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EXECUTIVE SUMMARY

The Impact Evaluation of the USAID-sponsoredWater and Sanitation Sector Project,
implementedwith the NationalWaterSupplyandDrainageBoard(NWSDB), wasconducted
by atwo-memberWASH evaluationteamduringJuly andAugust 1993, approximatelytwo
yearsafterthe completionof the project, whIch was implementedbetween1985-1991.The
evaluationteamassessedwhichelementsof theUSAID-sponsoredprojecthavebeensustained
by the NWSDB andprovided an analysisof why thesepractices,organizationalstructures,
systemsandprocedureshavebeensustained,i.e., continueand/or arebeing built on.

Eight areas that received technical assistance from the USAID-sponsored project were studied
in the Impactevaluation:

• Financial viability and commercial performance;

• Budgeting;

• Capacityfor corporateplanning, strategicproblem-solving,andpolicy development;

• Decentralization;

• Application of modemmanagementtechniques;

• Relationswith externalentities,stakeholders,andconsumers;

• Emphasison operationsandmaintenanceandservicedelivery; and

• Useof training andhumanresourcesdevelopmentasatool to supportorganizational
objectives.

In eachof the aboveareas,end-of-projectperformance(1991)wascomparedto performance
In 1993, and an analysis was made to determine “what had causedresultsin this areato be
sustainedor not sustained,”including factorsthathadsupportedcontinuedimprovementIn
eachareaand,in somecases,thosefactorsthathadcausedgainsto be minimal. Theanalysis
also suggestedthoseissuesthatneededattentionif gains wereto be continued.

The general conclusion of this impact evaluation is that the major gains In Institutional

strengtheningmadeover the life of the USAID project had beenmaintainedover the two
yearsfollowing completionof the project. PerformanceimprovementwasmoststrikingIn the
areaof financial vIability andcommercialperformance.Sincethe endof the project, billings
had increasedby 98 percent,andcollectionshadIncreasedby 125 percent. In 1992, the
boardmetIts corporategoalof coveringoperationsandmaintenancecostsandtwo-thirds of
debtservice,and generatedasurplusof 189 million rupees(Rs.). Its goal in 1993 was to
cover all its operationalcostsandthe full cost of debtservice.

Comparingverifiable end-of-projectdatato current performancein 1993 revealedthat, in
addition to financial viability and commercialImprovement,performancehad significantly
Improvedin anumberof other areas,including:
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• Relationswith externalentities;

• Use of modemmanagementtools of analysis;and

• Implementationof preventivemaintenanceof facilities.

Performancehad improvedto someextentin theseareas:

• Budgeting;

• Decentralization and Regional Service Centers’ (RSC) capacity to perform
independently;and

• Use of training andhumanresourcesdevelopment.

In the following areas,performancein 1993wasmuchthesameasatthe end-of-project—it
hadneithersignificantly gonedown nor hadit significantly Improved:

• Capacity for strategicproblem-solvingandforward-planning;

• Capacityfor operatingandmaintainingsystems,andproducingahighqualityproduct;

• Consumerrelationsandresponsivenessto consumers;and

• Delegationof authorityto the RSCsandto lower levels within the RSCs.

The Impactevaluationalsodeterminedthat in many areasthe NWSDB haddemonstrateda

capacityto replicateandbuild on end-of-projectaccomplishments.Cutting acrossthe eight
areaswere a number of patternsof organizationalbehavior andmanagerialaction which
seemedto havesupportedimprovementin institutional effectiveness.In ageneralway, four
patternsof behaviorwereseenthatseemedto promotesustainabiity,andtwo patternswere
seenthat inhibited sustainabiityasdefinedabove.

Patternsof behaviorwhich supportedsustalnabiityIncluded:

• Settingtargetscollaboratively,monitoringperformanceagainstthosetargets,involving
people in developingstrategiesandplans to deal with problemsidentified in the
monitoringprocess,Implementingthoseplansusingavariety of approachesandthen
continuing to monitorprogress;

• Staffat workinglevelstakingthe initiative whenaproblemexistedandnot waitingfor
directionsfrom the top;

S Providing continued training, coaching, and consultation In support of clear
programmaticobjectives;and

• Creatingan organizationalenvironmentwhere“it’s not okay not to care.”

Patternsof behavIorthat inhibited sustainedInstitutional Improvementincluded:

• Payingattentionto short-termoperationalIssuesattheexpenseof long-termplanning
andpolicy development;and
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• Micro-managingat all levelsfrom the ManagementCell on down.

To maintainandbuild on the positive gainsfrom the projectin the future, the NWSDBneeds
to continueto reinforcethosemanagementbehaviorswhichhavesupportedsustainabiity.In
addition, the WASH teammadethreefinal recommendations.

The NWSDB needsto:

1. Review andagreeon mechanismsfor how long-rangeissueswifi be addressed;

2. RevIew andmodify how key meetingsarestructured;and

3. Providecontinuedseniormanagementtraining and teambuilding.

xl





Chapter 1

INTRODUCTION

1.1 Background

TheUSAID WaterandSanitationSectorProject (USAID ProjectNo. 383-0088)In Sri Lanka
wasasix-yeareffort (1985-1991) to strengthenthe Institutional performanceof the National
Water Supply andDrainageBoard (NWSDB).

The NWSDB is the lead agencyin the watersupply andseweragesectorin Sri Lanka. It is
responsiblefor the planning, design, and constructionof virtually all urban water supply
schemesand most of the piped schemesin rural areas.The NWSDB has also taken on
increasedresponsibilityfor facility operationandmanagement.

