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EXECUTIVE SUMMARY 

A reques t  f o r  t echn i ca l  ass is tance  was i ssued  by  t h e  USAID Miss ion  i n  S r i  
Lanka i n  December o f  1984 t o  t he  Water and S a n i t a t i o n  f o r  Hea l th  (WASH) 
P r o j e c t  f o r  t he  design and implementat ion o f  a  s t a r t - u p  workshop f o r  t he  Water 
Suppl y and S a n i t a t i o n  Sector P r o j e c t  o f  the Nat ional  Water Suppl y  and Drainage 
b a r d  (NWSDB) o f  S r i  Lanka. Th is  r e p o r t  d e t a i l s  t he  background, p l  anning, 
conduct,  and r e s u l t s  o f  the  workshop which took p lace  A p r i l  26-29, 1985, f o r  
t h i s  i n s t i t u t i o n a l  developnent p r o j e c t .  

The purpose o f  t h e  Water Supply and S a n i t a t i o n  P r o j e c t  i s  t o  develop systems, 
procedures, and s k i l l  s  so t h e  NWSDB i s  f i n a n c i a l l y ,  a d m i n i s t r a t i v e l y ,  and 
t e c h n i c a l l y  s e l f - s u f f i c i e n t  i n  f o u r  years.  The workshop was requested as a way 
t o  g e t  t h i n g s  moving t o  reduce p r o j e c t  s t a r t - u p  t ime.  

F i  f t y  persons cons i  s t i n g  o f  NWSDB t o p  and middl  e-1 eve1 s t a f f ,  USAID, M i  n i s t r y  
o f  Local Government, Housing and Cons t ruc t i on  (MLGHC) rep resen ta t i ves ,  and t he  
c o n t r a c t o r ' s  (Engineer ing Science) team at tended t he  three-and-a-ha1 f-day 
workshop. 

The workshop was c a r e f u l l y  p l  anned. I n te r v i ews  were conducted w i t h  a l l  persons 
a t tend ing ,  a  two day mini-workshop was conducted w i t h  t he  c o n t r a c t o r ' s  s t a f f  
t o  o r i e n t  and prepare them f o r  the  p r o j e c t ,  and a one-ha1 f day meet ing was 
conducted w i t h  NWSDB s t a f f  t o  e x p l a i n  t he  workshop and the  p r o j e c t .  A workshop 
s t e e r i n g  committee, under the  d i r e c t i o n  o f  the  chairman and general manager o f  
t h e  NWSDB ass i s ted  i n  a l l  phases o f  workshop p repara t ion .  

The goa ls  o f  t h e  workshop were as fo l lows :  

To exchange bas ic  i n fo rma t i on  about t he  USAID/NWSDB i n s t i t u t i o n a l  
devel opment p r o j e c t  . 
To p rov ide  an o p p o r t u n i t y  f o r  the p r o j e c t  team t o  become acquainted 
w i t h  each o t h e r  and t o  beg in  t o  b u i l d  a  working team. 

To c l a r i f y  e x p e c t a t i o n s  f o r  w o r k i n g  t o g e t h e r  and ag ree  upon 
p r o c e d u r e s  f o r  p r o j e c t  management and c o u n t e r p a r t  w o r k i n g  
re1 a t i o n s h i  ps . 

0 To develop d r a f t  act ion/work p l  ans f o r  p r o j e c t  s t a r t - up .  

The workshop was designed as a team-bui ld ing event.  The m a j o r i t y  o f  t h e  
workshop t ime was spent working i n  small groups on p r o j e c t  issues:  how t o  work 
t o g e t h e r ,  how t o  manage t h e  p r o j e c t ,  a s s i g n m e n t  o f  r e s p o n s i b i l  i t i e s ,  
c l a r i f i c a t i o n  o f  r o l e s ,  and s t a r t - u p  p r o j e c t  p l  ann ing .  A c t i v i t i e s  were 
ac t i on -o r i en ted  and h i g h l y  p a r t i c i p a t o r y .  

Outcomes 

The response o f  t he  p a r t i c i p a n t s  du r i ng  the workshop was p o s i t i v e  and h i g h l y  
p roduc t i ve .  Eva lua t ions  i n d i c a t e  t h a t  most p a r t i c i p a n t s  f e l t  t h e  workshop t o  
be high1 y successful  . The f o l l  owing i s  a  1  i s t  o f  t h e  most impo r tan t  outcomes: 
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a A s e r i e s  of  s p e c i f i c ,  w r i t t e n  agreements were reached f o r  how work 
u n i t s  w i l l  work together .  These agreements i ncl uded t he  r o l e  o f  t he  ' 
consul t an t s ,  t he  respons ib i l  i t i e s  o f  NWSDB s t a f f ,  c o u n t e r p a r t  re1 a- 
t i o n s  , the  p r e f e r r e d  mode f o r  tec  hnol ogy t r a n s f e r ,  and procedures 
f o r  c o n f l  i c  t management. 

a Major  p r o j e c t  management i ssues  were discussed and procedures were 
agreed upon and recorded f o r  moni t o r i  ng , coo rd ina t i on ,  communica- 
t i o n ,  f requency o f  meetings, r e p o r t i n g  re1 a t i o n s h i  ps , con t rac tua l  
re1 a t i ons ,  and t r a c k i n g  o f  p r o j e c t  t a rge t s .  

a The key i s sue  o f  t he  reo rgan i za t i on  and decen t ra l  i z a t i o n  o f  t h e  
NWSDB was r a i s e d  and exp lo red  as a  p r o j e c t  task.  S i g n i f i c a n t  prob- 
lem areas and concerns were sur faced and a  r e o r g a n i z a t i o n  task 
f o r c e  was organized as a  v e h i c l e  f o r  s t a f f  p a r t i c i p a t i o n  i n  
decis ion-making and reo rgan i za t i on  management. 

a A l l  p a r t i c i p a n t s  became c o n s i d e r a b l y  more i n f o r m e d  a b o u t  t h e  
background, purposes, method01 ogy and scope o f  t h e  i n s t i t u t i o n a l  
devel opnent p r o j e c t  . 

a Act ion/work p lans  were developed f o r  t he  f i r s t  f o u r  months o f  t h e  
p r o j e c t  i n  each o f  t he  seven p r o j e c t  areas (management, t r a i n i n g /  
p e r s o n n e l  , f i n a n c i a l  /commerci  a1 , o p e r a t i o n s  and  ma in tenance ,  
engineer ing,  suppl i e s  and s tores,  and heal t h  educa t ion) .  

a S i g n i f i c a n t  team-bui ld ing and team l e a r n i n g  were accomplished, and 
c o l l  a b o r a t i v e  p l  a n n i  ng p r o c e d u r e s  and methods  f o r  c l  a r i  f y i n g  
expec ta t ions  and r o l  es and respons ib i l  i t i e s  were demonstrated. 

Concl u s i  ons/Recomendations 

a 'The p r o j e c t  team should c a p i t a l  i ze on t he  momentum c rea ted  a t  t h i s  
workshop by i n fo rm ing  o the rs  a t  t he  NWSDB o f  t he  r e s u l t s  and c a r r y  
fo rward  the  agreements and a c t i o n  p l  ans made. 

a Workshops o f  t h i s  na tu re  should be repeated a t  l e a s t  once a  year  
w i t h  o u t s i d e  consul t a n t  ass i  stance; in-house rev iew o f  p r o j e c t  
management and team r e l a t i o n s  should take  p lace  a t  l e a s t  every  s i x  
months and be moni tored con t inuous ly .  

a Carefu l  management o f  t he  reorgan i  z a t i o n  and decen t ra l  i z a t i  on w i l l  
r e q u i r e  a  s e r i e s  o f  i n f o r m a t i o n  meetings, team-bui l  d i n g  w i t h i n  new 
u n i t s ,  and communications among u n i t s  over t he  n e x t  two years.  It 
i s h i g h l y  recommended t h a t  o r g a n i z a t i o n a l  d e v e l  opment e x p e r t s  
( p r e f e r a b l y  consu l t an t s  who a re  o u t s i d e  t he  system) be used t o  
a s s i s t  t o p  management i n  c a r r y i n g  o u t  t h i s  d e l i c a t e  task.  

a An i n s t i t u t i o n a l  developnent p r o j e c t  o f  t h i s  na tu re  w i l l  r e q u i r e  
s i g n i f i c a n t  change i n  managerial behav io r  a t  a1 1  1  eve1 s. Cur ren t  
p l  ans w i t h i n  t he  p r o j e c t  f o r  execu t i ve  management developnent do 
n o t  address t h i s  need d i r e c t l y  (a1 though t he  p r o j e c t  paper does). 
It i s  recomnended t h a t  t h i s  component be added t o  the  p r o j e c t .  



Chapter 1 

BACKGROUND 

1.1 Reauest f o r  Ass is tance 

The preimpl ementat ion workshop discussed i n  t h i s  r epo r t *  represen ts  t h e  f i r s t  
ma jo r  event  i n  s t a r t i n g  up a  new water and s a n i t a t i o n  sec to r  p r o j e c t  designed 
t o  p rov ide  comprehensive and systemic i n s t i t u t i o n a l  developnent f o r  t h e  
Nat ional  Water Supply and Drainage Board (NWSDB) . This  workshop was designed 
t o  acqua in t  a l l  p a r t i e s  w i t h  the  background, qua1 i f i c a t i o n s ,  p rev ious  e f f o r t s ,  
and working s t y l e s  o f  o t h e r  o rgan iza t ions .  I n  t h i s  way the  p r o j e c t  s t a r t - u p  
t ime  would be shortened and d r a f t  a c t i o n  p l  ans c o u l d  be developed f o r  t he  
f i r s t  few months o f  the  p r o j e c t .  

A reques t  f o r  t echn i ca l  ass is tance f o r  the NWSDB o f  S r i  Lanka was issued by 
USAID/Sri Lanka i n  December 1984. The ass is tance requested was f o r  t he  des ign 
and imp1 ementat ion o f  a  s t a r t - u p  workshop f o r  the  new p r o j e c t .  P a r t i c i p a n t s  
were t o  i nc l ude  s t a f f  o f  t h e  NWSDB, USAID and the  prime c o n t r a c t o r  t h a t  would 
be awarded the  c o n t r a c t  f o r  the  new water and s a n i t a t i o n  sec to r  p r o j e c t .  For 
the chronology o f  p r o j e c t  development, r e f e r  t o  Appendix A. 

Procurement f o r  t h e  c o n t r a c t  f o l l owed  the  planned schedule and a  c o n t r a c t o r  
was se lec ted  i n  February 1985. Dates f o r  t he  workshop were s e t  f o r  l a t e  A p r i l  
t o  a l l o w  some t ime  f o r  p r o j e c t  m o b i l i z a t i o n .  John H. Aus t i n  o f  A I D ' S  O f f i c e  o f  
Heal t h ,  k r e a u  f o r  Science and Techno1 ogy, and Daniel  B. Edwards, a  Water and 
S a n i t a t i o n  f o r  Heal t h  ( WASH) P r o j e c t  consul t a n t  , c a r r i e d  o u t  t h i s  assignment. 

1.2 Events Leadinq t o  t h e  Request 

P r i o r  t o  t h e  invo lvement  o f  U S A I D  i n  develop ing t h i s  p r o j e c t  a  s e r i e s  o f  
r e l a t e d  e f f o r t s  helped s e t  the stage. Adv isors  p rov ided  by the  World Hea l th  
Organ iza t ion  p rov ided  ass is tance  i n  ope ra t i ons  and maintenance, t r a i n i n g  
department development, f i nanc i a1 p l  anni  ng , manpower s tud ies ,  and app rop r i a te  
technology (1980-1984). The I n t e r n a t i o n a l  Reference Center f o r  Community Water 
Supply i n  t h e  Hague prov ided fund ing  f o r  hunan-resource development s t u d i e s  
and opera t ions  and maintenance. The World Bank p rov ided  a  management study and 
t he  development o f  a  s t r a t e g i c  p lan.  The l 3 r i t i s h  Council and t he  U.N. 
Development Program ass i s ted  i n  p r o v i d i n g  o f f s h o r e  t r a i n i n g  and t r a i n i n g  
m a t e r i  a1 s  . 

1.3 U S A I D  I n v o l  vement 

The invo lvement  o f  U S A I D  i n  t h i s  p r o j e c t  i n c l  uded the  f o l l o w i n g  major  steps: 

1. WASH workshop f o r  t he  NWSDB t o  p rov ide  ope ra t i ons  June 1983 
and maintenance p rob l  em-defi n i  t i o n  and ac t i on -  
p lanning.  

*See t h e  Supplement t o  WASH F ie1  d  Report  No. 151 f o r  t h e  w r i t t e n  m a t e r i a l  s  
resu l  ti ng from t h i s  workshop. 



2. Developnent o f  a p r o j e c t  i d e n t i f i c a t i o n  docunent Fa1 1 1983 
(PID) 

3. De ta i l ed  techn ica l  analyses by  WASH team t o  Spr ing 1984 
o u t l i n e  s p e c i f i c  needs to be addressed by t h e  
p r o j e c t .  

4. A p r o j e c t  development team worked w i t h  NWSDB May 1984 
s t a f f  t o  o u t l i n e  each area o f  p r o j e c t  a c t i v i t y .  

5. P r o j e c t  paper d ra f t ed  and approved. August 1984 

6. Contract  procurement and award. November 1984 - 
March 1985 

7. Preimplementat ion workshop. A p r i l  1985 



Chapter 2 

WORKSHOP PREPARATION AND PLANNING 

2.1 Data C o l l e c t i o n  and Needs Assessment 

The f i r s t  s tage i n  develop ing t he  workshop focuses on da ta  c o l l e c t i o n  and 
needs assessment. I n fo rma t i on  was exchanged between t he  WASH consu l t an t s  and 
t h e  t h ree  major  a c t o r s  concerned w i t h  p r o j e c t  s t a r t - up :  USAID, t h e  NWSDB, and 
t he  c o n t r a c t o r .  Meetings were he ld  w i t h  t h e  USAID p r o j e c t  manager t o  determine 
t h e  s p e c i f i c  i n t e r e s t s  and concerns which re1 ated t o  p r o j e c t  requi rements so 
t h a t  these cou ld  be b u i l t  i n t o  t he  workshop design. A workshop rev iew 
committee was s e t  up w i t h  des ignated s t a f f  from the  NWSDB. The committee, 
which served as a  re fe rence  group w i t h i n  t h e  NWSDB t o  v e r i f y  t h e  da ta  and t o  
coo rd ina te  workshop l o g i s t i c s  and p lanning,  organized a  s e r i e s  o f  meet ings f o r  
t he  WASH consu l t an t s  t o  i n t e r v i e w  a l l  workshop p a r t i c i p a n t s  i n  advance. I n  
a d d i t i o n ,  a  l a r g e  group meet ing was s e t  up w i t h  s t a f f  who were n o t  a t tendi r rg  
t he  workshop (midd l  e-1 eve1 s t a f f  and reg iona l  managers) t o  sol  i c i  t t h e i  r 
i n p u t .  A two-day o r i e n t a t i o n  and data ga the r i ng  meet ing was a1 so conducted 
w i t h  t h e  c o n t r a c t o r ' s  s t a f f .  

