to

approve those projects being evaluated and also those being B

recommended for implementation. The procedure was bypassed oo &
- number of occasions by government directive. o
c Staffing - pressures toc hire unwanted staff were ever present,
particularly prior toc elections. The presence of resident

politically-appointed mesbers of the Board of Directors tended .
to encourage such hiring, and also encouraged the tendency for o
thoge staff members faced with disciplinary action to seek | -

political support, often om spuriocus grounds

o Intermal procedures - despite being a public corporation, the ﬁ:
MESDB followed tradition in linking its remumneration, hiring =
and promotion policies to those of other line agencies of the &

parent Ministry. Direct interference by the Ministry was

2B




related to the calibre of the senior Ministry officers. An
administrative, rather than a resulted-oriented bias, would
typically result in the NWSDB being sent circulars instructing
executive management when to hold internal meetings for the
purpose of receiving consurers, what hours to work in the
office and even what items of furniture to purchase. This
degree of interference quite naturally prevented any exercise

of initiative on the part of NWSDE management and the whole

- area of procedural reform became emasculated, if not entirely

_ stifled : . _
o Sector policy - it would be unrealistic to expect the NWSDB to
be totally divorced from government policy regarding the
national water supply sector. However, interference could arise

if government attempted, for exanple, to minimize budget:
allocations for rehabilitation of existing schemes coupared to

- constructicn of new schenes '

Over | the course of the ID project a series of interventions 'were
implemented which had the effect of lessening the negative mvolvemnt of
the external involvement. These included:

o Developing a financial management consCiousness with reaultmq‘
. tariff adjustments and cost reductions
o - Developing project selection criteria, involving the commmity
and developing closer lla:..soa with the pol:.t:.cal lchby at the
. regicmal level - '
o Developing 3jcb descriptions, upgrading maqemnt performance
building a team spirit and establishing a corporate identity :
o Introducing new persconnel policies and procedures (partlcularly-

employee performance evaluation}, considerably  enhanced
delegatian of administrative and financial authority L
o Develorment of an in-house corporate planning capability

Increa.sing the Poeitive Inmlmt

Every attempt was made TO harpess: r.ne positive forces at work m r.be '-; R
envircnment. These forces were represented by those ESAs with an interest -

in seeing the institution develop, and at the same time having strong -
financial leverage ({through cantrolling loan disbursements); and key.
actors in government who had an abjective interest in supporting any

appropriate (and politically acceptable) initiative which would help to S

improve the NWSDB’'s effectiveness.

Most of the support was engineered to overcame cultural or political
impediments to upgrading. A typical example of the former was when the
recommendations of the first Tariff Task Force were presented to a meeting
of senior managers. Certain representatives of executive managexent
conveniently forgot that the task force had been a cotmterpart/consultant'
group, and instead placed .the responsibility for recommending a price

-increase oo the consultants! This about face was in order to show support
for those senior managers who were politically against a price increase at -
any cost, and to eympathise with those who had not been involved in the

- task force. The hammessaing of ESA support through the parent Ministry by

way of setting financial conditions to loan disbursement eventually

resulted in a tariff increase taking placs.



MEASUREMENT OF ID PROGRESS

Monitoring and evaluating the progress of an ID project 1is vastly .
different from monitoring a more conventicnmal interventian which has
clearly defiped physical outputs. The WSSSP involved a mix of ‘capital
development (physical outputs} and TA, but by the very nature of the ID
initiatives, the . TA was not easily measurable since it was the
counterparts who had the final responsibility for mplemnung the

- recommendations, not the TA team.

‘Ihe inherent difficulties of monitoring an ID project were recogn.wed by'

USAID right from the atart and the Project Paper contained specific -
‘sections  highlighting the c¢ritical questions, key indicators, data’
" collection and analysis necessary for project monitoring and evaluancn

Overall momitoring was carried out by USAID on the basis of a: ‘logical

framework matrix which was designed to overcome the three major problem
areas which tended to constrain meaningful project evaluaticn, pamely

vague project planning (multiple objectives not clearly related to project

activities); unclear management respnsibility (reluctance to take oo

respansibility because of external factors beyond menagement’s control); .
arxi a negative attitude 1io general to the evaluation -cancept (caused by
lack of clear targets and respona:.ba.lltles)

An inpovative and highly " successful approach which was also adopted by

USAID was the annual project mopitoring carried out.by a two—man team from

' the Water and Sanitation for Health Project (WASH). The team leader

remained unchanged throughout the project and since he had also been_ﬁ

involved in the initial project preparation he had a comprehenive :

apprecliation of project needs. The second member of the team was. selected
to reflect a current priority area at the nm of project mtormg