The objectivesof the institution-building elementof the USAID project as describedin the
1991 Final ProjectReport’ were:

• Consolidatethe NWSDB organizationresponsiblefor amajor World Bank-funded
infrastructureproject In the southwesternportion of the country with the separate
NWSDB organizationresponsiblefor sImilar activities in the rest of Sri Lanka;

• Decentralizeto the regions; and

• Changethe overall organizationandstructure,attitudes, and actionsto makethe
operationsand maintenance(O&M) activities of the NWSDB its most Important

mission.

As the project was Implemented,additional objectiveswereadded, Including:

• Involve wider policy environment(Governmentof Sri Lanka);

S Coordinateformally with sector-externalsupport agencies;

• Develop afinancialconsciousness;

• Develop an in-housepolicy developmentcapability;

• Establishtaskperformanceindicators,monitoringsystems,andemployeeperformance
evaluationprocedures;and

• IncludeGreaterColomboIn the decentralizationprocess.

‘R M Bradley andC. Tomasides,Final Report on Ins titutlonal Development of the NWSDB. (USAID, August
1991).
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Primaryprojectactivitiesincludedanorganization-widerestructuringprogramandtheprovision
of technicalassistancein eachof the organizational,managerial,andtechnicalsub-systems,
as well as commodity inputs in selected areasto support training activities and for
demonstrationpurposes.Major programactivity areasfor assistanceincluded:

• Implementationof a decentralizationprogram to establishthree Regional Services
Centers(RSCs);

• Development of administrative systems, standard operating procedures, and
computer-supportedmanagementinformationsystemsfor:

o operationsandmaintenance,

o personnel,

o laboratory,

o planninganddesigns,

o procurement,

o billing andcollections,

o storesandsupplies,

o financial management

• Formationof acommercialdepartmentandImplementationof computerizedbilling
andcollections;

• Development and Implementation of an annual financial planning processand
upgradedaccountingsystems;

• Expansion of training department and development of training systems and
curriculum;

• Revision of personnelpolicies andprocedures;

• Improvementofmaintenancemanagement,includingimprovementsinprocesscontrol
and waterquality monitoring, andprovision of equipment;

• Establishment of an annual strategic planning process and a sound polIcy
Implementationmechanism;

• Creationof apublic relationsunit, alegalunit, anda sectionforcommunitypromotion
of water schemes;and

• Implementationof a managementdevelopmentprogramfor seniormanagersand
developmentof revisedanddarified roles andresponsibilitiesfor management.

The USAID projedbeganIn April 1985 andwascompletedIn August 1991. UnderWorld
Bank financing, one long-term advisor from the USAID project continuedto assistthe
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developmentof the GreaterColombo metropolitanRSC. Assistanceto this unit, while not
IncludedIn the USAID projectdesign,continuedthe momentumin thisarea.Additionally, at
the endof the project, USAID/Colombotransferredremainingprojectfundsinto the WASH
projectto continueprojectmonitoringandevaluation,managementdevelopment,andtraining
for the Officers in Charge (OIC) of watertreatmentplants. This level of staff hadnot been
reachedby the largerproject.

In July 1992duringaprojectmonitoringactivity, NWSDBstaff wastrainedin proceduresfor
conductinganinternalmanagementassessment.The lasttechnicalassistanceactivItyprovided
underthe original USAID project wasan Impactevaluation,the subjectof this report.

1.2 Terms of Reference

Thepurposeof the Impactevaluationwasto determinethe level of institutional development
andthe degreeof sustainabilitythathadbeenachievedin the two yearssincemajorfull-time
projectinputshadceased.ThetaskwastocompareNWSDBInstitutionalperformancein 1993
with performanceatthe endof the project (1991), andto determinetheextentto which the
NWSDB has demonstratedthe capacity to replicate and build on its performance at
end-of-project.In addition, the evaluationwasexpectedto identify areasthatneedattention,
especiallythoserelatedto NWSDB’s capabilitiesto deal with issuesthey face In the larger
environment.The WASH teamwasspecifically requestedto reviewthe statusof:

• Relations of the NWSDB with its Board of Directors, Ministry of Housing and
Construction(MHC), andits consumers;

• Decentralizationof managementauthority and responsibility;

• Financial, commercial,andbudgetactivitiescontributingto the financial viability of
NWSDB; and

• NWSDB’s capacityfor strategicplanning.

The teamwasaskedto reviewkey documentsandinterview governmentofficials, members
of the Boardof Directors,the supervisingministry (MHC), andNWSDBstaffin theheadoffice
andthe RSCs.Following analysisof the data, the teamwas to provide verbal feedbackto
NWSDB seniorstaff, its Boardof Directors,andUSAID on the results,andproduceafinal
report.

1.3 DefinItion of Sustalnability

The WASH teamusedtwo measuresof “sustainability” to evaluateNWSDB’s institutional
performance:

• The extentto which the resultsgainedin the project hadlasted;and
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• The extentto which the capacity for continuing to developbeyondend-of project
accomplishmentswas demonstrated.

During the debriefing after the Impact evaluation was completed, NWSDB senior staff
displayedtheir keenawarenessof the importanceof “sustainabiity.” We asked,“What does
It meanwhenaproject is sustainable?”The group responded:

• “When outsideassistanceis no longerneededfor the activity.”

• “When we continueto useit.”

• “When we believein it.”

• “When we continueto improve upon it.”

With thesemeasuresin mind, the Impactevaluationteamfocusedon two broad questions:

1. Have positiveend-of-projectgainsbeenmaintained?

2. If so, to what extenthasthe NWSDB expandedon and/orreplicatedthesegains?

As a result, the WASH teamwas lessconcernedwith existingorganizationalor operational
problems, and more focused on Identifying patternsof managerialbehavior seen In the
NWSDB that helpedor hinderedsustainableinstitutional effectiveness.