2.1.1 Meet ings w i t h  t h e  NWSDB S t a f f  

Data c o l l  e c t i o n  and p repa ra t i on  tasks  f o r  t he  workshop were accompl i shed by  
ho ld i ng  a  s e r i e s  o f  meet ings. Each work u n i t  w i t h i n  t he  board a t t e n d i n g  t h e  
workshop r e c e i v e d  an i n d i v i d u a l  b r i e f i n g  and i n s t r u c t i o n s  f o r  workshop 
p repara t ion .  I n p u t  f o r  workshop des ign was c o l l e c t e d  i n  each meet ing. The 
goa l s  and des i r ed  outcomes o f  t h e  workshop were exp la ined  as e s s e n t i a l l y  a  
process i n  which i n f o r m a t i o n  would be exchanged about t he  p r o j e c t  and 
expec ta t ions  f o r  working toge ther  would be c l  a r i  f i e d  . A1 1  persons a t t end ing  
were asked t o  d iscuss  u n i t  work problems w i t h  t h e i r  co l leagues  i n  o rder  t o  
s e l e c t  p r i o r i t y  i ssues  f o r  p r o j e c t  s ta r t -up .  It was exp la ined  t h a t  d u r i n g  the  
workshop, s t a r t - u p  p l  anni ng woul d  be conducted i n  o rder  t o  develop four-month 
a c t i o n  p lans f o r  each t echn i ca l  work u n i t  p a r t i c i p a t i n g  i n  the  p r o j e c t .  

Dur ing t h i s  needs-assessment process i t  became c l e a r  t h a t  t h e  m a j o r i t y  o f  t h e  
persons who would a t t end  t h e  workshop were unc lear  about t h e  goa l s  and 
a c t i v i t i e s  o f  t h e  p r o j e c t .  Some i n d i v i d u a l s  had knowledge about p r o j e c t  
a c t i v i t i e s  i n  t h e i r  own work area b u t  few had a  comprehensive idea  o f  t he  
e n t i r e  p r o j e c t .  I n  o rder  t o  prepare f o r  t he  workshop, background i n f o r m a t i o n  
was d i s t r i b u t e d .  T h i s  c o n s i s t e d  o f  c o p i e s  o f  t h e  p r o j e c t  pape r ,  t h e  
c o n t r a c t o r ' s  statement o f  work, a  sumnary t a b l e  o f  p r o j e c t  t a rge t s ,  and a  
s h o r t  p r o j e c t  d e s c r i p t i o n .  

A ha1 f-day 1  arge group meet ing was h e l d  f o r  m idd le - leve l  management and 
rep resen ta t i ves  o f  r eg iona l  o f f i c e s  who were n o t  i n v i t e d  t o  t he  workshop. A 
t o t a l  o f  approx imate ly  40 persons at tended t h i s  meeting, 30 pe rcen t  o f  whom 
were i n d i v i d u a l  s  who had been i n v i t e d  t o  t h e  workshop b u t  wanted t o  a t t e n d  
t h i s  meeting t o  1  earn more about t he  p r o j e c t .  



Dur ing  t h i s  l a r g e  group meeting, a  complete overv iew o f  t h e  p r o j e c t  was 
presented by  t h e  USAID p r o j e c t  o f f i c e r .  Then t h e  p a r t i c i p a n t s  met i n  small 
groups and discussed t he  f o l l  owing quest ions : 

a What quest ions do you have about t he  p r o j e c t ?  

a What prob l  ems do you foresee i n  the  p r o j e c t ?  

a How do you want t he  consu l t an t s  t o  work w i t h  you? 

a What work-re1 a ted  problems do you want t he  p r o j e c t  t o  address 
d u r i n g  t he  f i r s t  f o u r  months o f  t he  p r o j e c t ?  

The quest ions people had about t he  p r o j e c t  i l l u s t r a t e  t h e i r  concerns. For 
example, a l l  groups asked about t he  proposed r e o r g a n i z a t i o n  o f  t h e  NWSDB. 
T h e i r  quest ions were wide-ranging : 

a What i s  t he  proposed t a b l e  o f  o rgan i za t i on?  

a What w i l l  be t h e  e x t e n t  o f  r eg iona l - l eve l  a u t h o r i t y  ( t e c h n i c a l ,  
pol  i t i c a l  and f i n a n c i a l  ) ?  

a What reg iona l  - l e v e l  f a c i l  i t i e s  w i l l  be prov ided ( s t a f f ,  housing, 
t r a n s p o r t ) ?  

a What changes w i l l  be e f f e c t e d  i n  t he  r e g i o n a l - o f f i c e  s e t  up? 

a How much d e t a i l  has been worked o u t  i n  t he  proposed o rgan i za t i ona l  
s t r u c t u r e ?  

a How does t he  p resen t  c o n s t r u c t i o n  branch fit i n t o  t he  p r o j e c t ?  

a What i n c e n t i v e s  w i l l  be prov ided f o r  o f f i c e r s  t o  work i n  t h e  
reg ions?  

a I n  t h e  d e c e n t r a l  i z a t i o n  p rogram where does t h e  d e s i g n  and 
c o n s t r u c t i o n  branch f i t ?  

a What w i l l  be t he  s t a f f  s t r u c t u r e  o f  the  Regional Serv ices Centers? 

It was c l e a r  from these quest ions t h a t  a  g r e a t  deal o f  concern was f e l t  about  
t h e  reo rgan i za t i on  o f  t h e  NWSDB. During the  response t ime, t h e  t h i n k i n g  behind 
t he  reo rgan i za t i on  was expl ained and re fe rence  was made t o  t he  Government o f  
S r i  Lanka's p o l i c y  o f  d e c e n t r a l i z a t i o n  and t h e  f i v e - y e a r  s t r a t e g i c  p l an  
approved b y  t h e  M i n i s t r y  o f  Local Government, Housing and Cons t ruc t ion  
(MLGHC). A t  t h e  end o f  t h e  meeting, t h e  proposed t a b l e  o f  o r g a n i z a t i o n  was 
d i s t r i b u t e d  f o r  study. Because o f  t he  importance a t tached t o  r eo rgan i za t i ona l  
issues,  i t  was decided t o  i n c l u d e  a  h a l f  day session on i t  i n  t h e  workshop. 
(See F igures 1 and 2.) 

The needs-assessment quest ion r e l a t i n g  t o  how t h e  NWSDB s t a f f  wanted t o  work 
w i t h  t he  consul t a n t s  r ece i ved  an overwhelming response from each group: "We 
want t h e  consu l t an t s  t o  work w i t h  us, n o t  apart ."  D iscuss ion  o f  t h i s  p o i n t  
i n d i c a t e d  t h a t  t h e  NWSDB e x p e c m  consul t a n t s  t o  work under t h e  d i r e c t i o n  
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o f  t h e i r  coun te rpa r t s  and c o n s u l t  w i t h  them every s tep o f  t h e  way. There was 
some concern t h a t ,  because the  consul t a n t s '  c o n t r a c t  was w i t h  USAID,  t h e  NWSDB 
would have 1  i ttl e  1  everage over t h e  c o n t r a c t o r  i n  cases o f  disagreement. 

Discuss ion revea led  t h a t  t h e  f o l l o w i n g  t echn i ca l  work areas were o f  most 
concern f o r  t h e  f i r s t  f o u r  months o f  t h e  p r o j e c t :  revenue c o l l e c t i o n s  f o r  
supp ly ing  water  and improv ing t he  suppl i e s  sec t i on ,  t r a n s p o r t  f a c i l  i t i e s  and 
c o n t r a c t i  ng procedures. 

A f t e r  t he  round o f  i n d i v i d u a l ,  small group, and l a r g e  group i n t e r v i e w s ,  i t  
became c l e a r  t h a t  t h e  NWSDB p a r t i c i p a n t s  i n  the  p r o j e c t  wanted t h e  workshop t o  
address t h e  f o l  1  owi ng concerns : 

a To understand more about t h e  p r o j e c t  and what i s  expected o f  
employees i n  imp1 ementi ng i t  . 

a To l e a r n  more about t h e  goa ls  o f  t h e  r e o r g a n i z a t i o n  process and 
have the  o p p o r t u n i t y  f o r  subs tan t i ve  i n p u t  i n t o  it. 

a To beg in  t o  work w i t h  t h e  consu l t an t s  and e s t a b l i s h  procedures f o r  
working w i t h  them -- making c l e a r  t h a t  t h e i r  r o l e  i s  t o  work w i t h  
t h e  NWSDB s t a f f .  

2.1.2 Needs-Assessment Workshop f o r  t he  Cont rac to rs  

The needs-assessment process w i t h  t h e  c o n t r a c t o r s  cons i s ted  o f  a  two-day 
workshop. Th i s  was h e l d  on Monday and Tuesday p r i o r  t o  t h e  four-day workshop 
f o r  a l l  t h e  groups which s t a r t e d  on Fr iday .  The WASH consu l t an t s  s t r u c t u r e d  a  
process which would p rov ide  o r i e n t a t i o n  t o  t h e  p r o j e c t ,  beg in  t o  b u i l d  a  
c o n s u l t a n t  team, and sol  i c i t  i n p u t  f o r  the  four-day workshop. The process was 
a1 so designed t o  a l l o w  t i m e  f o r  t h e  c o n t r a c t o r ' s  s t a f f  t o  become acquainted 
w i t h  t he  USAID p r o j e c t  manager and become c l e a r e r  about USAID's expec ta t i ons  
i n  t he  p r o j e c t .  

On t h e  f i r s t  day o f  t h e  needs-assessment workshop, ques t ions  were generated 
about t h e  p r o j e c t  from t h e  c o n t r a c t o r  s t a f f ,  us ing  a  small group process. 
These were t h e n  d i s c u s s e d  b y  t h e  USAID p r o j e c t  manager and t h e  WASH 
consu l tan ts .  Most quest ions were on t he  p r o j e c t ' s  goals,  how t o  work w i t h  
coun te rpar ts ,  1  o g i s t i c s  and p r o j e c t  suppor t  ( o f f i c e  space, equipment) , and 
p r o j  ec t management. 

The U S A I D  p r o j e c t  o f f i c e r  prov ided a  comprehensive overv iew o f  t he  p r o j e c t  
( u s i n g  t he  same m a t e r i a l  presented t o  NWSD B o f f i c i  a1 s) . The WASH consul t a n t s  
presented ideas  on s k i l l  t r a n s f e r  and d iscussed t h e  p r o j e c t  des ign  as an 
i n s t i t u t i o n a l  1  ea'rning process. S p e c i f i c  1  o g i  s t i c a l  ques t ions  were answered 
and fo l low-up  agreements were made between U S A I D  and t h e  c o n t r a c t o r .  

0-1 t he  second day o f  t h e  needs-assessment workshop t h e  c o n t r a c t o r  s t a f f  were 
asked the  f o l l  owing quest ions : 

a What do you want t he  pre- implementat ion workshop t o  address? 
a How do you want i t  t o  be organized? 
a What s p e c i f i c  p repa ra t i on  do you need a t  t h i s  p o i n t ?  



Based on t h e i r  answers, these a re  t h e  goal s  they  wished t o  see accompl i shed  
d u r i n g  t he  workshop : 

a t o  develop work ing r e l a t i o n s h i p s  w i t h  coun te rpa r t s ,  

a to agree on s p e c i f i c  work o b j e c t i v e s ,  

a t o  i d e n t i f y  problem areas and p r i o r i t i e s ,  

a t o  exp lo re  expec ta t ions  and c o m i t m e n t s  on b o t h  s ides,  and 

a t o  l e a r n  more about t h e  NWSDB. 

Con t rac to r  s t a f f  members expressed t h e  hope t h a t  t h e  workshop would be  
a c t i o n - o r i e n t e d  and a l l o w  t ime  f o r  i n f o rma l  and m a l l  -group sess ions w i t h  
coun te rpa r t s ,  b u t  f e l t  t h a t  i n  o rde r  t o  prepare f o r  t he  workshop, t h e y  would 
need t o  read more about t h e  p r o j e c t .  A b i b l i o g r a p h y  was developed and sources 
o f  r ead ing  m a t e r i a l  were i d e n t i f i e d  and del  i v e r e d  t o  t h e  c o n t r a c t o r  several  
days p r i o r  to t h e  workshop. 

Workshop Design 

From t h e  da ta  c o l l e c t e d  i n  t h e  processes descr ibed  above, a  workshop des ign  
was d r a f t e d .  The d r a f t  des ign was reviewed p o i n t  by  p o i n t  by  bo th  t h e  USAID 
p r o j e c t  o f f i c e r  and a  f i ve -person  NWSDB workshop rev i ew  committee. The des ign  
was a1 so reviewed b y  t he  chairman o f  t h e  NWSD B and a  b r i e f i n g  was conducted on 
p a r t i c u l a r  concerns o f  t h e  p a r t i c i p a n t s  which t h e  chairman coul  d  address 
d u r i n g  h i s  opening remarks and p a r t i c i p a t i o n .  

2.2.1 Workshop Goal s  

The f o l l o w i n g  o v e r a l l  goal s  were developed f o r  t he  workshop: 

a To exchange bas i c  i n f o r m a t i o n  about t h e  USAID/NWSD B i n s t i t u t i o n a l  
devel oprnent p r o j  ec t . 

a To p rov i de  an o p p o r t u n i t y  f o r  t he  p r o j e c t  team t o  become acquain ted 
w i t h  each o t h e r  and beg in  t o  b u i l d  a  work ing team. 

a To c l a r i f y  e x p e c t a t i o n s  f o r  w o r k i n g  t o g e t h e r  and a g r e e  upon 
p r o c e d u r e s  f o r  p r o j e c t  management and  c o u n t e r p a r t  w o r k i  ng 
re1 a t i o n s h i  ps . 

a To develop d r a f t  ac t ion /work  p lans  f o r  p r o j e c t  s t a r t - u p .  



2.2.2 Workshop Schedule 

A p r i l  26 - F r i d a y  

9:30 a.m. R e g i s t r a t i o n  

10:30 a.m. In t roduc t ions /Open ing  Remarks: 
korkshop f a c i l  l t a t o r s :  John IT. Aust in ,  Daniel  Edwards 
NWSDB Chairman: N.D. P e i r i s  
USAID P r o j e c t  O f f i c e r :  E r i c  Loken 

1 1 : O O  a.m. G e t t i n g  t o  Know Each Other 
I n t r o d u c t i o n  o t  each person t o  members o f  h i s / h e r  t echn i ca l  
work group fo l lowed b y  t he  i n t r o d u c t i o n  o f  a l l  non-NWSDB 
persons t o  the e n t i r e  workshop audience. 