The procadure used was as follows:

o Mmitoring team interviewed counterpart:s to assess their
reaction to the project, o review progrees, and t:o defme b

problem areas and perceived priorities o
o Monitoring team interviewed TA team to assess. problem and |
progress since last visit :

o Momitoring team interviewed USAID officers, parent Mlm.stry
officials and ESAs (if in-country at that time) to ascertain ' -

any poa.ttxve/negat:.ve feedback or suggeatlms for priority |
shifts ;

o  Five-day workshop 1in an out-of-town locatian te addresa key ID

issues and to develop an actiom plan for the next year. The P i

workshop ‘was attended by counterparts and the TA team = e
¢ - Presentaticn of  final report with debrz.efmgs : t:c I

USAID/Colcabo, NaSDB  executive management, Secretary/MHC and |

TA Project Manager Lo co

This annual event was respected and appreciated by counterparts and

consultants alike since it gave an opportunity for all the main internal - '

NWSDB actors involved in the ID process to meet, away from the demends of '
day-to-day operations, and to diascuss objectively how things were going. ..
The fact that the mpaitoring team leader had been involved with the

project from the outset meant that he knew all the perscpalities involved = .
and could stand back and analyse exactly what was happening and why. The
TA team certainly found the event highly profitable sincé it enabled . =~

- priorities to be re-focussed and helped prevent the consultants fromf'

becoming instituticnalized tnenbeéves




The TA team used the following techniques to review progress:

Staff meetings

Ipitiative review meetings
Moathly/Quarterly progress reports
Operaticnal action planning

0O0O0O0

The operational actiocn plan wae the chief monitoring tool used by the

consultants to quantify progress aon a regular basis. The plan was

‘flexible, in that new taske were added as they evolved, and 3.1: coverea the

following main areas of activity:

Project management

Corporate plaaning

MIS

Decentralization _

Billing and collection

Public relations

Engineering

O&M

Commmity support and san.ztatmn

HRD/training
Colambo master plan update

0C0O0O0D0D00DO0O0D0CO

A total of 154 J.mhvn.dnal tasks were identified, each task specifying the

target date and person(s) responsible (a mix of counterparts and
consultants). The techmique was relied upon by the TA team to track
specific initiatives and the inclusion of the counterpart names did result

- in some degree of leverage. The plan was’ suhm.tted to USAID in each. forml
- 'progress report. _ |

Indicators . of institutiomal performance were monitored throughout the. SR

project. The premise is put forward that the major part of the change in :

- performance resulted fram the ID project. It is believed t:hat this premse S
- is subst:anta.ated by the folm facts: S

o The TA team was actively mvolved in. mb:.h.zmg poeztive

external forceas (ESAs, parent Ministry)

"¢ The leverage exerted by the ESAs was des:.gnedmcmsultatm’
‘with the TA team to ensure that ;Ltwouldhavethedesued

effect, ie. that it was ac:mevable
. © " Formal ESA mission aide ¥

favourable reference to specific ID initiatives

- _The'mtmmacucelycmsczousofthaneedcoharmzetheg’.,ﬁ
main direction of institutional upgrading with the changing @
‘political envircament. This harmonization was ach:.eved thmugh L

regular briefings at the Secretary/MHC level

'_ o That resistance to change was eventually: overccme is . testamnt" o
to the internal interventions taking place. The mterventm-}é o

were the sole purview of the TA team

o The annual project monitoring reports presented an objecuve'

: wires made specific refermce to the
need tOo continue upgrad.mg the institution through the =
resources of the USAID project, and in certain instances made .

assesement. of progress, and focussed almet exclusively an the

lmkagee between ID anut:a and M\SDB operatlmal rmrmta

-31-



o The counterpart staff, if questicned, would probably
unanimously agree that the main reascn for the change in the
institution’'s effectivenass was tha ID project

A review of key operational indicators for the before-project situation
(vear ending December 1984) and at the end of 1990 is presented in Table
3. Data for 1991 have not been included, other than for the capital
budget, bDbecause the major tariff increase which became effective: at the
beginning of the year could give an over-optimistic end-of-project status.
. The 1990 data represent the real status as it was at that time, not
estimates or targets. There can be no argument that in almost every case
the NWSDB was in a far better position in 1990 than in 1984.