1.4 Methodology

With this basic concept of sustalnabilityas a starting point, the WASH team held initial
meetingswith NWSDB seniorstaffand USAID/Colombostaff. They also reviewedWASH
annualprojectmonitoring reportsandthe very useful 1991 Final ProjectReport,written by
EngineeringScience,Inc. (ES),theprimecontractorforthe project.Theseactivitiesledto the
selectionof eight primary areasfor review:

• Financialviability andcommercialperformance;

• Budgeting;

• Capacityfor corporateplanning, strategicproblem-solving,andpolicy development;

• Decentralization;

• Application of modernmanagementtechniques;

• Relationswith externalentitles,stakeholders,andconsumers;

• Emphasison operationsand maintenanceandservicedelivery;

• Useof trainingandhumanresourcesdevelopmentasatool to supportorganizational
objectives.
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These categorieswere selectedbecauseeach area had received considerabletechnical
assistanceduring the project,andinstitutional performancehadbeenmeasuredthroughdata
collectedduring the project. End-of-projectstatuswas describedin the fInal project report.
Theseprimaryareasalsocorrespondedlargelyto the Institutional analysisframeworkusedby
WASH over the years. (See WASH Technical Report #37, “GuIdelines for Institutional
Assessment:WaterandSanitationInstitutions.”)

The teamusedthe final project report to establishan end-of-projectbaselinein eachof the
eight areas.NWSDB wasthenaskedto useIts managementinformationsystemto provide
currentInformation In eacharea.With this informationandotherwritten materials,Including
the draftof the 1992NWSDBAnnualReport(see“Key DocumentsReviewed”in Appendix),
the teammadean initial assessmentof how the 1993 statusIn each of the eight areas
comparedto performanceat the endof the project.

With thisframework,the teamsetup aplanof inquiry to Interview selectedNWSDBstaffand
otherofficials fromJuly 18-29, 1993.Questionsfocusedon verifying thewritten Information,
determiningwhy progresshadbeenmade,andexaminingwhathashappenedin eacharea
thathaspreventedchange.NWSDBstaffwas interviewedattheheadoffice in Colomboand
at the GreaterColombo,Western,Southern, and Central RSCs.Twenty-eight NWSDB
officers at all levels, NWSDB membersof the Board of Directors, representativesof other
donors,andMHC officials wereinterviewed.

In Chapter2, titled “Findings,” the majorfindings aredetailed.Thefindings arepresentedon
eachprimary areastudiedin threesections: End-of-Project,Statusin 1993, andAnalysis.

End-of-ProjectStatus

First the statusat the endof the projectin 1991 for eachprimary areastudiedis presented.
The dataandIndicatorspresentedin the 1991 Final ProjectReportweresummarized.(Other
datawas addedfrom annualmonitoring reportsfrom the WASH consultants.)

Statusin 1993

The secondsubsectionreportson the statusof the primaryareatwo yearsafter the project
ended(1993). Thesefindings werebasedon the WASH team’sreview of datasummaries
compiledby NWSDB staff andfrom interviewsandanalysismadeduring the 1993 review
period.

Analysis

In the thirdsubsection,statusin 1993is comparedwith end-of-projectstatusandthe question
“what hascausedresultsin this areato be sustainedor not sustained?”is addressed.Factors
that havesupportedcontinuedImprovementIn the primary areaandin somecasesthose
factorsthat havecausedgainsto be minimal areIdentifIed. In someof the eight areas,this
analysisInvolved reviewingNWSDB’s statedgoalsandstrategy,including agreementsmade
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during the Internal managementreview conductedin July 1992 (see “Conducting the
ManagementAssessmentforthe InternalConsultantTeam,”report forWASH TaskNo. 384)
and the 1991 NWSDB Corporate Plan, and comparing these intentions with actual
performance.In severalareas,this analysisalso pointed out issuesneedingattentionif the
overall processof institutional strengtheningIs to continue.

In Chapter3, “ConclusIonsand Recommendations,”some broadergeneralizationsabout
factorsthathavesignificantly contributedto sustainabilityarediscussed.
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Chapter 2

FINDINGS

2.1 FInancial Viability and Commercial Performance

End-of-ProjectStatus

The 1991 Final ProjectReportnotedthatthe “key projectobjective—toturnthe NWSDB into
a financially viable organization—wasapproachedthrough a combinationof the following
Institutional developmentinitiatives:

• Improving bffling andcollection;

• Developingfinancialconsciousnessthroughbudgetingperformance;

• Improving managementthrough adoption of performance-basedoperations;

• Strengtheningcorporateplanning (raising visibility of financial viability goal through
interaction with externalenvironment);

• Upgradingfinancial systems;

• Providing timely financial information through the installation of Management
Information Systems(MISs);

• Adopting cost containmentmeasures;and

• Instituting tariff reform.

“The basicstrategywasto awakenaninterestamongNWSDB management(at all levels) for
financial discipline and improvement, to develop the mechanismsto enable financial
information to be madewidely availableIn a timely fashion, andto developcollaboratively
financial targetssupportedasnecessaryby key actorsin the externalenvironment(notably
externalsupport agencies,the MI-IC, andthe Ministry of Finance).”