12:30 p.m. Lunch 

2:00 p.m. Ove ra l l  P r o j e c t  I n f o r m a t i o n  
- What USAID and NWSDB have agreed upon and expec t  t o  

accompl i sh 
- P ro j  ec t management i ssues 
- Group r e a c t i o n s  

5:30-6:30 p.m. Social  t b u r  

A p r i l  27 - Saturday 

8:30 a.m. Chairman's C e r t i f i c a t i o n  o f  Agreements 

9:00 a.m. NWSD B  Reorganizat ion 

- Concepts and goal s  o f  r e o r g a n i z a t i o n  and consol i d a t i o n ;  
r e s u l t s  o f  t he  techn ica l  s t ud ies :  E r i c  Loken 

- Plans i n  process; d r a f t  o rgan i za t i on  c h a r t :  N.D. P e i r i s  
- Group d i scuss ion  

12:30 p.m. Lunch 

2:OO Expec ta t ions  f o r  Working Together 
- Small group a c t i v i t y  
- F u l l  group d iscuss ion  

5:30-6:30 p.m. Social  t b u r  

A p r i l  28 - Sunday 

8:30 a.m. P r o j e c t  Work/Action P l  anning 
b a l l  group a c t i v i t y  

12:30 p.m. Lunch 



P r o j e c t  Work/Acti on P l  anni ng Reports 
F u l l  group presentat ions,  d iscuss ion  and agreements 

5:30 p.m. Social Hour 

A ~ r i l  29 - Monday 

8:30 a.m. Pl anning Reports, cont inued 

10: 30 a .m. Reorganizat ion Task Force Report 

11:OO a.m. Eva1 ua t i on  

11:30 a.m. C los ing  Remarks : 
Danie l  tdwards; John H. Aust in 
E r i c  Loken 
N.D. P e i r i s  
Richard A. h i  t h  
P a r t i c i p a n t '  s representa t ive  
Eval ua t i on  

12:OO p.m. Lunch 

- Departure 



Chapter 3 

THE WORKSHOP PROCESS 

Organ iza t ion  

The workshop was designed as a  teambui ld ing and p lann ing  exerc ise .  The s t a f f  
cons i s ted  o f  two workshop l eade rs  who d i r e c t e d  a l l  a c t i v i t i e s .  The suppor t  
s t a f f  i nc l uded  a  l o g i s t i c s  coo rd ina to r ,  two t y p i s t s ,  and a  general suppor t  
person. The workshop f a c i l  i ty  prov ided a  r e s i d e n t i a l  s e t t i n g  w i t h  s l eep ing  
qua r te r s  and meals (and t ea  breaks) prov ided f o r  a l l  p a r t i c i p a n t s .  The 
r e s i d e n t i a l  s e t t i n g  encouraged i n t e r a c t i o n  o f  t he  p a r t i c i p a n t s  a f t e r  hours and 
enabled p a r t i c i p a n t s  t o  g i v e  t h e i r  undiv ided a t t e n t i o n  t o  t he  proceedings. 
'They were f r e e  from o f f i c e  d i s t r a c t i o n s .  Many p a r t i c i p a n t s  sa id  t h a t  i t  would 
have taken them months t o  g e t  as much accomplished i f  t hey  had n o t  i s o l a t e d  
t hemse l ves  from t h e i r  d a i l y  work a c t i v i t i e s .  The c o n f e r e n c e  f a c i l  i t i e s  
cons i s ted  o f  a  1  arge, we l l  1  i gh ted  room w i t h  c h a i r s  arranged i n  a  l a r g e  
U-shape fac ing  a  stage. Breakout space f o r  small groups was prov ided i n  t h e  
l o b b y  and e x t r a  rooms r i g h t  n e x t  t o  the conference room. 

3.2 The P a r t i c i p a n t s  

A t o t a l  o f  50 persons at tended t he  workshop ( f o r  a  l i s t  o f  p a r t i c i p a n t s  r e f e r  
to Appendix B). Th i r t y - two  p a r t i c i p a n t s  a t tended from the  NWSDB. These 
i nc l  uded a1 1  t he  t o p  management ( chairman, general  manager, and assoc ia te .  and 
deputy general  managers), and those m idd le - l eve l  managers, s e c t i o n  and o f f i c e  
heads who w o u l d  work d i r e c t l y  i n  c o u n t e r p a r t  r e l a t i o n s h i p s  w i t h  t h e  
consul t an t s .  The c o n t r a c t o r ' s  s t a f f  cons i s ted  o f  11 persons who were 1  i sted  as 
f u l l - t i m e  o r  long- te rm s t a f f  on the  p r o j e c t  ( t h e  one long- te rm s t a f f  person 
n o t  present  was t he  suppl i e s  and s to res  spec ia l  i s t )  . The M i n i s t r y  o f  Hea l th  
sent  one r e p r e s e n t a t i v e  and t he  M i n i s t r y  o f  Local Government, Housing and 
Cons t ruc t ion  sent  two consu l tan ts .  One NGOWSS Decade Serv ice r e p r e s e n t a t i v e  
a1 so at tended. USAID was represented by  t h ree  persons, i n c l  uding the p r o j e c t  
and ass i  s t a n t  p r o j e c t  managers. 

3.3 Backqround Readi na 

I n  o rde r  t o  prepare p a r t i c i p a n t s  f o r  t he  workshop, read ing  m a t e r i a l  s  were 
d i s t r i b u t e d  a  week i n  advance. These were designed to p rov ide  as much 
in fo rmat ion  as poss ib l e  about t he  p r o j e c t .  Copies o f  t he  f o l l o w i n g  documents 
were d i s t r i b u t e d :  t he  USAID p r o j e c t  paper, a  ten-page sumnary t a b l e  o f  p r o j e c t  
t a r g e t s  and a c t i v i t i e s ,  a  s h o r t  p r o j e c t  summary, a  1  i s t  o f  p a r t i c i p a n t s  
( i n c l  u d i  ng the  c o n t r a c t o r ' s  s t a f f ) ,  and a  sumnary o f  t he  c o n t r a c t o r ' s  proposed 
work p lan .  On t he  f i r s t  day o f  t he  workshop b r i e f  resumes o f  t he  c o n t r a c t o r ' s  
s t a f f  were d i s t r i b u t e d .  I n  p r e p a r a t i o n  f o r  t h e  s e s s i o n  on NWSDB 
r e o r g a n i z a t i o n  , cop ies  o f  t h e  c u r r e n t  and proposed tab1 e  o f  o rgan i za t i on  , 
along w i t h  a  sumnary o f  proposed changes and t he  r a t i o n a l e  f o r  each change, 
were d i s t r i b u t e d  a t  t he  end o f  t he  f i r s t  day. 



3.4 D e s c r i ~ t i o n  o f  t h e  Process 

I n  general t he  workshop was designed t o  b u i l d  r e l a t i o n s h i p s  and advance t he  
process o f  p r o j e c t  implementat ion to a  p o i n t  o f  f i r s t  ac t ions .  The s t r u c t u r e d  
a c t i v i t i e s  r e q u i r i n g  t he  p r o j e c t  team t o  work on i ssues  which would norma l l y  
be ra i sed  i n  t he  f i r s t  few months o f  t he  p r o j e c t  were in tended to acce le ra te  
t he  p r o j e c t  s t a r t - u p  per iod .  More impor tan t ,  a  c a r e f u l l y  designed s e r i e s  o f  
spec i f i c  t asks  f o r  coun te rpa r t  teams would p rov ide  model s  f o r  i n t e r a c t i o n  and 
p rob l  em-sol v i n g  which cou ld  be used throughout  t he  1  i f e  o f  t he  p r o j e c t .  It was 
a1 so assuned t h a t  c l e a r  understandings about procedures, r e s p o n s i b i l  i t i e s ,  and 
working re1 a t i o n s h i p s  would shor ten t he  l e a r n i n g  cu rve  on teamwork and avoid 
( o r  m in im ize)  c o s t l y  misunderstandi  ngs 1  a t e r  on. These general  o b j e c t i v e s  were 
in terwoven throughout  t he  workshop i n  t he  f o l l  owing manner: 

To Develop a  Basis f o r  Working Together 

Day 1: E s t a b l i s h  a  b a s i s  o f  comnon i n f o r m a t i o n  about t h e  p r o j e c t  and 
composi t ion o f  sub-teams. Th is  was designed t o  es tab l  i s h  a  general  
framework f o r  t he  pro ject /workshop and who would be  i n t e r a c t i n g  
w i t h  whom. 

Day 2: Deve lop  k e y  u n d e r s t a n d i n g s  a b o u t  r o l e s  and e x p e c t a t i o n s  f o r  
w o r k i n g  t o g e t h e r  and managing a  p r o j e c t  o f  t h i s  n a t u r e .  
S p e c i f i c a l l y ,  e s t a b l i s h  who i s  go ing t o  p l a y  what r o l e  i n  t h e  
p r o j e c t  and what t he  o v e r a l l  team should expect  o f  i t s  members t o  
g e t  p r o j e c t  work done. 

Day 3: Surface t he  i ssue  o f  i n s t i t u t i o n a l  change as a  corners tone  t o  t h e  
p r o j e c t  and exp lo re  t h e  consequences f o r  t he  team as a  whole. 
S p e c i f i c a l l y ,  1  ay a l l  t he  cards  on t he  t a b l e  about t he  i s sue  o f  
r eo rgan i za t i on  and engage t he  group i n  work ing w i t h  t he  c e n t r a l  
i s sue  o f  t he  p r o j e c t ;  es tab l  i sh t h a t  t he  team has a  common probl  em 
t o  so lve  if they  a re  t o  be successfu l .  Establ  i s h  t h a t  change i s  
going t o  occur. 

Day 4: Determine and agree upon how consu l t an t s  and coun te rpa r t s  ( a s  
sub-teams o f  t he  p r o j e c t )  w i l l  i n t e r a c t  as pa r tne rs  i n  l e a r n i n g  
and i n s t i t u t i o n a l  change. E s t a b l i s h  s p e c i f i c  understandings o f  how 
t e c h n i c a l  teams w i l l  work t o g e t h e r .  E s t a b l  i s h  t h a t  teamwork 
r e q u i r e s  communication about team re1 a t i o n s h i p s  i n  open d ia logue .  

To Test  Understandings w i t h  Actua l  P r o j e c t  Work 

Day 3: Conduct techn ica l  work p lanning needed f o r  t he  f i r s t  f o u r  months 
o f  p r o j e c t  work i n  p r o j e c t  sub-teams. Use work tasks  as a  dev ice  
f o r  engaging i n  immediate p r o j e c t  work; t e s t  t he  agreements made 
about working as a  team; es tab l  i sh t h a t  i t  i s  t ime f o r  ac t i on .  

To Coordinate P r o j e c t  Work: Pool I n fo rma t i on  f o r  S ta r t -up  

Day 4: Review a l l  w o r k / a c t i o n  p l a n s  f o r  t e c h n i c a l  soundness and 
consequences f o r  o t h e r  u n i t s  ( t im ing ,  resources,  commitments). 
S p e c i f i c a l l y  , es tab l  i s h  t h a t  t he  way t o  work t oge the r  i s  t o  make 
a l l  p r o j e c t  i n f o r m a t i o n  commonly shared data.  A t  t h e  same t ime,  



beg in  t h e  p r o j e c t  and work o u t  any i n t e r u n i t  c o n f l i c t s  i n  advance 
o f  ac t i on ;  s e t  a  tone o f  ac t i on ,  c o o r d i n a t i o n  and problem so l v i ng .  

The f o l  1  owing b r i e f 1  y descr ibes  t h e  mechanics o f  each sess ion and surnmari zes 
s p e c i f i c  sess ion o b j e c t i v e s .  

3.4.1 Day One -- Morning Session: Opening Ceremonies/Gett ing t o  Know Each 
Other 

Th i s  sess ion occupied t h e  f i r s t  morning; i t s  goal s  were as f o l l o w s :  

To i n t r o d u c e  p a r t i c i p a n t s  t o  t h e  workshop goals ,  agenda, and 
working procedures. 

m To p rov i de  an o p p o r t u n i t y  f o r  t h e  chairman o f  t h e  NWSDB and the  
USAID p r o j e c t  manager t o  commun ica te  t o  t h e  g r o u p  t h e i r  
expec ta t i ons  f o r  t h e  workshop and t h e  p r o j e c t .  

To enable a l l  p a r t i c i p a n t s  t o  becane acquain ted w i t h  each person a t  
the  workshop who would be working i n  a  t echn i ca l  sub-team and t o  
i n t r o d u c e  a1 1  non-NWSDB p a r t i c i  pants. 

To enable  a l l  p a r t i c i p a n t s  t o  share s p e c i f i c  i n f o r m a t i o n  about each 
o t h e r  i n c l  ud ing name, t i t l e ,  background, and personal i n f o rma t i on .  

In t roduc t ions /Open i  ng Remarks 

A f t e r  b r i e f  welcoming remarks and an i n t r o d u c t i o n  by  t h e  workshop l eade rs ,  t h e  
chairman addressed t h e  group. He s t ressed  h i s  suppor t  f o r  t h e  p r o j e c t  and 
spoke of  t h e  new d i r e c t i o n s  which he in tended  t h e  NWSDB t o  take  w i t h  t h e  
ass is tance  o f  t he  p r o j e c t  (an  increased emphasis on comnercial  f u n c t i o n s  and 
ope ra t i ons  and maintenance, r e o r g a n i z a t i o n  and consol  i d a t i o n ,  devel op ing  
adn in i  s t r a t i v e  systems, and g r e a t e r  de l  ega t i on  o f  a u t h o r i t y )  . He charged t h e  
group w i t h  t he  necess i t y  o f  working t oge the r  t o  make t he  necessary changes and 
to suppor t  t h e  p r o j e c t .  

The USAID p r o j e c t  o f f i c e r  exp la ined  t h e  h i s t o r y  o f  t h e  p r o j e c t  as a  j o i n t  
e f f o r t  between USAID and t h e  NWSDB. He spoke o f  t h e  comnitment o f  o t h e r  
agencies t o  t he  success o f  t he  p r o j e c t  and t h e i r  c o n t r i b u t i o n s  ( i n  p a r t i c u l a r  
the  para1 l e l  e f f o r t s  o f  t he  World Bank). F i n a l l y ,  he charged t h e  group w i t h  
t he  need to move towards a c t i o n  and exp la ined  t h a t  t h e  t ime  f o r  r e p o r t s  and 
s t u d i e s  was over.  

The workshop 1  eaders then reviewed t h e  goal s, sc hed u l  e, and 1  o g i  s t i c a l  
arrangements o f  t h e  workshop. 

G e t t i n g  t o  Know Each Other  

I n  t h i s  segment, t h e  group met i n  pre-assigned groups. These were t h e  
t echn i ca l  work teams which would work t oge the r  throughout  t he  workshop and t h e  
p r o j e c t ;  t h e y  cons i s t ed  o f  c o n t r a c t o r  s t a f f  and coun te rpa r t s .  Group members 



i n t e r v i ewed  each o the r  and prepared themselves t o  present  i n f o r m a t i o n  t o  t he  
f u l l  group about newcomers o r  o u t s i d e r s  t o  t h e  NWSDB. 