Table 3. Some NWEDB Key Operational Indicators

Before Project End of Project

Indicator {1984) {1990)
Piped water produced {M cu n/y) 155 (a) - 219
Unaccounted-for-wateer (% produced} 40-50 37
Billed counecticns { thousand) 79 {a) 185
Bmployees {toral) : 6100 7128
Billed Connections to employeec ratio 13 . 26
O&M cost {(Rs milliaon) 179 425
~ Debt service {Rs milliom) 33 123
Billings (Rs million) . 224 503 .
Billinge {2 O&M cost) 128 118
Billings (% total cost) 106 92
Billing leag time (days) 180 30
Collections {Re million) 56 422
Collections {% billings;) 25 ' 84
Current collections (3 billings) 40 (b) 70
Collections {3 O&M cost) ' 3l 99
Collecticos {% total cost) . 26 77
Collecticns {(Re per connectica) 709 : 2281
Arrears {Rs millian) ' 149 _ 380 (4d)
Capital budget {Res million) 1126 - 2087 (e)
" Rehabilitatico (% capital budget) 0 62 {e)
Consumer complaints (% connection) > 10 -3
Training:
Training Section statff (c) 26 30
Total training - trainees 458 991
- person days 3748 7044
Regianal training days to Head Office 1:26 5:1

training days ratio

Notes (a} Average of 1983/1985 data. (b) 1986 {earlier years not
ava_ilable). {c} excludes support staff. (e} 1991 budget.




LESSONS LEARNED
Consultant Tean Selectiom

Prior regicnal experience in a’ long-term resident capacity 1s a
highly desirable prerequisite for key team members

The team sahould comprise a mix of teclmical (functional area)
specialists and OD/ID experts. The technical specialists ashould
have good people gkills and should be amenable to bemg coachad
in such skills by other team mambers

The Project Manager should have the same professicnal leaning
as the key instituticn menagers since this belps to stremthea
the trust bridge between consultant/institutico

The Project Manager must continyally evaluats his team’'s
performance, be attuned to the undercurrents of negative
feedpack and be prepared t0 resove a team member immediately it
appears that his continuation would jeopardise progress -
Team members, particularly those with a specialist techmical

input, will be more acceptable if they have - had prior

experience in an agency aimilar to the institution elsewhere
Cultural norme from the consultants’ home country must not be

imposed . oo the institution, the team should be careful not to .
make comments which offend, nor to insist on strateq:.es whlch'

make the institution uncomfortable
Large numbers of ID experts with experience in LDC public
sector agencies do not exist. Ths team =must be a careful

balance ofmandtecm;calacpertaandtmmnbeallouedto_;

enable the ID concepts to be absorbed by the t:eam
Project Start-Up
A sudden shock approach to project start-up jolts the

institution into having to face the change forces that are
being unleashed. This in turn forcea an introspective review oo

the part of the institution’s staff of the current. ata:ug and R

future goal of the organization

The linking of evidence of change to fund disbursements is. a-. -

useful strategy to force atteation on ID objectives, but the -
phasing of such canditions precedent should be extended over 'a
reascnable period to enable appropriate change strategies and

- task-specific targets to be developed by the consultant workmg

in the institution :
The sudden—-shock strategy  introduces a  high . nak that tie

consultant will sooner or later have to sacrifice same of his = '

team members, Dot necessarily because they are incompatible

with pro:)ect cbjectives,  but to allow the J.nst:.tutm to save

face _
A preacnpuve project deslgn mist be avoided at all costs.

Besides imposing a series of potemtially v.macceptable
mdifications. oo the instituticn, it emasculates the consultant

in a grid of procedures amd changes tbathehastottyto-n-"-"

J.nplemt in order to satisfy his ccotractural obllgatlcns but
which in fact might cause his downfall

An ID project cannot be designed in dstail through a serxes of |
. ghort vigits by specialists, however expert they may be. Such

ghort visits sehould focus oo the xpre global change
requirements, the detailed strategies and task-specific targets
should be develaped oollaboratxvely by the TA consultants and
counterparts 3



Transferring Ownership

All change strategies, new procedures and other project
interventions must be owned by the counterparts. From ownership
came acceptance and commitgent which in tum lead to
sustainability '

The potential bepefits of implementing new systems mst be
highlighted in ordsr to engender enthusiasm for supporting the
systems : _

Training ‘in technology-transfer should be arranged early-oo in
the project for the ID team members .
The consultants should regularly review progress regarding
acceptance of new sytems and procedures in their own areas of

specialization. The results should be sghared among the team

members - and frequent ‘"brainstorming” sessions held to develop .
improved strategies to overcome ownership-transfer ‘problems.
The ccosultants must be skilled in the following areas: . =

o ‘Working collaboratively with counterparts to develop change
strategies I T

o Training counterparts to bhave a wider visioa so that they
begin to develop solutions to praoblems themselves L

o Transferring a change concept to a counterpart in such a
way that the counterpart believes that it was his idea:

o Showing by example that ideas can work _ . T :

o Recognising the optimm time when’ to intreduce a new -
strategy and at what level in the organization (select the
path of least resistance) ' S R