The project supportedthe creationof a separatecommercialdepartmentand the post of
Deputy GeneralManager-Commercial(DGM-C), as well as the introduction of an efficient
billing andcollection systemdecentralizedIn areaoffices In Colomboand in the RSCs.The
projectcausedsubstantialgrowth in corporatecommercialawareness.Thedevelopmentof an
inhousemicro-computer-basedbilling systemthatgenerateddetailedInformationon billings,
collections,andconsumercomplaintsmadepossiblethe involvementof regionalmanagersin
monitoring billings andcollectionsby reviewing performancedata, resolvingproblems,and
jointly evaluatingstrategiesto Improve performance.
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Key end-of-projectaccomplishmentsnoted in the 1991 Final ProjectReport included the
following:

• “The bffling lag time (the time betweenmeter reading and receipt of the bill by

consumer),which had averaged6 months whenbffling wasbeing carriedout by a
private bureau,wasreducedto 30 days.”

• “...consumerbilling complaints fell dramatically, from over 10 percent of bified
connectionsto below2 percentby 1989, althoughtherewasan Increasingtrendfrom
1990 onwards,up to about 3 percentin 1991, asa result of tariff increases...”

• Currentcollection ratios Improved,for example“in the latter half of 1991, Colombo
collectionswithin 2 and6 monthsof bill postingaveragedabout60 percentand74
percentrespectively,comparedto about 15 percentand50 percentin 1986 when
inhousebilling andcollection commenced.”

• Billings andcollectionssubstantiallyImprovedover the project life, with the monthly
averagenationalbfflings increasingfrom Rs.17.4million in 1986to Rs.70.9million In
1991.Averagemonthlycollectionsin 1986wereRs.13.6million; In 1991,an average
of Rs.45.8million werebeing collected.

• “During 1989, it becameevident thatdespiteall the effortsto containcost,the tariff
which hadbeenin existencesince1984wasnot adequateto enableO&M coststo be
recoveredfrom collections, even if substantial improvementscould be made in
collectionefficiency.” As O&M costs increasedfrom Rs.224millIon ayearIn 1984 to
391 million in 1989, thepercentageof O&M costscoveredby bfflings droppedfrom
125percentto 72 percent.

Following work by aproject-supportedNWSDBtaskforce,the NWSDB 1989CorporatePlan
proposedatariff increasefor 1990 thatwaslinked by theWorld BankandAsianDevelopment
Banksto their loandisbursementprograms.Another increasefor 1991 wasadoptedin order
to meet“corporate objectives(and the loan disbursementcovenantsof the World Bank) of
covering all O&M costs, the 1990 current operating deficit resulting from the delayed
Implementationof the 1990 tariff increase,and one third of debtservice from current
collectionsby the endof 1991.”

Status in 1993

A comparisonof key financial indicators in 1984, toward at the beginning of the project in
1985, theendof the projectIn 1990,andat theendof 1992,shownIn FIgure 1, highlights
the impactof NWSDB’s focusedattentionon financial vIability.

Since the end of the project, billings have increasedby 98 percentand collections have
increasedby 125percent.During thesameperiod,operationalcostsincreasedby 58 percent
overall; O&M costsper connectionincreasedby 27 percent.
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Before End of
Project Project
(1984) (1990) 1992

Billings (Rs. million) 224 503 1,000

Billings (% of O&M 125 118 149
cost)

Billings 2,835 2,719 4,347
(Rs./connection)

Collections (Rs. 56 422 953
million)

Collections (% 25 84 95
billing)

Collections (% of 31 99 141

O&M cost)

Collections 709 2,281 4,143
(Rs./connection)

Arrears (Rs. million) 149 380 562

O&M Cost (Rs. 179 425 671
million)

O&M Cost 2,226 2,297 2,920
(Rs./connection)

O&M Cost(Rs./cu. 1.15 1.94 2.63
meter produced)

Debt Service (Rs. 33 123 156
million)

Total Cost (O&M + 212 548 828.2
Debt Service Rs.
million)

Billings (% Total 106 92 11 9
cost)

Collections(% Total 26 77 114
cost)

Figure 1

Comparison of Key Indicators
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Of course,much of the increasein billings overthe two yearswasdueto highertariffs, but the
dataalsoprovide evidenceof systematicattentionto collections.Monthly averagebillings and
collectionsdatafor the regionsandfor GreaterColomboupdatedthrough 1992 are shown
In Figure 2.

Figure 2

Monthly Average—Billings and Collections (in Rs.Million)

Both GreaterColomboandtheotherRSCssubstantiallyimprovedcollection performancein
1992 over 1991. In 1991, collections in GreaterColombo were66 percentof billings; in
1992, they were97 percent.In the regions,collectionswere 60 percentof billings in 1991;
in 1992, they were93 percent.

Commercialstaffcontinuesto developapproachesto reducebilling lag time, which In 1993
can still be up to three weeks.The procedure,which is basedon “batching” bills, is being
modifiedsothat two “batches”go out eachmonth insteadof one,which reduceslag timeby

atleast aweek.Meterreadersaregiven aRs.3“incentive” to deliver bills by handbecauseof
difficulties with mail service.

In 1992,NWSDBmetIts corporategoalof coveringO&M costsandtwo-thirdsof debtservice,
andgeneratedasurplusof Rs. 189million (US$ 4.1 million). Its goal in 1993 is to coverall
Its operationalcostsandthe full cost of debtservice.

Analysis

The NWSDB’s successin meetingits financial goalsresultedfrom severalfactorsthatdearly
provedits enduring“commercialorientation” andhighlightthe Impactof projectactivitiesthat
focusedon flnandal viability.

First, NWSDBhasdemonstratedthatit hasthecontinuedcapabilitytoconvinceseniorministry
officials, politicians, andconsumersthattariffs shouldbeadjustedbasedon Inflation and the
costsof producingwater. Tariffs wereincreasedfor the third successiveyearin 1993.