3.4.2 Day One -- Af ternoon Session: Overa l l  P r o j e c t  I n fo rma t i on  

This  session was t h ree  and one-ha l f  hours long;  i t s  goals  were as f o l l o w s :  

0 To rev iew key p r o j e c t  in fo rmat ion .  

0 To present  and rev iew p r o j e c t  comnitments made t o  date.  

0 To enable t he  NWSDB, USAID,  and the  c o n t r a c t o r  t o  exchange o v e r a l l  
expec ta t ions  f o r  p r o j e c t  management. 

0 To develop agreements and a  work p l a n  f o r  complet ing p r o j e c t  
" c o n d i t i o n s  precedent" and o v e r a l l  p r o j e c t  management. 

Th i s  sess ion was d i v i d e d  i n t o  two p a r t s .  The f i r s t  p a r t  d e a l t  w i t h  p r o j e c t  
in fo rmat ion .  The group was asked t o  rev iew a l l  t h e  p r o j e c t  i n f o r m a t i o n  they  
had received t o  date.  I n  a d d i t i o n ,  key p r o j e c t  f a c t s  were posted around t he  
room on f l i p c h a r t s .  'The group was asked t o  walk around, read t h e  in fo rmat ion ,  
r ev i ew  t h e  w r i t t e n  m a t e r i a l ,  and then w r i t e  down any quest ions they  had about 
t h e  p r o j e c t .  These w r i t t e n  q u e s t i o n s  were c o l l e c t e d  and c o l l a t e d .  The 
f a c i l i t a t o r s  t h e n  r e a d  each q u e s t i o n  i n  t u r n  and r e f e r r e d  i t  t o  a  
knowledgeable person i n  t h e  room f o r  an answer. M i s i n fo rma t i on  was c l ea red  up 
and t he  i n t e n t i o n s  o f  t he  p r o j e c t  were expl  ained i n  some depth. 

A f t e r  a  break, t he  focus was changed t o  an expec ta t ions  exerc ise.  I n  t h i s  
exerc ise ,  t h e  group was d i v i d e d  i n t o  an " a c t i v e  p o r t i o n "  and an observer 
group. The a c t i v e  p o r t i o n  cons is ted  o f  t h ree  subgroups: t he  NWSDB p r o j e c t  
committee ( t h e  group respons ib l  e  f o r  o v e r a l l  p r o j e c t  management w i t h i n  t he  
NWSDB), USAID, and t h e  heads o f  t h e  c o n t r a c t o r  team ( p r o j e c t  team l eade r  and 
deputy team l e a d e r ) .  These subgroups were g iven  t h e  task o f  meet ing and 
w r i t i n g  t h e i r  expec ta t ions  o f  t h e  o the r  two groups. They were t o  l i s t  what 
they  expected of  t he  o t h e r  two groups i n  t he  f o l l  owing areas: 

0 How do you expect t he  o the rs  t o  meet t h e  comnitments they have made 
t o  da te  on t he  p r o j e c t ?  (Review commitments.) 

0 What a c t i o n s  and r o l e s  do you expect o f  t he  o t h e r s  f o r  p r o j e c t  
management (e.g., who does what, how o f t e n  t o  meet, e t c  . ) ?  

0 How do you expect p r o j e c t  working r e l a t i o n s h i p s  t o  be managed and 
how do you expect p r o j e c t  i n f o rma t i on  t o  be shared? 

0 What do you expect t h e  o t h e r  groups t o  do i n  o rder  t o  meet t h e  
goal s  o f  the  p r o j  ec t ?  

A f te r  each group had made i t s  1  i s t  o f  expec ta t ions ,  a l l  t he  subgroups were 
brought  toge ther  and t h e  expec ta t ions  were read and c l a r i f i e d  by  p resen te rs  
from each group. The subgroups were then i n s t r u c t e d  t o  caucus, rev iew what was 
expected o f  them and dec ide whether they agreed, disagreed, o r  would modify 
each expec ta t ion .  A f t e r  t h i s ,  each group sen t  one r e p r e s e n t a t i v e  t o  a c t  as a  



n e g o t i a t o r .  Th is  n e g o t i a t i o n  session was arranged as a  f i shbowl  ( i .e., 
r ep resen ta t i ves  s a t  i n  a  c i r c l e  w i t h  the  r e s t  o f  t h e  group a c t i n g  as 
observers ) .  One c h a i r  i n  t he  f ishbowl  was l e f t  open as a  " f r e e "  c h a i r  f o r  any 
observer  to use to comnent o r  add i n p u t  i n t o  t he  n e g o t i a t i o n s  i f  they  so 
des i red .  The f a c i l  i t a t o r s  managed t h e  n e g o t i a t i o n  sess ion t o  ensure t h a t  
agreements and d i  sagreements were f u l l  y a i r e d  and s a t i s f a c t o r y  r eso l  u t i o n s  
were reached. These agreements a re  documented i n  t he  Supplement t o  WASH F i e l d  
Report  No. 151. 

A f t e r  t h e  group concluded the  n e g o t i a t i o n s  and reached agreement on a l l  
p o i n t s ,  t he  sess ion was opened up f o r  f u l l  group d i scuss ion  and comnent. Th is  
sess ion achieved i t s  o b j e c t i v e s  w e l l .  A  work ing s e t  o f  p r o j e c t  management 
agreements was reached. 

3.4.3 Day Two -- Morning Session: Reorgani za t i ona l  Issues 

The goals  f o r  t h i s  h a l f  day sess ion were as f o l l o w s :  

8 To share and d iscuss  t h e  r a t i o n a l e  and goal s  o f  t h e  p l  anned 
reorgan i  za t i on .  

8 To communicate any p l ans  i n  progress and to e x p l a i n  t he  proposed 
o rgan i  z a t i o n  c h a r t .  

8 To s o l i c i t  group reac t i ons ,  ideas,  and i n p u t  f o r  r eo rgan i za t i on .  

8 To d e v e l o p  an a c t i o n  p l a n  f o r  i m p l e m e n t a t i o n  and n e c e s s a r y  
f o l  1  ow-up a f t e r  the workshop. 

The a c t i v i t i e s  o f  t h i s  sess ion were i n  t h e  f o l l o w i n g  sequence. F i r s t ,  t he  
r e s u l t s  o f  t h e  t e c h n i c a l  s t u d i e s  w h i c h  p r o v i d e d  t h e  r a t i o n a l e  f o r  
r e o r g a n i z a t i o n  were presented by  t he  USAID p r o j e c t  manager. Th is  was f o l l  owed 
by  a  p resen ta t i on  o f  t he  proposed o r g a n i z a t i o n  c h a r t  b y  t he  chairman o f  t h e  
NWSDB. A f t e r  t h i s  i n f o r m a t i o n  was presented, t h e  p a r t i c i p a n t s  were randomly 
d i v i d e d  i n t o  small groups and g i v e n  t he  task  o f  l i s t i n g  t h e i r  r e a c t i o n s  on a  
fl i p c h a r t  f o r  r ev i ew  i n  t h e  f u l l  group. They were g i ven  t h e  f o l l o w i n g  
ques t ions  t o  answer: 

8 What do you see as the s t r eng ths  o f  t he  proposed reo rgan i za t i on?  

8 What do you see as t he  weaknesses? 

8 What quest ions do you have about t he  r eo rgan i za t i on?  

8 What suggest ions do you have about the  r e o r g a n i z a t i o n ?  

The i n f o rma t i on  generated by  the  small groups was o rgan ized  by  ques t ion  area 
and posted on t he  wa l l .  The f a c i l  i t a t o r s  then  managed a  d i scuss ion  b y  
rev iew ing  a l l  comments and quest ions.  As the person w i t h  t he  most i n f o r m a t i o n  
and a u t h o r i t y  about  the  r eo rgan i za t i on ,  t h e  chairman p layed an a c t i v e  r o l e  i n  
responding t o  concerns. When quest ions o r  suggest ions were r a i s e d  which coul  d  
n o t  be reso lved,  they were 1  i s t e d  separa te ly  f o r  f o l l ow -up  b y  a  task  f o r c e  
which was assigned b y  t he  chairman. 



This  session was successful  i n  r a i s i n g  the  f u l l  range o f  i ssues  and concerns 
about t he  proposed reorgan iza t ion .  It was l e s s  successful  i n  answering a l l  o f  
t he  concerns ra ised ;  a t  t imes t h e  group demonstrated they were unc lear  about 
( o r  subs tan t i  a1 1  y i n  disagreement w i t h )  t he  reasons and in tended resu l  t s  o f  
the  reorgan iza t ion .  For many, t h i s  was the  f i r s t  t ime  they  had grappled w i t h  
t he  consequences o f  o rgan i za t i ona l  change f o r  t h e i r  work u n i t s .  It became 
c l e a r  i n  t h i s  session t h a t  subs tan t i a l  fo l low-up  and d i scuss ion  would be 
necessary t o  r e s o l v e  i ssues  and agree upon t he  reo rgan i za t i on  w i t h i n  t he  
management o f  t he  NWSDB. (See Chapter 6, Concl us ions and Recomnendations.) 

A t  t he  end o f  t he  session, t he  chairman announced t h a t  he would ass ign  a  task 
f o r ce  t o  work on t h e  i ssues  t h a t  had been brought  up. The names o f  task  f o r c e  
members would be announced a t  t he  beginn ing o f  t he  a f te rnoon session. 

Time was subsequent ly g iven  i n  t h e  l a t e  a f ternoons and evening f o r  t he  task 
f o r c e  t o  meet. It was g iven  the  mandate t o  1 )  develop an a c t i o n  p l an  t o  o b t a i n  
approval f o r  t h e  reo rgan i za t i on  o f  t h e  NWSDB by August 31, 1985; and 2) 
develop a  program t o  manage the  implementat ion o f  t he  reo rgan i za t i on .  The task 
f o r c e  members were requested t o  develop the  a c t i o n  p l an  as " f a r  as poss ib l e "  
w i t h i n  the  t ime  a v a i l  ab le  a t  t he  workshop and t o  r e p o r t  t h e i r  progress t o  the  
f u l l  group on t he  1  a s t  day o f  the  workshop. The f a c i l  i t a t o r s  met w i t h  t he  task  
fo rce  t o  a s s i s t  i n  managing the  process and t o  serve as a  t echn i ca l  resource 
f o r  the  group. 

3.4.4 Day Two -- Afternoon Session : Expectat ions f o r  Working Together 

This  three-and-one-ha1 f -hour  session had t he  f o l l o w i n g  goal s  : 

0 To agree upon expec ta t ions  f o r  working toge ther  i n  techn ica l  work 
teams i ncl  ud i ng : 

- procedures and respons ib i l  i t i e s  f o r  accompl i s h i n g  p r o j e c t  tasks;  

- procedures f o r  t r a n s f e r r i n g  knowledge and s k i l l s ;  and 

- expec ta t ions  f o r  working r e l a t i o n s h i p s  w i t h i n  work teams and 
w i t h  o t h e r  u n i t s  i n  t h e  NWSDB and w i t h  non-governmenta l  
o rgan i  za t i ons  , and o the r  donors. 

The group was d i v i d e d  i n t o  the  techn ica l  work teams corresponding t o  p r o j e c t  
task areas (management, commercial , opera t ions  and maintenance, t r a i n i n g  and 
personnel , eng inee r i  ng , and heal t h  educat ion) .  Each group was requested t o  
have i t s  members separa te ly  develop w r i t t e n  expec ta t ions  o f  t he  corresponding 
coun te rpa r t  ( c o n s u l t a n t  o r  work u n i t )  re1 a t i n g  t o  t he  above 1  i s t e d  goals.  
These expec ta t ions  were exchanged and agreements nego t ia ted .  A t  the  end o f  t he  
exerc ise,  each group was to produce a  w r i t t e n  s e t  o f  working agreements t o  be 
typed and d i s t r i b u t e d  t o  the  f u l l  group on the  l a s t  day o f  the  workshop. 'The 
f a c i l i t a t o r s  moni tored each o f  the  s i x  groups. 



3.4.5 Days Three and Four: P r o j e c t  Work/Action Pl anni  ng 

Th i s  exe rc i se  was designed t o  work on p r a c t i c a l  outcomes f o r  the  f i r s t  f o u r  
months o f  t he  p r o j e c t .  It was expected t o  take  a  f u l l  work day o f  t he  
conference w i t h  t ime  a l lowed t o  con t inue  i n t o  the  l a s t  day i f  needed ( t h e  
r e p o r t i n g  o f  t he  r e s u l t s  o f  t h i s  a c t i o n  by  each group d i d ,  i n  f ac t ,  r e q u i r e  
t h ree  hours o f  t he  f i n a l  day) . m e  goal s  o f  t h i s  session were as f o l l  ows: 

To d iscuss  u n i t  work problems and decide p r i o r i t y  ac t i ons .  

To develop work /ac t ion  p lans  f o r  t he  f i r s t  f o u r  months o f  t he  
p r o j  e c t  . 
To ass ign  r o l e s  and respons ib i l  i t i e s  f o r  work tasks.  

To coo rd ina te  p r o j e c t  s t a r t - u p  a c t i v i t i e s .  

The group was d i v i ded  i n t o  techn ica l  work u n i t s  and g iven  t he  task o f  1 )  d i s -  
cuss ing  c u r r e n t  work a c t i v i t i e s  and problems (NWSDB); 2)  d i scuss ing  t h e  
resources and proposed ac t i ons  which t he  consu l t an t s  were a b l e  t o  o f f e r  
( c o n t r a c t o r ) ;  3) d i scuss ing  and agreeing upon p r i o r i t y  work tasks ;  and 4)  
devel op ing a c t i o n  p l  ans t oge the r  us ing  the "ac t i on - respons ib i l  i t y "  p l  anning 
forms p rov ided  (see the  Supplement t o  t h i s  r e p o r t  f o r  examples of t h i s  
p l  anning c h a r t )  . 
A f t e r  a  day o f  small -group work, t he  f u l l  group was assembled. Each t echn i ca l  
work group presented i t s  a c t i o n  p lan  t o  t he  f u l l  group f o r  rev iew,  corrments, 
and m o d i f i c a t i o n s  based upon c o o r d i n a t i v e  o r  techn ica l  cons ide ra t i ons  by t h e  
o t h e r  work u n i t s .  M o d i f i c a t i o n s  were made and t he  agreed upon workplans were 
recorded f o r  t y p i n g  and p resen ta t i on  i n  the  conference r e p o r t .  