Delegation Breeds Confidence

Positive delegaticn of authority programmes are essential for

ensuring dissemination of new systems - ownership throughout
the institution o Lol .
Regicmal decentralization is a valid means of achieving
delegation and is highly suited to a eervice agency which has a
large area of jurisdictiocn L L

Pramotion of delegation programmes must be backed upwu:h
initiatives to increase management and technical skills and to -

provide the necessary systems and procedures DRI R

The increased degree of confidence resulting from delegation
manifests itself 3in a measurable igproved “operational
performance and a willingness to take on more responsibilities -
Intangible benefits of delegation -~ are significant -and |
contribute greatly to the instituticmal upgrading as a whole, g

particularly in the areas of sectoral policy for atlon and

liaiscn with the external environment

Care must be taken not to neglect thoee areas of the .

institution which are not directly involved in the delegation/
decentralization programme. Failure to becore involved with

such areas introduces the risk of creating a hardened reistance =

to change, which although small in size may hinder further ID B

initiatives if the personalities involved are sufficienc];y high

in the management hierarchy



Internal Performsnce Review

Performance indicators must be daveloped within the institution
and must be Seen tO be relevant to the operations being
measured

.Superior performance mst be seen as something which benefits
those respoasible for the cperaticm, not in monetary terms, but
in terme of reduced interference by upper management o
Managers must be convinced that performence mopitoring results
in an easier working envircnment because operational problems
are often linked to factors beyond their cantrol. }m.ltorz.ng_
will define those responsible

Performance targets must be achievable _
Initially all functional areas should be involved in
performance criteria development, even though scme areas will
never use them. This strategy supports instituticmal

cochesiveneass and prevents acme areas fram feeling that t.bey- .

have been singled out for momitoring
The first areas to be monitored should preferably not relate to
the principle disciplines of the managers. A more open and

objective outlock 1is poaalb}.e with new operationl issues (such

as financial management for engineers) since there are no
entrenched ideas about what is right and wrang
Performance review meetings should be held regularly,

concentrating on specific functional areas. The meetings should '

be attended by top management (to show support for both the

procedure and for those taking part) and peer review of- area RN

~ performence should be encouraged

External bbm.tormg Process

There is a real risk on a laong-term ID project for the TA team

to became caught up 1in the minutias oOf procedural details
rather than focussing on the overalli vision. There is 'also &
high risk that the TA team may drift from the adm1ttedly more

difficult and time-consuming process consultant role toa more

prescriptive role, which may appear to result in he:.ght:e.ned'
progresa but does not ensure sustainability _
An external monitoring team visiting the project co.a regula.r' :

basis will help to counter the adverse tendencies mm.mned : B

above
The mooitoring team should be comprised of the same mn.'bere {or'

at least have the same Team Leader) in order to enaure-_:_ S

continuity of approach

The monitoring team mnﬁera mist be well versed in ID concepts,

with a highly attuned cultural sensitivity

The mopitoring team must interact not coly uth the internal I:D o

protagonists (copsultants and counterparts) but also the key
actors in the external environment {pareat Ministry, ESAs})

The monitoring team should leave behind a well-documented @
report summrizing the concerns expressed at the interview, the - E

‘outcome of the workshop (particularly the action plan) and
general impressicns of project progress

The team should focus continually on the issue of
sustainability and not hesitate to recammend even major changes
-~ in project approach, resource inputs, project duration, etc.
_ pecessary to achieve this goal



The monitoring team should be willing to offer advice of a
confidential nature to the TA team to help them overcame any
specific implementation problems

Involvement of External Environment

Political forces exist in the external environment which can be
used to accelerate the overall ID momentum. Such forces .should
preferably be defined collaboratively with counterpart staff sc
the institution as a whole can realise the benefit to be gained
of improving its performance SO as toO appear to the external-
environment to be worthwhile supporting

Formal meetings should be arranged on a frequent basis between
the political lobby and the ipstitution to review ID strategies
and to openly discuss the effects of the external enviranment
oo the stated upgrading goals

Efforts should be made to cenaciously involve in the ID process

those ESAsS who are committed to linking funding to evidence of
operaticnal performance improvement

- Negative  forces imn the external eavircaoment can only be aeal'“

with by improving the institutiaon’s performance so that the

_positive forces outweigh the negative forces. Defensive

operating strategies can be implemented such as formalized
procedures to prioritize schemes, review tariffs, . give new
cmnectlms etce

The ID team should identify those individuals in the external_ 3
envircument who can apply enough pressure to enable certain ID
strategies to be accelerated ' if blockages wlt:hm ‘the

institution arise. This satrategy should preferably be covert

(without the involvement of counterparts) and extreme care must
be exercised to ensure that the forces unleashad are totally in

accordance with the ID goals and do not negate the basic

philosophy of achieving ID through the participative process . -

Using the external envirocnment to Support mst::l.tutmnal S
upgrading is a valid strategy, but the ID team must always be

canscious of the fact that this strategy must remain secoodary
to that of helping the institution develop itself from within.