Area 1989 1990 1991 1992

Greater Colombo
Billings 16.8 32.0 52.5 57.3
Collection 13.9 26.9 34.7 55.6

Regions
Billing 6.7 12.1 18.4 24.9
Collections 4.5 8.3 11.1 23.2
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Second,the NWSDB systematicallymanagedthe billings and collectionsprocess.As one
managerput It, “Our managersweredeterminedin this area.Theyknew we hadno future
without financial success.”Managersattributetheir successto avariety of actions:

• Timely posting of bills andthe useof establishedproceduresto send“red”
(late) notices and to follow up by disconnectingservices. Strategiesfor

prioritizing dlsconnectionsaresharedbetweenregionsandplanningfordisconnections
Is routinely donebasedon analysisof trendsandotherdata.

• Establishmentof collectiontargetsfor eachRSC andregion andincentives
for achieving targets, e.g., for the best performing region. Becausetotal
collectionsexceededoperationscostsin 1991, NWSDB staff weregiven 14 percent
of their salary asan Incentiveto continuethis performance(funds for this incentive,
which has continuedin 1993, are from intereston surplusfunds collected). Other
incentives are given for construction gangs completing a certain number of
dlsconnectionsin aday andfor meterreaderswho detectillegal connections.Many
of thoseinterviewedcommentedthatthereis now “competition” amongthe RSCson
billings andcollections.

• Monthly monitoring meetingsheldto reviewprogressreports onbillings and
collections and develop strategies to solve collection problems. These
meetingsareheld at theRSClevel, atthe headoffice level involvIng RSCandhead
office staff, andIn manycasesat regionalanddistrict levels. Eachlevel hasavailable
up-to-date (usually for the previousmonth) managementinformation reports on
billings and collections, which are developed at RSC and regional levels using
standardizedformats.

The agendaof the July 20, 1993meetingin the RSCin Colomboattendedby 25-30
staff members,including all managers,is typical of thesemonthly meetings:

1. DiscussIonof stepsto taketo deal with delaysIn the postoffice delivering
bills;

2. Report on progressof disconnectionprogram;

3. Billings andcollection performancereport from eachareaengineer;

4. DiscussIonof “chargefor lossof revenue” (non-revenuewater) program;

5. SubmIssionof managementInformation reports;

6. Analysis of trendsin consumercomplaintsusing complaint database.

• A decentralizedcommercialfunction “vigorously” supportedby the DGM-C. The
RSCs are able to receiveassistanceIn such areasas setting up new procedures,
orienting staff In schemesthat have been taken over, and intervening in tough
collection situationssuch aswith governmentorganizationsandthe armedforces.
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While 1992 billings andcollections performancewasquite positive,severalcritical problems
raised the question of how NWSDB seniormanagementwould continue to develop its
capacitytousemonitoringsystemsto identify operationalproblems,to developstrategies,and
to hold Itself accountable,therebysustaininga high level of financial performance.Some
examplesof thesekinds of problemsinclude:

• Billing andcollection performancefor the first quarterof 1993 as comparedto the
sameperiod in 1992 ifiustrates that althoughbillings haveincreasedby 11 percent
(primarily dueto the 1993 tariff increase),collectionsaredown by 3 percent overall
from the first quarter of 1992. Severalexplanationsare offered for this situation,
including thefact thatcollectiontargetswerenot setuntil the beginningof the second
quarter,but asyet therehasbeenlittle attentionto managingasystematic,data-based
processatthe boardlevelthatwould Identify causesof theproblem,developstrategies
for recoveringfrom the slow start,andadjusttargetsasnecessary.

• Themonthly billings andcollectionsmonitoringmeetingheldattheheadoffice is seen
by many asnot providing effective RSC monitoring. Further,the meetingdoesnot
provide aforum In which to Identify andsolveproblems.Onemanagercharacterized
the meetingas“not really monitoring. Problemsarenot raisedin an orderlymanner.
Therearetoo manyparticipants,sometimesasmany as forty. We can’t haveaclose
discussionaroundthe tableto presentacaseandfix aproblem.It’s difficult to mapout
strategies.It’s conductedlike a classroomwith a teacher.”

• An exampleof acomplexproblemthat hasto be dealtwith if financial viability is to
be maintainedIs billing andcollections In GreaterColombo. Traditionally, over 70
percentof collectionshavecomefrom GreaterColombo.Bfflings andcollectionsdata
(1993) for Colombo areas follows:

None of the monthly collectionsthroughMay wereas largeas the monthly average
in 1992.

1 st

Billing

Quarter
1992

Collections

Arrears

1 St Increase
Quarter (Decrease)

1993

180

160

393

191

147

Figure 3

6.1%

(8.1%)

387 (1.5%)

Collections from Colombo
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Meetingcollectiontargetsin GreaterColomboiscomplicatedbysubstantialarrearsand
the associatedproblemof meterrectification (repairof faulty meters).Although arrears
in GreaterColombodecreasedfor time in 1992, theyincreasedfrom Rs.368 mIllion
In December1992 to Rs. 387 million In March 1993. Over 12 percentof the RSC’s
130,000metersarein needof rectificationin 1993; theseconsumersrepresentmany
of the complaintsbeingdealtwith by this RSC.Seniormanagementneedsto devote
continuing attention and resourcesto the collection of arrears,and the associated
problemof meterrectification if the RSCis to sustainits financial performance.