Chapter 4 

WORKSHOP OUTCOMES 

4.1 General Outcomes 

The workshop process provided a se r i es  o f  usefu l  exchanges and i n fo rma t i on  t o  
each o f  the  th ree  major  groups. An ana l ys i s  o f  the s p e c i f i c  w r i t t e n  corments 
on t h e  eva lua t i on  forms, observat ions made by t h e  workshop leaders ,  and 
c o n v e r s a t i o n s  w i t h  p a r t i c i p a n t s  i n d i c a t e  t h e  f o l l o w i n g  o v e r a l l  workshop 
outcomes : 

4.1.1 Outcomes f o r  NWSD B Personnel 

Re1 ated t o  t he  P r o j e c t  

a lncreased knowledge o f  the  p r o j e c t  background. 

a Famil i a r i  t y  w i t h  t he  con t rac to r  s t a f f  and a beginning understanding 
o f  t h e i r  capabi l  i t i e s .  

a A b e t t e r  understanding o f  the background o f  and r a t i o n a l e  f o r  t he  
reo rgan i za t i on  o f  the  NWSDB and i t s  re1 a t i o n  t o  the government o f  
S r i  Lanka pol i c y  and the p r o j e c t .  

a Experience w i t h  t he  working sty1 es o f  the con t rac to r  s t a f f .  

a An app rec ia t i on  f o r  the  o v e r a l l  scope o f  t he  p r o j e c t  and t h e  
consequences f o r  i n d i v i d u a l  work u n i t s .  

a An accelerated p r o j e c t  s ta r t -up .  

Re1 ated t o  Learn ing and I ncreasi  ng Experience 

a Improved sk i1 1 s i n  c o l l  abora t ive  work p l  anning . 
a lncreased experience i n  shar ing in fonnat ion .  

a lncreased experience i n  s e l l i n g  ideas and expressing them i n  1 arge 
and m a l l  groups. 

a Increased experience i n  n e g o t i a t i n g  d i f f e rences .  

a lncreased experience i n  us ing p lanning formats, s e t t i n g  goals  and 
ob jec t i ves ,  and using a framework f o r  accountabi l  i t y  f o r  work tasks.  

4.1.2 Outcanes f o r  Contractor  Personnel 

Re1 ated t o  t h e  P r o j e c t  

a lncreased understanding o f  p r o j e c t  background. 



a A beg inn ing  app rec ia t i on  f o r  t he  working s t y l e s ,  t echn i ca l  exper- 
ti se, personal i t y ,  and backgrounds o f  coun te rpar ts .  

a Increased understanding o f  t he  work and work-re1 a ted  problem areas 
o f  t h e  NWSDB. 

a Increased understanding o f  t h e  r e l a t i o n s h i p  o f  t h e  p r o j e c t  t o  o t h e r  
b i l a t e r a l  and mu1 t i 1  a t e r a l  p r o j e c t s  w i t h i n  t h e  NWSDB. 

a A c l e a r e r  understanding o f  what w i l l  be expected o f  them f o r  p r o j e c t  
pe r f o rmance ,  r e p o r t i n g  and a d m i n i s t r a t i v e  r e 1  a t i o n s h i p s ,  and 
eval  u a t i o n  on t he  p a r t  o f  bo th  the  NWSDB and U S A I D .  

Re1 a ted  t o  Learn ina  and I ncreas ina E x ~ e r i e n c e  

a Increased exper ience i n  develop ing c o l l  a b o r a t i v e  re1 a t i o n s h i p s  and 
c a r r y i n g  o u t  c o l l  abo ra t i ve  work p l  anni  ng. 

a Increased exper ience i n shar ing i n f o r m a t i o n  and c o o r d i n a t i n g  w i t h  
o the rs  . 

a Increased awareness o f  t h e  techniques o f  team b u i l d i n g  and a b e t t e r  
app rec ia t i on  f o r  i t s  va l  ue i n  a developnent p r o j e c t .  

a Increased s k i l l  s i n  n e g o t i a t i n g  and develop ing act ion/work p l  ans. 

a Increased a b i l i t y  t o  f o l l o w  l o c a l  Eng l i sh  p ronunc ia t ion .  

a Increased exper ience i n  n e g o t i a t i n g  w i t h  U S A I D .  

4.1.3 Outcanes f o r  USAID 

Re1 ated t o  t h e  P r o j e c t  

a I n c r e a s e d  know1 edge o f  t h e  w o r k i n g  s t y 1  es ,  p e r s o n a l  i t i e s  and 
perfonnance capab i l  i ti es o f  c o n t r a c t o r  personnel . 

a Increased awareness o f  NWSDB s t a f f  concerns w i t h  t h e  proposed 
reorgani  z a t i o n  and increased app rec ia t i on  o f  t h e  d i  f f i c u l  t i e s  and 
t i m e  requ i red  t o  imp1 ement it. 

a Increased understanding o f  t he  i n f o r m a t i o n  f l o w  w i t h i n  t h e  NWSDB and 
t he  consequences o f  n o t  shar ing  i n f o r m a t i o n  d u r i n g  the  p r o j e c t .  

a I n c r e a s e d  u n d e r s t a n d i n g  o f  t h e  management s t y l e  o f  t h e  NWSDB 
1 eadership and an apprec i  a t i o n  f o r  the  f o r ces  surrounding management 
dec i  sion-maki ng . 

Re1 a ted  t o  Lea rn i  na and I ncreas i  na E x ~ e r i e n c e  

a Increased knowledge o f  t he  technique o f  conduct ing p r o j e c t  preim- 
p l  ementat ion workshops. 



e I n c r e a s e d  s k i l l  s  i n  n e g o t i a t i n g  d i f f e r e n c e s  w i t h  h o s t  c o u n t r y  
personnel and con t rac to r s .  

e Increased understanding o f  e f f e c t i v e  communication mechanisms and 
techniques . 

e Increased knowledge o f  team b u i l d i n g  as a  s t r a t e g y  f o r  p r o j e c t  
s t a r t - u p  and p r o j e c t  maintenance. 

4.2 S p e c i f i c  Outcomes 

Each workshop session produced s p e c i f i c  outcomes i n  t h e  form o f  w r i t t e n  
agreements o r  a c t i o n  plans. These a re  i n c l  uded i n  t h e i r  e n t i r e t y  i n  t h e  
Supplement t o  t h i s  r e p o r t  and i n  synopsis form be1 ow. 

4.2 .1  Expectat ions and Agreements f o r  P r o j e c t  Management 

The working session on p r o j e c t  management y i e l d e d  the f o l l o w i n g  understandin s  
between the  NWSDB, U S A I D ,  and t h e  c o n t r a c t o r  (see Sect ion 1 i n  the  Supplement 3 : 

e U S A I D  agreed t o  the  f o l  1  owing NWSDB expec ta t ions  : 

To seek t h e  NWSDB' s  a p p r o v a l  b e f o r e  commencing any p r o j e c t  
a c t i v i t i e s ;  t o  submit cop ies  o f  i n v o i c e s  j o i n t l y  t o  the  NWSDB and 
U S A I D  f o r  a p p r o v a l  ; t o  remove any c o n t r a c t o r  pe rsonne l  found 
unacceptable t o  the  NWSDB; t o  g i v e  a  signed copy o f  t he  c o n t r a c t  
agreement t o  t he  NWSDB; to o b t a i n  concurrence from the  NWSDB on a l l  
p r o j  ect - re1 ated procurement; t o  dec ide p r o j e c t  p r i o r i t i e s  w i t h  the  
concurrence o f  the  NWSDB p r o j e c t  comni t tee;  and t o  be f l e x i b l e  about 
changing the  p r o j e c t  i f  necessary. 

e U S A I D  a1 so agreed t o  the  f o l l o w i n g  c o n t r a c t o r  expec ta t ions :  

To make a v a i l  ab le  t o  the  c o n t r a c t o r  veh i c l es  and a i r  cond i t i one rs ;  
t o  exchange i n f o r m a t i o n  w i t h  t he  c o n t r a c t o r  openly ;  t o  p rov ide  
f r e q u e n t  and i n f o r m a l  feedback  t o  t h e  c o n t r a c t o r ;  t o  p r o c e s s  
i nvo i ces  exped i t i ous l y ;  t o  r eso l ve  problems r e l a t i n g  t o  p r o j e c t  
changes as q u i c k l y  as poss ib le ;  and to a s s i s t  t he  c o n t r a c t o r  w i t h  
U S A I D  regu l  a t i ons .  

e The NWSDB agreed to the f o l l o w i n g  U S A I D  expec ta t ions :  

To meet a l l  o f  the  p r o j e c t  c o n d i t i o n s  precedent and covenants on 
schedu le ;  t o  e n s u r e  p r o j e c t  success  b y  p r o v i d i n g  a  w i d e r  
p a r t i c i p a t i o n  o f  NWSDB personnel i n  t he  management o f  p r o j e c t  tasks;  
t o  communicate and work w i t h  t he  c o n t r a c t o r  based upon a  mu tua l l y  
agreed-upon work p lan;  t o  work a c t i v e l y  w i t h  o the r  agencies; t o  make 
t i m e l y  p r o j e c t  dec is ions ;  t o  supply  formal p r o j e c t  r e p o r t s  on a 
q u a r t e r l y  bas is ;  and to comnunicate problems and recomnendations f o r  
improved p r o j e c t  and c o n t r a c t o r  performance as needed (assuming 
U S A I D  would do the same through the proper  channels) .  



a NWSDB a1 so agreed to the  f o l l o w i n g  c o n t r a c t o r  expec ta t ions :  

To ass ign  p r i n c i p a l  coun te rpar ts ;  t o  exchange i n f o r m a t i o n  and views 
openly ;  t o  make o f f i c e / w o r k  f a c i l i t i e s  a v a i l a b l e  on schedule; to s e t  
and meet shor t - term goal s  f o r  the  p r o j e c t ;  t o  make NWSDB personnel 
a v a i l  a b l e  f o r  p r o j e c t  work on a  m u t u a l l y  a g r e e a b l e  t i m e  and  
qual i f i c a t i o n  bas is ;  t o  agree upon work t ime tab les ;  t o  arrange f o r  
the  p a r t i c i p a t i o n  o f  o t h e r  agencies; t o  c o m i t  f i r m l y  t o  p r o j e c t  
o b j e c t i v e s ;  and n o t  t o  change coun te rpa r t s  w i t hou t  d i scuss ion  w i t h  
the  con t rac to r .  

a The c o n t r a c t o r  agreed t o  the f o l l o w i n g  USAID expec ta t ions :  

To f u l  f i l l  t h e  t e c h n i c a l  a s s i s t a n c e ,  t r a i n i n g ,  and commodi ty  
p r o c u r e m e n t  commi t m e n t s  i n  t h e i r  c o n t r a c t ;  t o  p r o v i d e  p r o j e c t  
c o o r d i n a t i o n  b y  meet ing w i t h  t h e i r  own s t a f f  a t  l e a s t  weekly and t o  
a r r a n g e  f o r  m o n t h l y  p r o j e c t  m e e t i n g s  w i t h  a l l  p a r t i c i p a t i n g  
i n s t i t u t i o n s ;  t o  be prepared t o  d iscuss  the s t a t u s  o f  p r o j e c t  
components and problems and t o  propose so lu t i ons ;  t o  ho ld  weekly 
meet ings w i t h  key p r o j e c t  management s t a f f  (USAID and t he  NWSDB); t o  
meet a l l  r e p o r t i n g  requirements; t o  focus on t he  measurement o f  
p r o j e c t  progress i n  qual i t a t i v e  terms i n  a d d i t i o n  t o  r eco rd ing  da ta  
which can be q u a n t i f i e d ;  t o  p rov ide  vouchers i n  a  c l e a r  p resen ta t i on  
w i t h  a l l  backup docmen ta t i on ;  and t o  work on the  b a s i s  o f  a c t i o n  
p l ans  which a re  updated annual ly .  

a The c o n t r a c t o r  a1 so agreed t o  the f o l l o w i n g  NWSD B expec ta t ions :  

To p rov ide  techn ica l  ass is tance i n  j ob / t ask  ana l ys i s ,  devel o p i n  j ob  4 d e s c r i p t i o n s ,  s e l e c t i n g  pe rsonne l  t o  be t r a i n e d ,  i d e n t i  y i n g  
p o t e n t i a l  t r a i n e r s  i n  f unc t i ona l  work areas and t o  p a r t i c i p a t e  i n  
performance rev iew c o m i  t t e e s ;  n o t  t o  change any personnel a1 ready 
committed t o  the p r o j e c t  unless t he re  i s  a  reasonabl e  j u s t i f i c a t i o n  
and a  d i scuss ion  w i t h  t he  NWSDB; t o  c l e a r  a l l  recomnendations f o r  
p r o j e c t  a c t i o n  w i t h  the  NWSDB c o o r d i n a t i n g  committee; t o  work 
toge ther  w i t h  NWSDB s t a f f ;  to c l e a r  any changes i n  the work p l an  o r  
the  i n t r o d u c t i o n  o f  any technology w i t h  the  NWSDB; t o  work t o  
t r a n s f e r  s k i l l  s  and technology t o  NWSDB s t a f f ;  t o  e x p l a i n  the  need 
f o r  o rgan i za t i ona l  changes t o  a l l  l e v e l  s  o f  NWSDB s t a f f  ( w i t h  t he  
c o l l a b o r a t i o n  o f  t he  NWSDB); and t o  arrange a l l  p r o j e c t  rev iew 
meet ings. 

4.2.2 Expec ta t ions  and Agreements o f  Working Groups 

The s e r i e s  o f  agreements i n  t h i s  ca tegory  r e l a t e  to the  quest ion:  How do we 
agree t o  work toge ther?  A l l  s p e c i f i c  agreements made by  each working group are 
l i s t e d  i n  Sect ion 2 o f  the Supplement t o  t h i s  r epo r t .  Consider ing t he  
agreements as a  who1 e, a l l  groups agreed on some common working norms. These 
a re  1  i s t e d  as f o l l ows .  

a Any problems i n  ach iev ing  p r o j e c t  goal s  a r e  t o  be discussed and 
solved as they a r i s e .  



a Changes i n  c u r r e n t  systems w i l l  be made i n  consul t a t i o n  w i t h  t h e  
corresponding coun te rpar ts  and the  cogn izan t  deputy general manager 
o r  o t h e r  area superv iso r  (and n o t  be imposed by  the  c o n t r a c t o r ) .  

a A l l  work i s  t o  be done i n  a  s t r i c t l y  c o l l  abo ra t i ve  mode i n  each 
work a c t i v i t y  (problem i d e n t i f i c a t i o n ,  formul a t i o n ,  impl ementat ion, 
eval  ua t i on )  . 

a The c o n t r a c t o r  i s  t o  be an adv i so r  as opposed t o  the  p r imary  doer 
(un less  a  s p e c i f i c  task  i s  assigned and agreed upon t o  be a  
c o n t r a c t o r  r e s p o n s i b i l  i t y )  . 

a The p r imary  mode o f  ach iev ing  technology and s k i l l  t r a n s f e r  i n  the  
p r o j e c t  i s  by working toge ther  (on- the- job)  and be ing  aware o f  (and 
agreeing upon) what i s  t o  be t r ans fe r red .  

a P r o j e c t  work i s  t o  be accomplished by  working i n  the  same o f f i c e  
space, o r  i n  c lose  p r o x i m i t y .  

a Overa l l  coo rd ina t i on  among work u n i t s  i s  t o  take p l ace  through 
regu l  a r  meet i  ngs w i t h  the  p r o j e c t  coo rd i  n a t i  ng comni t t e e .  

a Work i s  t o  be de f i ned  and moni tored through t he  development o f  
c o l l  a b o r a t i v e l y  designed wo rk l ac t i on  p l  ans. 

a Each work u n i t  w i l l  ho l d  r e g u l a r  meet ings t o  d iscuss  p r o j e c t  
progress and mon i t o r  t he  techno1 ogy t r a n s f e r  process. 