It is all too easy to drift fraom the process consultat;icn to- |
the prescriptive mode, with the result that the external
envircnment becames the main 1instigator for performance

upgrading. Improvements achieved in this way will not be
sustainable _

SUSTAINABILITY

Sustaipability can be defined as the ability of the institution to perform
effectively after the ID team has departed and after danor assistance has
beep terminated. Factorz which 8suggest a strong llkel:.l'nod of sustamed. :
performance at project campletion were as follows:

. Institution Related:

0009

Decentralized structure {responsive rto consumers)

-Strong financial canscicusness

Acceptance of employee performance evaluation process
Acceptance of commmity participation proceas



Fipancially viable

Corporate planning/policy development capability
Competent management skills

Potentially attractive for privatization

0000

External Environment Related:

o Water supply sector policy issues being managed by NWSDB
o0 Strong support from ESAs o _
o Government eccnomic policy framework strongly  supports
financial goals of NWSDB o
o Parent Minietry highly appreciative of improved consumer :
satisfaction achieved through decentralized NWSDB offices and
local political lobby : o

The financial health of the institution wundoubtedly mekes the prospect of -
privatization more attractive. The projected 1991 financial status :

indicates a substantial surplus for the iatitution as a whole (estimated
. Rs.293 million) even taking into account @ portion of debt service

repayment. Two out of the five RSCs show a surplus and within Central RSC, ©

which shows a deficit as a whole, Bandarawela Region is projected to earn

a total surplus of Rs.6 million in 1991. Tariff increases projected for - - '

1992 and 1993 will enable total debt service to be recovered fram end 1993
cnwards, these tariff increases are unlikely to be too anerous, probably -
less than 10% overall. ' : ' a

CONCLUDING COMMENTS

The major lesson learmed on the WSSSP has been that ID is possible to' -
achieve in a public sector organizatica in a developing country, provided:

that enough time is allowed for the change strategies to take effect. It o
is suggested that six years is a minimum period on which to base a project . '

design for this kind of intervention. :
ID as defined in this report is not restricted to the internmal
organization, but encampasees also the external envirocmmeat in which the:
institution operates. As a result a caomprehensive ID project must seek to: -
cake into account the forces acting in the external environment in such a:
way that positive forces are harnessed to support specific instituticnal’
upgrading = initiatives and strategies adopted to counter those negative:
forces which adversely impact the upgrading procees. - o

High-specificity activities such as regicnal operaticuns (OaM, billing and
collection, consumer service) were generally in the forefrant of'
performance improvement, compared to the lower-specificity activities such

as support services and the project development cycle. This observation

supporta the premise that specialized organizations (RSCs} tend to -

outperform generalized organizations (Head Office) because a specialisec
orgapization concemtrates om what it has to achieve whereas a generalized
organization has time to waste continually adopting to changing
environmental circumstances. _ - .

e



The project took place in an atmosphere of contipnuing cultural shock
{civil dinsurrection, c¢ivil war, national econcomic reforms). It is a matter
of conjecture as to whether or not the same degree of success would have
been achieved without such forces at work. It is suggested that a stable
political environment, a healthy economy and an absence of intermal strife
would have saignificantly reduced government incentiveg to support the
changes taking place in the NWSDB. At best, the ID process would
conceivably have taken mich langer than 77 mopths.

To conclude, the project bore cut one of the lessong learned 2ver ten
years experience frcam the WASH project, namely that imstituticnal change
18 usually more complicated than it appears initially and requires great .
willingness to revise plans and strategles in accordance with events. The
initial camprehensive approach to project design was sound but the
implementation of a comprehensive approach right from the project start
failed. The later adoption of a2 more selective implementaticn strategy,

focuseing an the more receptive and feasible operaticnal areas, was

succegaful. This observation suggests that success in selective areas will

have a ripple effect on other parts of the institution. Although many

projects espouse ID in name only very few are particularly caoncerned with
the details of its implementation. The ID project for the NWSDB has

demonstrated that 1D concepts can be put into practice provided that an

ipstitutional and external-environment specific approach is adopted.