• A third exampleof acritical financial managementproblemthatrequiresattentionIs
the monitoringof operationalexpenditures.As notedabove,operationalcostsrose18
percentin 1992.While significantattentionhasbeengiven to theareaof billings and
collection, monitoringof O&M costsis notdonesystematically.The lackof timely data
on expendituresat the schemelevel makesit difficult for RSCsto focus on cutting
operationalexpenses,andencouragesan atmospherein which the Importanceof
controlling long- andshort-termcostsareunder-appreciatedby staff. O&M costswill
be difficult to control becausemuch of the expenseis relatedto personneland
benefits. Some RSCs are developing their own approachesto collecting timely
income/expendituredata, but the organlzatloeas a whole needsto place greater
emphasison monitoringoperationalexpensesagainstbudgetarytargets.

In summary,NWSDB hasdemonstratedits ability to useadata-basedmonitoring systemto
manage its bffling and collections process. Setting targets collaboratively, monitoring
performanceagainstthosetargets,involving peopleIn developingstrategiesandplansto deal
with problemsidentified in themonitoringprocess,andcontinuingto monitorprogressarethe
coreelementsof themanagementprocesswhich hasbroughtaboutsuccessin the billings and
collectionsarea. This processneedsto be extendedto other Issueareas,such as the ones
identified above,in orderto dealwith the full rangeof financial andoperationalproblemsthat
the boardfaces.If thisIs done,stakeholderswill be morelikely to supportperiodicadjustments
In tariffs andthe financial viability of the NWSDB will be sustained.

2.2 Budgeting

End-of-ProjectStatus

At theendof theproject,aperformancebudgetingsystemhadbeenput into placeto monitor
the operational budget. This processrequired staff to review accomplishmentsand
expendituresfrom the pastyearandproposethe nextyear’sbudgetbasedon performance
expectations.“Budget-requestforms, togetherwith detailedcompilation Instructions,were
developed by the institutional development project team and reviewed and tested

.Budgetswerepreparedfor atotalof 328costcenters”by office andscheme(1991 Final
ProjectReport).A budgetdevelopmentprocessfromthe bottomup, basedon thezero-based
conceptof justification for eachline item, hadbeeninstalled. The budget review process
includedstafforigination, review,andamalgamationby theImmediatesupervisoryoffice head
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or RSCregional,AGM andDGM levels, andfinal reviewby theheadoffice. Reviewfactors
includedcostcomparisons,staffing levels,operationalcostsby category,non-revenuewater,
andprojectionsfor increasingrevenueandreducingcosts.

Budget monitoring procedureshadbeenestablishedby levels andcost codinghad been
establishedandstaff trained. Overall, expendituresin 1989 werelessthan3 percentabove
budget.Understandingof the basicprinciplesof costmanagementandacceptanceof theneed
for financial managementhadbeenestablishedbut facility andeaseof budgetmanagement
hadnot yet beenestablished.

StatusIn 1993

Thebottom-upbudgetdevelopmentprocesshasbeenmaintained.A memofrom the General
Manager(GM) to all budgetholders(releasedon June7, 1993) provIdedadetaileddescription
of the stepseachbudgetholder neededto take ãuring the coming months to developthe
1994budget.The processhasbeenrefined over the pasttwo years,andstrongsupportto
budgetholderswasprovidedby theFinanceDepartment.All budgetholdersinterviewedwere
ableto describethe overall budgetdevelopmentprocess.The OIC, asthe first budgetholder,
is involved in operationalbudgetgen~ation.

At thesametime, budgetmonitoring Is beingcarriedout with varyingdegreesof success.In
1990, expenditureson operationsexceededthe budgetby Rs. 12 million or 2.9 percent.In
1992, the O&M budgetwasexceededby 60 million or 11 percent.Budgetexceptionsare
sometimesgrantedby theGM withoutconsultationwith theDeputyGeneralManager-Finance
(DGM-F) and some items—the cost of some salary incentives for staff and funds for
rehabilitationtakenfrom surplus—arenot Includedin thebudgetor the budgetingprocess.

The importanceof cost containmentand cost managementIs generally acceptedwithin
NWSDB, particularly atthe highermanagementlevels. However, in 1993,procedureshave
not beenfully in placeto systematicallycontaincosts.SomeRSCsheldmeetingswith regional
managersandthe AGM level to reviewexpenditures.The ChiefAccountantof the Colombo
RSChasdevelopedadetailedbudgetmonitoringsystemthroughthecreationandinstallation
of adatabasesystemthat recordsandsummarizesexpendituresby all performanceareasof
the operation.Ratherthanwait for theheadoffice reconciliationreport, the RSCrecordsthe
expendituresas they are incurred, and a financial report Is provided by the 20th of each
month.The SouthernRSCIs makingan effort to adoptthis approach.

Analysis

Continued training and attention given by the office of the DGM-F to all offices have
supportedperformancein this area. Workshops have beenconducted at each RSC by
accountantsfrom the headoffice to further train staff In the useof budgetdevelopmentand
monitoring Instruments.

The installationof an Improved,modemaccountingandbudgetmanagementsystemwasa
majorproject accomplishmentand is critical for the successof a numberof other NWSDB
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performanceobjectives.In ordertofurtherinstitutionalizebudgetdevelopmentandcontroland
to improvebudgetmanagement,severalelementsneedattention:

• Needto includeOIC in budgetcontrol process.Thefirst needis forthe budgetholder
at the OIC level to receive regular expenditurereports and to be included in the
processof budgetcontrol. Theaccountingsystemattheheadoffice levelamalgamated
expenditures,andaschemeby schemereport is not producedatthislevel. The RSC
level hasthe databut in the pasthasnot reportedthemto the OIC.