4.2.3 Act ionIWork P l  ans o f  Working Groups 

Each t echn i ca l  work group developed a  s e r i e s  o f  s p e c i f i c  tasks,  assigned 
r e s p o n s i b i l  i ty  and i d e n t i f i e d  who would ass i  s t  and lo r  c o l l  aborate i n  each 
task.  Target  dates were s e t  w i t h i n  the  t ime frame o f  p r o j e c t  s t a r t - u p  
( g e n e r a l l y  t h e  f i r s t  f o u r  months o f  t he  p r o j e c t ) .  For a  d e t a i l e d  1  i s t i n g  o f  
each a c t i v i t y ,  r e f e r  t o  t he  ac t i on lwo rk  p lann ing  c h a r t s  compi led i n  Sec t ion  3  
o f  t he  Suppl ement t o  t h i s  r e p o r t .  A summary o f  t he  major  outcomes. of  each work 
group i s  1  i sted below. 

Manaqement 

S ta r t -up  A c t i v i t i e s :  

a Develop and c a r r y  ou t  a  shor t - term p l  an f o r  publ i c  re1 a t i o n s .  

a Develop t he  f i r s t  d r a f t  o f  a  comprehensive publ i c  r e l a t i o n s  p lan.  

a General Adm in i s t r a t i on :  Develop an upgraded system o f  ma i l  and 
paperwork processing; beg in  the  implementat ion and c a r r y  i t  o u t  
through January 31, 1986. 

a Personnel Admini s t r a t i o n :  Prepare and beg in  t he  impl ementat ion o f  
an upgraded personnel pol  i c y  t o  i ncl  ude s t a f f  i ng , rec ru i tmen t  , 



p o l  i c i e s  and p r o c e d u r e s ,  manpower p l  a n n i  ng and deve lopmen t ,  
i n t e r n a l  r e l a t i o n s ,  employee mo t i va t i on ,  and d i s c i p l i n a r y  methods. 

a O r g a n i z a t i o n a l  S t r u c t u r e :  Deve lop  and app rove  a  p rogram t o  
accompl i s h  o r g a n i z a t i o n a l  d e c e n t r a l  i z a t i o n ,  d e l  e g a t i o n  o f  
a u t h o r i t y ,  consol i d a t i o n  o f  f unc t i ons ,  and r a t i o n a l i z e d  r e p o r t i n g  
r e l a t i o n s h i p s  ( b y  August 1985); implement the p l an  t h e r e a f t e r .  

a Management I n fo rma t i on  Systems: Develop a  p l an  f o r  an improved 
system f o r  r e p o r t i n g  and mon i t o r i ng  i n fo rma t i on  fl ow. 

a Communicat ions:  C a r r y  o u t  an o n g o i n g  p rogram o f  imp roved  
i n f o r m a t i o n  f l  ow t h r o u g h  d i a l o g u e ,  m e e t i n g s ,  c o n f e r e n c e s  and 
workshops. 

a Management P lanning:  Improve management use o f  t ime,  management 
s ty1  es, work o rgan i za t i on ,  and meet ing e f f e c t i v e n e s s  by  deve lop ing  
a  program f o r  execu t i ve  management ( t i m i n g  and impl ementat ion t o  be 
determined w i t h i n  the  f i r s t  f o u r  months); 

a S t r a t e g i c  P l  a n n i n g :  Deve lop  m a c r o - i n v e s t m e n t  , t e c h n i c a l  , and 
f i n a n c i a l  p r i o r i t y  s t r a t e g i e s  (m ic ro )  on an ongoing b a s i s  and c a r r y  
o u t  ( u s i n g  the  c u r r e n t  s t r a t e g i c  p l an ) .  

a Pol icymaking: Review and organize a l l  e x i s t i n g  p o l i c i e s  (by  June 
1 ) ;  develop p o l i c y  m o d i f i c a t i o n s  and new p o l i c i e s  as r e q u i r e d  
(ongoing) ;  compi le  pol  i c i e s  i n  manual form. 

a Lega l  : Ana l yze  e x i s t i n g  1  aws and 1  ega l  s t a t u s  ( c o n t r a c t u a l  , 
a r b i t r a t i o n ,  1  and a c q u i s i t i o n ,  1  abor, t r i b u n a l  s) by September 1985; 
es tab l  i s h  a  new 1  egal u n i t  w i t h i n  the  NWSDB b y  October 1, 1985. 

a I n t e r n a l  Aud i t :  Develop a  p l an  f o r  improved i n t e r n a l  a u d i t  systems 
by  August 31, 1985; es tab l  i s h  a  reorganized i n t e r n a l  a u d i t  u n i t  by  
September, 1985. 

a I n fo rma t i on  Management: Review a l l  e x i s t i n g  needs and develop a  
p l  an f o r  i m p r o v i n g  d a t a  p r o c e s s i n g ,  1  i b r a r y ,  and s t a t i s t i c a l  
management by  December 31, 1985; impl ement the  p l an  t h e r e a f t e r .  

a Research: I d e n t i f y  p r i o r i t y  needs f o r  t echn i ca l  , socio-economic, 
f i n a n c i a l  , app rop r i a te  techno1 ogy, energy, sources o f  supply  and 
o t h e r  research by  the  end o f  1985; e s t a b l i s h  a  research u n i t  
i n- house. 

Engi n e e r i  ng 

S ta r t - up  A c t i v i t i e s :  

a P l a n n i n g  and Des ign :  C o l l  e c t l r e v i e w  e x i s t i n g  w a t e r  use d a t a ;  
develop water use p r o j e c t i o n s  ; rev iew p l  anning and des ign c r i t e r i a .  



a Well D r i l l  i ng :  Review c u r r e n t  we l l  d r i l l  i n g  program, procedures f o r  
l a t r i n e  l o c a t i o n  and c o n s t r u c t i o n ,  and c u r r e n t  c o n s t r u c t i o n  and 
r e h a b i l  i t a t i o n  procedures. 

a Cost Es t imat ing :  Review c o s t  es t ima t i ng  procedures; assess research 
needs and c u r r e n t  programs. 

a P r o j e c t  Planning: C o l l e c t  a  1  i s t  o f  a l l  water supply,  sewerage and 
s a n i t a t i o n  p r o j e c t s  i n  a l l  stages o f  development and i d e n t i f y  
p o s s i b l e  demonstrat ion p r o j e c t s  ; devel op a  format f o r  mon i t o r i ng  
c o n s t r u c t i o n  works ; rev iew r e h a b i l  i t a t i o n  p r o j e c t s  and i d e n t i f y  
poss ib l  e  demonstrat ion p r o j e c t s .  

Commerci a1 

S ta r t - up  A c t i v i t i e s :  

a B i l l  i n g  and C o l l e c t i o n :  Determine t he  o rgan i za t i on  o f  t h e  b i l l  i n g  
and c o l l e c t i o n  u n i t ;  l i s t  major  tasks  f o r  mete r ing ,  b i l l i n g ,  and 
c o l l e c t i o n ;  ass ign  r e s p o n s i b i l i t i e s ;  determine d e t a i l e d  systems; 
d e t a i l  resources needed, w i t h  management agreement; r e c r u i t  and 
appo in t  s t a f f ;  begin implementat ion o f  new systems i n  1986. 

a Procurement and Inven to ry  Control  : Review and assess needs f o r  
manpower and equipment; des ign improvements ; determine impl ementa- 
t i o n  needs; o b t a i n  s t a f f  by September 31, 1985; and implement 
improved system t h e r e a f t e r .  

a A c c o u n t i n g :  Review and assess  needs f o r  improvement ;  d e s i g n  
improvements ;  r e v i e w  and d e t e r m i n e  v i a b i l  i t y  o f  compensa t i on ;  
prepare standard opera t ing  procedures by October 15, 1985; and 
impl ement t h e r e a f t e r .  

a h d g e t i n g  : Review and assess needs; des ign improvements ; s e l e c t  
budget comni t tee  by August 10, 1985; and implement t h e r e a f t e r .  

a F i v e  Year F inanc ia l  P I  an S t ra tegy :  Discuss w i t h  t h e  t r e a s u r y  
d i v i s i o n  o f  t he  M i n i s t r y  o f  Finance and Planning t o  determine t he  
bas i s ;  prepare p lan  and p recas t ;  o b t a i n  approval from the  M i n i s t r y  
of  Finance and Planning, t h e  NWSDB, and t he  World Bank by J u l y  15, 
1985; impl ement t h e r e a f t e r .  

a I n v e n t o r y :  Review e x i s t i n g  f i x e d - a s s e t  i n v e n t o r y  p r o c e d u r e s ;  
develop improved procedures ; prepare standard ope ra t i ng  procedures 
b y  August 31, 1985; implement t h e r e a f t e r .  

O ~ e r a t i o n s  and Maintenance 

S ta r t - up  A c t i v i t i e s :  

a Communications w i t h  Regional S t a f f :  Set up meet ings w i t h  r eg iona l  
chemists  and reg iona l  O&M s t a f f .  



a Review a l l  e x i s t i n g  O&M i n f o r m a t i o n  ( f i e l d  r e s e a r c h ,  d a t a  
c o l l e c t i o n )  ; rev iew  c u r r e n t  da ta - co l l  e c t i o n  systems. 

a L ia i son :  Set up meet ings t o  determine c u r r e n t  problems w i t h  o t h e r  
u n i t s :  commercial , t r a i n i n g ,  management c o n s t r u c t i o n ,  des ign,  
M i n i  s t r y  o f  Heal t h  and b i l  a t e r a l  and mu1 t i f a t e r a l  agencies . 

T r a i n i n g  and Personnel 

Star t -up A c t i v i t i e s :  

a Depar tmen ta l  O r g a n i z a t i o n  : F i n a l  i ze manpower d e v e l  opment and 
t r a i n i n g  department o rgan i za t i on  ; screen and s e l e c t  p o t e n t i  a1 new 
s t a f f .  

a PI annif lg : Design and i n s t a l  1  t r a i n i n g  needs-assessment system; 
beg in  implementat ion o f  t he  new i n f o r m a t i o n  system f o r  t r a i n i n g  
needs by August 31, 1985. 

a F a c i l  i t i e s :  F i n a l  i z e  p l  an, award c o n t r a c t ,  determine equipment 
requirements,  and o rder  by August 20, 1985. 

a C u r r i c u l  urn Development: Standard ize t h e  format  and con ten t  o f  t h e  
f i r s t - d r a f t  t r a i n i n g  core  c u r r i c u l  um (August 31, 1985) ; prepare 
t r a i n i n g  l i t e r a t u r e  by December 31, 1985. 

a Manpower Pl anni  ng: F i na l  i ze manpower requirements,  prepare d r a f t  
personnel pol i c y  manual , develop j ob  d e s c r i p t i o n s ,  des ign  manpower 
i n f o r m a t i o n  system, and d e v e l o p  c a r e e r  advancement p a t h s  b y  
December 31, 1985. 

a S t a f f  I n c e n t i v e s :  Devel  op i n c e n t i v e  package t o  accompany 
reg iona l  i z a t i o n - d e c e n t r a l  i z a t i o n  by August 31, 1985 ( f i r s t  d r a f t ) .  

Hea l th  Educat ion 

S ta r t -up  A c t i v i t i e s :  

a Prepare memorandum o f  agreement between t h e  M i n i s t r y  o f  Heal t h  and 
the  NWSDB; s i gn  agreement; es tab l  i sh Rural S a n i t a t i o n  I ln i  t ; form 
j o i n t  committee f o r  de te rmina t ion  o f  p r o j e c t  areas; develop an 
imp1 ementat ion p l  an ; prepare f o r  t r a i n i n g  o f  Rural S a n i t a t i o n  U n i t  
s t a f f  by August 31, 1985. 

4.2.4 Reorgani z a t i o n  Task Force 

The a c t i v i t i e s  o f  t he  task  f o r c e  were impo r tan t  because f o r  the  f i r s t  t ime a  
wide c ross  sec t i on  of  NWSDB personnel was i nc l uded  i n  t h e  d i scuss ion  of  t h e  
reo rgan i za t i on  and new r o l e s .  Sect ion 4  i n  t h e  Supplement i n d i c a t e s  t h e  
p l  anned ac t ions .  



Chapter 5 

EVALUATION 

5.1 O v e r a l l  Resu l t s  

The p a r t i c i p a n t s  had mixed f e e l i n g s  about t he  p o t e n t i a l  impact o f  t h e  
workshop. A  few were p e s s i m i s t i c  about the  a b i l i t y  o f  the  c o n t r a c t  t o  impact  
t h e  NWSDB and b r i n g  about any successful  i n s t i  t u t i o n - b u i l  d ing.  However, t he  
m a j o r i t y  o f  t he  p a r t i c i p a n t s  were p o s i t i v e  and f e l t  t h a t  d e f i n i t e  success 
c o u l d  be achieved i n  a  n m b e r  o f  areas. 

Most were f a v o r a b l y  impressed w i t h  t he  team-bui l  d i ng  techn i  ques i n  t he  
workshop and f e l t  they  had d e f i n i t e  a p p l i c a t i o n  i n  f u t u r e  aspects  o f  t he  
p r o j e c t .  Communication, n e g o t i a t i n g ,  and ac t i o n - p l  anning techniques were 
p r a c t i c e d  by  the  p a r t i c i p a n t s  and reques ts  made f o r  f u t u r e  workshops t o  
p e r f e c t  these s k i l l  s. 

F o r t y  p a r t i c i p a n t s  completed t he  eva lua t i ons .  They r a t e d  each o f  t he  f o u r  
ma jo r  goals  as to t h e  degree o f  achievement as f o l l o w s :  

Goal - 
P r o j e c t  I n f o r m a t i o n  
Team h i l d i n g  
Expectations/Agreements 
Ac t ion /  Work Pl ans 

Percent  Achieved 

P a r t i c u l a r  sec t i ons  o f  the  workshop were a1 so eva lua ted  as to the  degree of  
achievement. The r e s u l t s  were as f o l l o w s  (based on a  sca le  o f  1 t o  10, w i t h  10 
h i g h ) :  

Session Topic  Ranking 

Goals, Agenda, Working Procedures 
G e t t i n g  t o  Know Each Other 
P r o j e c t  Background I n f o r m a t i o n  
Reorgani z a t i o n a l  Issues 
Expectat ions 
Working Pl ans 

The complete workshop eval u a t i o n  form i s  inc luded  here as Appendix C. 

5.2 S p e c i f i c  E v a l u a t i o n  Resu l t s  Summarized 

The f o l l o w i n g  i s  a  1  i s t  o f  sane o f  t h e  more s a l i e n t  ques t ions  f rom t h e  
e v a l u a t i o n  a l o n g  w i t h  t h e  r e s p o n s e s  m o s t  o f t e n  s e l e c t e d  (based  on 40 
respondents).  

What have been t h e  most p o s i t i v e  t h i n g s  about  t h e  workshop? 

a An o v e r a l l  a p p r e c i a t i o n  o f  t he  depth and b read th  o f  the  p r o j e c t  (13 
respondents) . 
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Get t i ng  t o  know each o t h e r  (12 respondents).  

Communication ( 9 respondents) . 
Stress on act ion/work p l  ans ( 9  respondents) . 
Team b u i l d i n g  ( 8  respondents).  

Enhanced comnitments (5  respondents).  

What have been t h e  most nega t i ve  t h i n g s  about t h e  workshop? 

I n t i m i d a t i o n  o f  supe r i o r s  ( 8  respondents).  

I n a b i l  i t y  o f  some t o  express themselves adequate1 y ( 4  respondents) . 
Lack o f  p r i o r  knowledge o f  workshop agenda ( 4  respondents).  

Bad acous t i c s  ( 3  respondents) . 
Work groups too  c l o s e  t oge the r  ( 3  respondents).  

What one t h i n g  stands o u t  as impo r tan t  t o  you  i n  t h i s  workshop? 

Need f o r  team work (7 respondents).  

Oppor tun i t y  t o  develop work p l  ans ( 6  respondents).  

C l a r i f i c a t i o n  o f  r o l e s  and r e s p o n s i b i l i t i e s  ( 5  respondents).  

Need f o r  improved communications ( 4  respondents).  

The p o s i t i v e  response  o f  p a r t i c i p a n t s  t o  t h e  workshop ( 4  
respondents).  

Seeing how another  cu l  t u r e  t h i n k s  and reasons ( 4  respondents).  

Ge t t i ng  t o  know each o t h e r  ( 3  respondents).  

Learn ing o f  c u r r e n t  NWSDB a c t i v i t i e s  ( 3  respondents).  

What t h i n g s  have you 1 earned? 

Need f o r  teamwork ( 10 respondents) . 
The magnitude o f  t h e  task  t o  be undertaken by t he  p r o j e c t  ( 9  
respondents) . 
D e t a i l s  o f  t h e  p e r s o n a l i t i e s  o f  c o n s u l t a n t s  and coun te rpa r t s  ( 6  
respondents) . 
Techni ques i n  conduct ing workshops ( 6  respondents) . 



What comnents do you have about the way the  workshop was planned and 
organi  zed? 

0 Well done (17 respondents) . 
0 Sat i  s fac to ry  (10 respondents). 

An e x c e l l e n t  beginning f o r  the p r o j e c t  ( 5  respondents). 

I n s u f f i c i e n t  p r i o r  n o t i c e  and background g iven t o  p a r t i c i p a n t s  ( 3  
respondents). 

What can be done i n  the  f u t u r e  to fmprove a workshop l i k e  t h i s ?  

0 Provide handouts ahead o f  t ime (15 respondents). 

I n  a d d i t i o n  t o  the  a c t i o n  p lans developed i n  the  workshop, what s p e c i f i c  
t h ings  do you suggest t h a t  each o f  the  f o l l o w i n g  should do as fo l low-up t o  
the  workshop? 

NWSDB 

- In fo rm o ther  NWSDB s t a f f  who d i d  no t  at tend about the  workshop 
goal s and o u t c a e s  (10 respondents). 

- Establ i sh a systematic review, eval u t i o n  , and reprogramming 
capabi l  i t y  f o r  the p r o j e c t  (8 respondents). 

- Implement ac t i on  plans ( 4  respondents). 

- O b t a i n  o f f i c e s  and v e h i c l e s  and a s s i g n  c o u n t e r p a r t s  f o r  
consu l tan ts  ( 4  respondents). 

- Maximi ze use o f  consul t a n t s  (3 respondents) . 
- Set p r i o r i t i e s  and goal s ( 3  respondents) . 
- Meet in fo rmat ion  needs o f  the con t rac to r  (3 respondents). 

- Moni tor  NWSDB s t a f f  commitments t o  the p r o j e c t  ( 3  respondents). 

0 Contractor 

- Impart  sk i1  1 s t o  counterpar ts  (6 respondents) . 
- Establ i sh a systematic review, eval uat ion,  and reprogramni ng 

capabi l  i t y  f o r  p r o j e c t  ( 3  respondents) . 
- Program a c t i v i t i e s  t o  ach ieve  some e a r l y  successes ( 3  

respondents). 

- Get consu l tan ts  on l i n e  q u i c k l y  ( 3  respondents). 



a USAID 

- Es tab l i sh  a systematic review, eva lua t ion ,  and reprogramming 
c a p a b i l i t y  f o r  p r o j e c t  ( 9  respondents). 

- M o n i t o r  c o n t r a c t o r  commitments t o  keep them on t r a c k  ( 3  
respondents). 

What w i l l  you do pe rsona l l y  t o  use the  t h i n g s  you learned i n  the  workshop i n  
your  d a i l y  work? 

a Use techniques demonstrated by workshop f a c i l i t a t o r s  ( 7  respondents). 

a Improve coord ina t ion  i n  my u n i t  and between my u n i t  and o ther  u n i t s  (5 
respondents) . 

a Apply mysel f more d i l  i g e n t l  y i n  my work ( 4  respondents) . 
a Implement ac t i on  p lans ( 3  respondents). 



Chapter 6 

CONCLUSIONS AND RECOMMENDATIONS 

6.1 C o n c e ~ t  o f  P r o j e c t  P r e i m ~ l  ementat ion Worksho~s 

The major  purpose of the  preimpl ementat ion workshop was t o  shor ten the p r o j e c t  
s t a r t - u p  t ime  by g i v i n g  c o n t r a c t o r  s t a f f  a  chance t o  

0 r e v i e w  and a s s i m i l a t e  c r i t i c a l  backg round  i n f o r m a t i o n  on t h e  
p r o j e c t  ; 

0 rev iew c u r r e n t  NWSDB a c t i v i t i e s  and problems; 

0 becane acquainted w i t h  key s t a f f  o f  t h e  NWSDB and go through a  
s e r i e s  o f  team b u i l d i n g  exerc ises  w i t h  them; and 

0 develop an act ion/work p l an  c o l l  a b o r a t i v e l y  w i t h  NWSD B coun te rpa r t s  
f o r  t he  f i r s t  f o u r  months o f  t h e  p r o j e c t .  

Both NWSDB and c o n t r a c t o r  s t a f f  f e l t  t h a t  t he  s e r i e s  o f  events which took 
p l ace  over the  four-day pe r i od  were ve ry  b e n e f i c i a l  f o r  a  qu ick  and e f f i c i e n t  
p r o j e c t  s ta r t -up .  A number noted t h a t  t h i s  was t he  f i r s t  t ime t h a t  they had 
been assoc ia ted w i t h  a  s t a r t - u p  mode such as t h i s  and f e l t  t h a t  i t  would 
shor ten s t a r t - u p  cons iderab ly .  

It i s  suggested t h a t  m o d i f i c a t i o n s  f o r  t h i s  procedure be considered f o r  o t h e r  
p r o j e c t  s t a r t - ups  i n  the f u t u r e .  

6.2 General Recommendations 

1. The p r o j e c t  team should c a p i t a l  i z e  on t he  momentum c rea ted  a t  t h i s  
workshop by  i n fo rm ing  o the rs  a t  t h e  NWSDB of  the  r e s u l t s  and c a r r y  forward 
t h e  agreements and a c t i o n  p l  ans made. 

2. Workshops of t h i s  na tu re  should be repeated a t  l e a s t  once a  year  w i t h  
o u t s i d e  consul t a n t  ass i  stance; in-house rev iew o f  p r o j e c t  management and 
team r e l a t i o n s  should take  p lace  a t  l e a s t  every s i x  months and be 
moni tored con t i nuous l y .  

3. Careful management o f  t he  reo rgan i za t i on  and decen t ra l  i z a t i o n  w i l l  r e q u i r e  
a  s e r i e s  o f  i n f o r m a t i o n  meet ings, team b u i l d i n g  w i t h i n  new u n i t s ,  and 
o v e r a l l  i n t e r u n i t  communications management over the  nex t  two years.  It i s  
h i g h l y  recomnended t h a t  o rgan i za t i ona l  devel opnent expe r t s  ( p r e f e r a b l y  
consu l t an t s  who are ou t s i de  t he  system) be used t o  a s s i s t  t o p  management 
i n  c a r r y i n g  o u t  t h i s  de l  i c a t e  task .  

4.  An i n s t i t u t i o n a l  deve lopment  p r o j e c t  o f  t h i s  n a t u r e  w i l l  r e q u i r e  
s i  gn i  f i c a n t  change i n  manageri a1 behav io r  a t  a1 1  1  eve1 s  . Current  p l  ans 
w i t h i n  t h e  p r o j e c t  f o r  execu t i ve  management development do n o t  address 
t h i s  need d i r e c t l y  (a1 though the  p r o j e c t  paper does). It i s  recomnended 
t h a t  t h i s  component be added t o  the  p r o j e c t .  



6.3 Recomnendations f o r  t he  NWSDB 

1. It was ev iden t  t h a t  a  number o f  management sk i 1  1  areas would be use fu l  to 
NWSDB s t a f f  on the  b a s i s  o f  t h e i r  p a r t i c i p a t i o n  i n  the workshop. It i s  
t h e r e f o r e  recommended t h a t  sen io r  s t a f f  s e t  up seminars and workshops f o r  
NWSDB s t a f f  to improve the f o l l o w i n g  management s k i l l  s: 

- 1  i s t e n i n g  
- verbal  communication 
- w r i t t e n  communication 
- n e g o t i a t i n g  
- de l  e g a t i  ng a u t h o r i t y  
- g i v i n g  feedback 
- t ime management 
- s e t t i n g  p r i o r i t i e s  
- eval u a t i n g  
- conduct ing meet ings 
- es tab l  i s h i n g  agendas 

2. It i s  recommended t h a t  a l l  l e v e l  s  o f  s t a f f  be kep t  informed on p r o j e c t  
needs, p r i o r i t i e s ,  p l  ans, prob l  ems, accompl ishments, and ou tpu t s  through 
m e e t i n g s ,  announcements,  b u l l  e t i n  b o a r d s ,  news1 e t t e r s ,  and o t h e r  
comnunicat ion mechanisms. 

3. Schedules should be developed f o r  p r o j e c t  a c t i v i t i e s  i n c l u d i n g :  

- s t a r t - u p  and d u r a t i o n  f o r  each a c t i v i t y  
- persons respons ib le  f o r  c a r r y i n g  o u t  a c t i v i t i e s  
- o u t p u t s  of a c t i v i t i e s  
- performance standards f o r  persons working on p r o j e c t  a c t i v i t e s  
- q u a l i t y  standards o f  p r o j e c t  ou tpu t s  
- mon i t o r i ng  and eva lua t i on  mechanisms. 

6.4 Recommendations f o r  t h e  Con t rac to r  

1. Design and implement a  s e r i e s  o f  seminars and workshops o u t l  i ned  i n  i tem 
1, Sect ion 6.3 i n  c o l l a b o r a t i o n  w i t h  NWSDB s t a f f .  

2. Co l l  aborate w i t h  the NWSDB on es tab l  i s h i n g  and imp1 ementing communication 
mechanisms o u t l i n e d  i n  i t e m  2, Sect ion 6.3. 

3. Co l labora te  w i t h  the NWSDB on the des ign and implementat ion o f  a c t i v i t i e s  
o u t l  ined i n  i t e m  3, Sect ion 6.3. Th is  w i l l  necess i t a te  r e v i s i o n  of  the  
c o n t r a c t o r '  s  f i n a l  proposal submit ted t o  USAIDISri Lanka ( Chapter 4  and 
F igu re  4.2 " D e t a i l e d  A c t i v i t y  Program," "Proposed Technical Workpl an" i n  
Volume 1 - Technica l  and Management Proposal of  the  Con t rac to r ) .  

6.5 Recomnendations f o r  USAID 

1. A s s i s t  t h e  c o n t r a c t o r  t o  u n d e r s t a n d  and imp lemen t  A I D  r e g u l a t i o n s  
p e r t a i n i n g  t o  the p r o j e c t .  



2. Work w i t h  t he  NWSDB and t he  c o n t r a c t o r  i n  i d e n t i f y i n g  problem areas and 
r e c t i f y i n g  them as q u i c k l y  as poss ib le .  

3. Evaluate t he  pre implementat ion workshop and cons ider  whether o r  n o t  t h i s  
t ype  o f  e f f o r t  m igh t  be a p p l i c a b l e  f o r  o t h e r  USAID p r o j e c t s .  

6.6 Conclusions 

'This workshop was f e l t  t o  be successful  by  a m a j o r i t y  o f  t h e  p a r t i c i p a n t s .  The 
p a r t i c i p a t i v e  management techniques used i n  t h e  workshop were we l l  rece ived  by  
t h e  p a r t i c i p a n t s ,  as they  were i n  t h e  e a r l i e r  workshop on O&M Improvement 
(WASH F i e l d  Report No. 94, August, 1983). A number o f  p a r t i c i p a n t s  expressed 
t h e  d e s i r e  t o  app ly  these techniques i n  t h e i r  d a i l y  work i n  t h e  NWSDB. 

I n t e r a c t i o n  among s t a f f  members o f  t he  NWSDB, t h e  c o n t r a c t o r ,  and USAID 
i n d i c a t e d  t he  need f o r  mechanisms t o  improve t he  f o l l o w i n g :  

comnunicat ions 
i n fo rma t i on -  sha r i  ng 
i n f o r m a t i o n  f l o w  
es tab l  i sh i  ng act ion/work p l  ans 
team-bui l  d i  ng 
feedback mechanisms 
c l a r i f i c a t i o n  o f  r o l e s  and r e s p o n s i b i l i t i e s  
s e t t i  ng standards f o r  performance 
eval u a t i  ng performance. 