TheOIC hasnotbeenconsideredpartof management.While askedto generateabudget,
staff at this level is not provided with the informatIon neededto monitor expenditures
againstabudget.Yetmostof therecurringoperationalexpenditures(electricity,chemicals,
staff, operationsandmaintenance)aremadeat this level.

At the beginningof 1993, apilot programfor OIC upgrading,andtrainingwasunderway
at the Southern RSC. It was proposed that this program would bring about OIC
Involvementin expenditurecontrol.

• Needto increasetimelinessanddecentralization.In thetwo yearssincethecompletion
of the USAID project, dependenceon head office central accountingreports on
expenditureshasmadeit difficult for managersto monitorexpenditures.Reportsare
receivedabouttwo monthsafterthedataaresentIn. The programthatthe Colombo
RSChasdevelopedto maintainacurrentexpenditureaccountingprogramattheRSC
level Is agood exampleof internal initiative to build on the gainsof the project. This
programshould be Installedfor all RSCs.

• Needfor continuedtrainingIn how to present,understand,andinterpretbudgetand
expendituredata.ThoseparticipatingIn the budgetprocessneedto understandthe
principles of accrualaccounting.For example,current budgetsarearrayedin simple
12-monthstraight-lineconfigurations,andbudgetholdersareoftendeceivedthatthey
aredoing fine on holding costsdown, not anticipatingpeakexpenditureperiodsthat
mayfall In certainmonths. Bulk procurementof recurring suppliesmaybe incurred
in earlymonthsandappearas largedeficits. Thebudgetpresentationandmonitoring
requireflexibility. Mandatedexpenditureson benefitsforstaffoftenchangethe budget
picture, but arguably should not necessarily be seen as a budget deficit.
Overconfidencedueto exceedingrevenuetargetsoften causesbudget holdersto
requestexceptionalexpendituresbefore all costshavebeenaccountedfor.
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2.3 Capacity for Corporate Planning, Strategic Problem Solving, and
Policy Development

End-of-Project Status

At theendof the project, the informal “corporateplanninggroup” startedduring the project
hadbeenformally transformedInto theCorporatePlanningDivision (CPDivision) headedby
an Additional GeneralManager.The CP Division hadnot beenstaffedfully to performthe
dutiesexpected,but hadabsorbedthe PerformanceManagementAccounting Unit, which
compiledthe managementinformationusedIn overall performanceandbudgetmonitoring.
One secretaryand oneplanner(engineer)were assignedas well. Someof the supervisory
functionsprevIously exercisedby the Additional GeneralManagerfor Services(personnel,
administration,and training) wereassignedto this divisIon.

Additionally, apermanentinternal advisory-managementgrouphadalsobeenset up called
the “ManagementCell.” This groupconsistedof the mostsenior(DGM andabove)staff (on
a rotatingbasis).Their function wasto monitoraccomplishmentof the corporateplanandto
continually monitorthe internalandexternalenvironmentfor problemsthatmight affect the
well being or future of NWSDB. The ManagementCell would passon concerns,needsand
probleminterventionsto appropriatelevelsandto the CP Division.

By the first quarterof 1991, the first written corporateplan wasproducedwith the assistance
of the project consultants.The corporateplanning processhad Included a wide rangeof
NWSDBmanagersIn preparingbackgroundpapersto projectserviceneeds(population,hours
of service,quantityof water),qualitativeneeds(waterquality) andcostsavingsand recovery
needsfor afive-yearperiod.A workshopinvolvedseniorstaff in reviewandpresentationof
theseplanningelements.This planningandprojectionservedas adatabaseto evaluatethe
desired level of service and to set corporatetargets for coverage,financial targets (cost
recovery,tariffs, andexpenditures),operationsandmaintenance(reductionin non-revenue
water,waterquality, andpreventivemaIntenance)andmanagementimprovement(staffing,
employeeperformanceevaluation,andcontrol of excessivestaffingandovertimecosts).The
presentationof thisfirst corporateplanwaswell receIvedby majorexternalsupportagencies
andthe Governmentof Sri Lanka.

PerhapsequallyImportantasthe productionof the first corporateplanwasthe attitudeof staff
that it is possibleto shapethe sectoralenvironmentthroughclearintentionandvisioncoupled
with asystematicplan to achieveit. Induding many of the seniorandmid-level staff in the
corporateplanning exerciseprovided training In planning. The 1991 Final Project Report
states,“This eventmarkedasignificantturningpoint In the developmentof the NWSDB. The
evolution of the corporateplannIng process. . . resultedin NWSDB changingfrom being
totally reactiveto parentministry dictateson mattersof polIcy, to not only reachingout to
reshapeandguidethe nationalsectoralenvironment,but alsoto demonstratetheconfidence
to presentIts ideasin anopenforumbeforeforeigndonorsandthe SriLankanpolitical lobby.”
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Status In 1993

The corporateplanningsectionwithin the CPDivision hasincreasedits level of staffingby two
personssincethe project ended.The CP Division is apermanentfeatureandis considered
an integralpart of NWSDB. The PerformanceManagementAccounting Unit continuesto
collectandreporton arangeof performanceIndicatorsandpublishesamonthlymanagement
information bulletin, which all AGM and above-levelstaff receive.THE WASH teamwas
referredto datain this managementInformation bulletin repeatedlyby thoseInterviewed.

TheCPDivisioncontinuesto developIts owncapacityformonitoringcorporateachievements.
In addItionto themanagementInformationfunction, themostvisible role of the CP DivisIon
Is the managementof the annualbudgetexercise.The CP Division and the Performance
ManagementAccountingUnit coordinatecloselywith thefinanceandaccountingdivision and
all officesand RSCsto developandmanagethe budget.