Key concl us ions o f  the  p a r t i c i  pants i nc l  ude : 

a A preimpl ementat ion workshop i s  use fu l  f o r  l e a r n i n g  about t h e  
p roposed p r o j e c t  and g e t t i n g  t o  know t h e  p e r s o n a l i t i e s  and 
competencies o f  c o n t r a c t o r  and NWSDB s t a f f s .  

a The techniques used i n  t h e  workshop can be used i n  everyday 
a c t i v i t i e s  on t he  job .  

a A l l  NWSDB s t a f f  must be informed about t he  nature,  con ten t ,  and 
outcanes o f  t h e  workshop. 

a A l l  a c t i v i t i e s  must be c a r r i e d  ou t  c o l l a b o r a t i v e l y .  
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APPENDIX A 

Hi s t o r y  o f  Water Supply and S a n i t a t i o n  Sec tor  P r o j e c t  



HISIPDRY OF WATER SUPPLY AND SANITATION SECTOR PROJECT 

A. BACKGROUND HISTORY : 

( i )  Decade p lann ing  o u t l i n e d  broad n e e d s  and p r o b l e m  i n  S e c t o r  

1 .  1979 - G o v e r n m n t  Decade P lan  Development - S e c t o r a l  

Needs r e v i e w  

2. VBO Tehrn t~ a a a i r t  WSDB i n  moving Docade Plan along 

3 .  USAID Decade P lann ing  Team - devetoped the f i r e t  plan 

( i i )  P r i o r  e f f o r t s  t o  assis t  NWSDB i n  i n s t i t u t i o n a l  s y s t e m s  . . 

1 .  WHO A d v i s o r s  : ( 3  years  1980 - 84)  

( a )  T r a i n i n g  i n  0 & M 

( b )  Management A d v i s o r  

( c )  T r a i n i n g  A d v i s o r  

( d l  A p p r o p r i a t e  Technology 

( e )  Financial A d v i s o r  

( f )  NBA Manpower s t u d y  

2 .  IRC E f f o r t s  : 

( a )  Hunnn Resources  Development S t u d i e s  

( b )  0 & M S t u d i e s  

3. World Bank P r o j e c t s  : 

( a )  Ernst & Whinney Managemnt S t u d y  

(b) A d v i s o r  

4 .  UNDP : 

5 .  B r i t i s h  Counc i l  : 

( a )  T r a i n i n g  c o u r s e s  b y  Loughborough 

6 .  USAID Sponsored S t u d y  Tours  
-39- 
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8 .  PRW&CT DEVELOPMENT INITIATIVES / USAID AND OTHERS : 

(i)  D i s c u s s i o n s  and e x c h a n g e s  b y  AID W a s h i n g t o n  Health O f f i c e  

( D r  A u s t i n )  l e a d i n g  t o  an A c t i o n  P lan  

( i i l  0 6 W p rob lem s o l v i n g  workshop  

(iii) Conduct  P r o j e c t  R e s e a r c h  to  d e f i n e  n e e d s  and  prob lems  

( i v )  Demons t ra t ion  hand-pump t r a i n i n g  p r o j e c t  

(v)  R e v i e w  F i n a n c i a l  and C o m e r c i a 1  s i t u a t i o n  : WHO and 

Wor ld  Bank S t r a t e g i c  P l a n  

( v i )  , R e h a b i l i t a t i o n  P r o g r a m  : Needs  A n a l y s i s  (never s t a r t e d )  

C.  SPECIFIC STEPS TO DEVELQP INSTITUTIONAL DEVELOPMENT PROJECT : 

(i)  Background / T e c h n i c a l  a n a l y s i s  o f  ma jor  e l e m e n t s  o f  the 

WATER BOARD (WASH) 

0 6 W  

F i n a n c e  

D e s i  gn 

S u p p l i e s  6 S t o r e s  

T r a i n i n g  

C o n s t r u c t i o n  

Wana gemen t 

P l a n n i n g  

(ii) Development  o f  s p e c i f i c  P r o j e c t  P l a n s  and P r o j e c t  T e c h n i c a l  

a n a l y s i s  ( I S T I  Team) - 
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(i i f )  W r i t i n g  and a g r e e i n g  on a P r o j e c t  : P r o j e c t  Paper 

( i v )  Approval  o f  the P r o j e c t  

D. PROJECT START-UP : 

(i)  Procurement o f  C o n t r a c t o r  and Award 

(ii ) Procurement o f  commodi t ies 

(iii) Preimpl  e m e n t a t i o n  Workshop - P r o j e c t  S t a r t  

E .  PROJECT OUTCOMES : 

(i) O v e r a l l  Goal : 

( a )  Deve lop  s y s t e m s ,  p rocedures  and skil ls so 

t h a t  NWSDB i s  f i n a n c i a l 1  y and a d m i n i s t r a t i v e l y  

and t e c h n i c a l l y  sel f  s u f f i c i e n t  i n  f o u r  y e a r s  

(ii) Major P r o j e c t  o u t p u t s  / a c t i v i t i e s  (see l i s t i n g  i n  P P )  



APPENDIX B 

P a r t i c i p a n t  L i  s t  
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AID PROJECT 383-0088 

Preimplementat ion Workshop 26 t h r u  29 A p r i l  1985 
L i  s t  o f  P a r t i c i p a n t s  

USA1 D 

E r i c  Loken, P r o j e c t  O f f i c e r  
Dr. J. Thanarajah 

M i n i  s t r v  o f  Heal t h .  GOSL 

Dr. E. Rayanathan 

M i n i  s t r y  o f  Local  Government, Housing, and Cons t ruc t ion ,  GOSL 

T. B. Madugalle 
Dewey Bryant 

NGOWSS Decade Serv ice  

Henry De Me1 

Consul t a n t  P a r t i c i p a n t  1 i s t  

Name Group T i  tl e l s p e c i a l  ty  

R.A. Smith I ManagementICommerc i a1 

H.C. Co l l  i ngs  V I Hman Resource Deve lopnent IT ra in i  ng 

G.A. Br idger  I I Environmental I S a n i  t a r y  Engineer 

S.A. de Saram I V Water Supply Operat ions and Mainte- 
nance 

D.E. Batchelor I V  Water Qua1 i t y  Moni t o r i  n g I P r o c e s s  
Contro l  

W.C. G i l b e r t  V Pub1 i c  Heal t h  

L.V. Smith I 1 1  F i  nanc i a1 P I  anni  ng , Management and 
Comnerc i a1 Systems 

A.D. B. Ta lwat te  I 1 1  Accounting Systems and B i l l  i n g  and 
C o l l  ec t i o n  

H.G. Fonseka 

N. Corea 

I Wldgeti ng and Management I n fo rma t i on  
Systems 

I 1 1  Account ing Systems and B i l l  i n g  and 
C o l l e c t i o n  Special  i s t  
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Name - 
K .  Nadarajah 

A. L .  B.K. Perera 

H. A1 agaratnam 

Group T i t l e /Spec ia l  t y  

V I  I Commodity Procurement ( In-Country) 

V I Personnel Management 

I 1 1  Data  Process ing S p e c i a l i s t  ( D a t a  
Management and Accounti ng System) 



WATER SUPPLY 8 SAHmAmON SECTOR U D  P R 0 3 ~ m  
~ 0 . 9 3  - 0088 - PRE - INPLEHEMTATION WQRKSIOp 
26-29 APRIL 1985 AT TRITON HOTEL, AHUNQALLE 

, 

PARTIC1  PA^ ( NAZTOIIA L WATER SUPPLY & DRAINAGE BOARDL 

GROUP NOS (t) (I . IANAOE~~EFIT~ 

( 1 )  I4r .  N.D. PeLris ( Chairlaan ) . . 

( 2 )  f-!r. S..8. fioyagane (General ~ a n a g o r )  
( 3 )  t.lr. Q. E. Kum-wage (D.G.H. - Cons t r u c  t l o n )  

( 4 )  M r .  U.A.D. Silva (D.Q.H. - M ~ n I i r i s t r a U o n )  

( 5 )  Elr. C.3.Goonatil leke ( S e c r e t a r y  ) 

moup NO t ( 11 ) ( E~.TIROIJI-:.;E~JTAL E N Q I Y E ~ I W  

( 1 )  N r .  Q.E. Kumrage (D.G.M. - C a n s t r u c t i o n )  

( 2 )  Clr. S. Nagaratnarn ( A.O.M. - P m  j ect Cons t ruc t  ion ) 

( 3 )  M r .  P.il.R. P a t h i r a j a  (A.Q.H.-- Qround U a t e r )  

(4)Er.,K.M.N.S. Ferrrando ( ~ r o j e c t M t r n a g e r - C . S . )  

( 5 )  N r .  P.U. Gurusinghe ( Chief En@ n e e r  - Designs ) 

- ( 6 )  6r. H. P i n i d i y a  (Chief  Engineer  - Designs)  
- ( 7 )  Kr. H.D.T. P s r o r a  (Chief  Enginem- S t a t i s f f  cs 8 

Co-ordi rn t io n ) 

- ( e )  I.:rs. G.S.  :-:unnsinghe ( Chief Engineer - P r o j  e c t )  

. ( 9 )  P:rs. 3.t4.D. Withsna ( Chief Ensi necr  - Canst ruc  ti on ) 

Gl?OUP :!O: ( I11 ! ( l:A:rAGE!.Z!!T CQ.:I.:E.~C'LALI - 
( 1 ) Pir .  E.D. Ratnayaka (D.G.H. - F i m n c e )  

( 2  ) l+:r. 1.:. Ulckanage (Project 1,;amger - IiS ri SS)  

( 3 )  1q:r. f i . 0 .  Fermindo (A.G.~ ; .  - 0 !:) 

( 4 )  I 4 r .  W.A. Karunara tna  (D.P.I.;. - ;IS :. ~ 5 )  

(5) I.:r. W.K. Ruberu ( Chief I n  tcrn'~ 1. A ~ c i i  t o r )  

( h ) !!r . T. 1.1 I-1 I.: odi v~ali.;~ ( ACC-U:I t;u~ t - 31:vr l . 111~7  ,l 

GRGUP 1!3. ( IV) ( OPI .3ATIGI I  tl I.. Î J:!T'E!A ;ICE) 

- (1) 1-Ira bl-!. Wic1ra11age ( P r o j e c t  I-i i~~xtger - 1.13 L S )  

- ( 2 )  Mr. K.O. ,Fernando (A.Q.14. - 3 8 1.:) 

( 3 )  I.fr. U.A. K m n a r a t n e  (D.P.M. - US 8 SS) 

(6) N r .  S.R.3.R.Senanayake (Chief  E q i n e e r  - ~ m j e c t )  
- ( 5 )  N r .  H.D.R.A. Pathirafi? (Chief  Engineer  - Maintgnarr e )  

- ( 6 )  M r .  S u n i l  do S i l v ?  (Chief  Mecknical Engineer - Workhap! 

- ( 7 )  M r .  H.O. T i l a k a r a t n e  ( El ec trical Engi neo r ) 
-.( 8) Nrr . Sivabalasurdaram (Chief  C h a n i s t )  
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GROUP 'NO, (v)  -( HEALTH EDEATION ) 

(1) Hr. H, P$nidiya (Chief Engineer - Des igns )  

(2) Mr. P.IJ.R, P a t h i r a j a  (A.Q.W. Ground Mat-) 

( 3 )  Mr. H.A. ' ~ a r u n a d a s a  ( P r o j e c t  Off lcer - 1,R.C. ) 

( 6 ) Mrs. Sivabalasundaram (Chief  Chemist) 

GROUP NO. (PI) (TRAIIIING 

( 1 )  Mr. MaAaDo Silva (D,G,M. - Administration) 
( 2 )  Nr. S , K . H e  Perera (Chief  Engineer - Tralrling ) 
( 3 )  Nr. P. Abeyaganawardene ( Engineer - I'raining ) 
( 4 )  !!re Pa Ueeratung4 (Personnel O f f i c e r  ) 

GROUPNO. (VII) (SUPPLY e S ~ R E S )  

( 1 )  b l r .  Q.D.A.  A l t d s  (Chief Engineer - S u p p l i e s )  . 

( 2 )  K i s s .  S.R. D i a s  (Ass t ,  Secretary-  Tender ti Contracts  ) 
( 3 )  )Ira S u n i l  de  S i l m  (Chief 1-lechanical Engineer - Work~hop) 

( 4 )  I 4 r .  H o D . R . A .  Patl~irana (Chief En#necr - ~ a f n t e n m c e )  
( 5 )  tfr. H,G. n l z k s r a t n e  ( E l e c t r i c a l  Engineer) 



APPENDIX C 

Workshop Eva1 uat ion  Form 



PRB-IMPLEMENTATION WRKSHOP ON WATER SUPPLY AND 

SANITATION SECllrOR 

NWSDB / ES - EW - RIX: / U S A I D  

TRITON HOTEL - AHVNCALLE 

26 - 29 APRIL 1985 

WORKSHOP BVALUATION : 

1 .  What have been t h e m s t  p o s i t i v e  t h i n u s  about t h e  w o r k s h o p ?  

2 .  Wha: have been t h e  most n e g a t : v e .  

what one t h l n c  s t ~ n d s  out as  1rrpc,rt,3rr tc ',or; i.: 
this w o r k s h o p  ? 

4 .  kit~ac t h l n y s  have you  l earned  1.' 
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. Th. following l i s t  itemizes key sessions of  the Wrkshop  . 
U s f n g  the indicated number tht most closely f i t s  your opinion, 
indicate bow ef fect ive  the session was. M e  any additional 
comnents you wish. 

(1)  Was not e f fect ive  

( 5 )  OK 

(10)  Was very e f fect ive  

CIRCLE THE NUNBER OF YOUR CHOICE 

A .  Coals, Agenda's working 1 2 3 4  5 6  7 8 9 1 0  
procedures 

B .  Getting to know each other 1 2 3 4 5 6 7 8  9  10 

C . Project background 
informa tion 

t., . Sumary session 
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6 .  what conmsnts do you have about t h e  way the  workshop was 
planned and organised ? 

7 .  What carr be done i n  the future to  improve a workshop l i k e  t h i s  ? 

8 .  7'!1c four major goals af the workshop are Listed below. :';e.ase 
rate eacn one to  indicate how well you feei the yoai has iwc-n 
a s i i i  eved . 

A .  T o  exchange basic irtfc.mnation abou t  the i~SAIG/h'lr'.<i31: 
Institutional Dfveloprrtent Project 

1: To provide srl o;~jortu:zity for the project tearr, tc i . ,~>~.~rne 

acquainted k i t h  c ~ c - 1 1  other and oeain to  build a hU'h'h'11VC TEAN 
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C. lb c l a r i f y  e x p s c t d t i o ~  f o r  working t oge ther  and 
d g n e  upon proedures f o r  Pro j ec t  Management and 
counterpart  working reld t i o n s h i p s  

D .  To deve lop  d r a f t  Ac t ion  / Work Plans f o r  Pro jec t  S tar t -up  

3 .  I n  a d d i t i o n  to  t h e  a c t i o n  p l a n s  d e v e l o p e d  i n  t h e  workshop ,  . ,  

what  s p e c i f i c  t h i n c s  d o  you s u g g e s t  t h a t  e a c h  o f  the following 
s h o u l d  d o  a s  f o l l o w - u p  to  t h e  workshop  ? 



Page 5 

10 .  What w i l l  you d o  p e r s o n a l l y  t o  u s e  t h e  t h i n g s  you l e a r n e d  
i n  t h e  workshop  i n  your d a i l g  work ? 