An attemptto replicatethe workshopapproachto involvementof staff in developmentof a
corporateplantookplacein January1993. This effort wasguidedby the Additional General
Manager(CP) andstaff and initiated the revisionsandupdating procedurefor the original
corporateplan developedin 1991. The revisedcorporateplan wasunder developmentand
wasexpectedto be completedin 1993.

EachRSCalsoreportedthatinitiation of operationalproblem-solvingwasdonelocallywithout
assistancefrom theheadoffice. This wasdonethroughregularmeetingsandspecialtraining
programs initiated at the local level. The CP Division saw itself as a “facilitator” of
problem-solvingandplanning and often drew on the work done In the RSCs.Following
recommendationsmade in the July 1992 organizational assessment,the CP Division
developedorganization-wideproceduresforhouseconnections,whichwerebasedonthework
done In the Central RSC. The CP Division also assistedin the designandfacilitation of a
workshopto expandto all RSCsthe gainsmadein preventivemaintenancefor electricaland
mechanicaldevicesby the RSCSouthern.

In the area of overall capability for developingand maintaining a corporatevision and
monitoringthe corporateplan,the ManagementCell continuesto meet.Meetingswereheld
five timesin theseven-monthperiod from JanuarythroughJuly 1993. It met InfrequentlyIn
1992. Therangeandtypeof agendaitemspresentedin orderof thenumberof itemson the
agendaover the two-year period wereas follows:

Monitoring costeffectivenessgoals:

• NWSDB paper on detection of ifiegal connectionsand security deposits by non-
domesticconsumers

• Reviewof overall NWSDB performanceindicatorsfor 1992

• Reporton privatizationstudy (possibleareasfor contractingout)

• Pilot project contractingfor meterreaders
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• Duesfrom irrigation departmentin Anuradhapura

• Funding for future rural water supply projectsandcostrecoverypolicy

• Control of personnelcostsproposal

• Replacementof old galvanizediron serviceconnections

• Collection of arrearsfrom armedforces

• Review of NWSDB paperto appoint specialcollection agents

• Propc’salfor incentivesfor billing andcollection staff in GreaterColombo (GC).

Agendaitemsaddressedto monitorthe decentralizationgoals:

• Evaluationof amalgamationof O&M andcommercialfunctionsof RSC-GC(1992)

• Reorganizationanddecentralizationof investigationfunctions (1992)

• Reporton rationalizationof regional boundaries(1991)

• Work programof institutional developmentconsultant (1993)

OperationalMatters:

• Decision for disciplinary actionagainstmeterreadersto be handleddirectly by the
DGM-C andreportedto the DGM-GC.

• Control of expenditureson overtime

U Facilitiesfor workshopsandtraining courses

• Proposalto improve meterreadingperformance

• Proposedimpactevaluationby USAID (1992-93)

Agendaitems to furthermarketingandcoverageexpansiontargets:

• Waterserviceconnectionsto privateproperty developers

U Presentstatusof takingover schemesIn Badulla, Kurunegala,Chilaw andPuttalam

HumanResourcesDevelopment(I-IRD):

• Report on employee motivation consultation by WASH and selection of two
recommendationsfor implementation

• Training Plan

Policy andProcedure:

• Approval andpurchaseof capital items

• Adoption of priceescalationpolicy for construction
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Agendaitemsto further the public imageof NWSDB:

• Action programto publicizenew NWSDB act (1992)

The 1991-1992 CorporatePlancontained24 specificOperationalServiceTargets(e.g.“train
andequip in-houseleak detectionandrepairteamsin all regions by June 1992;” “reduce
operationalstaff/1000billed connectionsratio from around40 to around 25 by December
1992,” 5 FinancialTargets(e.g.,“initiate aRs.51million operatingcostreductionprogramme
from July 1991 that will be in full effect in 1992 andthereafter”);“assessrealisticcollections
levelsfor arrearsandplancollectionprogramsaccordinglyby April 1991,” and2 Institutional
StrengtheningTargets(e.g., “fully staff decentralizedCommunity ParticipationUnits in five
RSCs by December1991”). In discussionswith the CP Division and other staff, it was
apparentthat while most of thesetargetshadbeenachIevedduring the pasttwo years,the
targetsandthe overall corporateplanitself hadnot beensystematicallyreviewed. NWSDB
organizationalresourceshadclearlybeendevotedto manyof the keyoperational,financial,
andinstitutionalobjectivesincludedin theplan,but it did not seemthatthecorporateplan was
being used by senior NWSDB staff as a tool to allocateresources,developstrategIcor
operationalplans,or systematicallymonitor progresstoward objectives.

Analysis

Thoseinterviewedgavethe CP Division highmarksfor managementof thebudgetprocess
and the Information system. Thesegains were sustainedbecausea well-conceived and
documentedsystemof procedureshadbeenestablished.The demandfor theseserviceswas
key to overall functioning of the NWSDB. The staff performed well In theseareasand
personnelwereassignedto givethemattention.TheCPDivision receivedrelativelylow marks
on timeliness(the time requiredto receivefeedbackon managementindicatorsandbudgets
for monitoring and the pace of actions on corporate initiatives and planning), initiative
development,andoperationalproblem-solving.

One of the reasonsfor this mixed assessmentwas Insufficient staff resources.Comparable
corporateplanningdepartmentsIn otherauthoritieswould haveafinancial analyst,several
socialscientIsts/organizatIonaldevelopers,andresearchersin areasof technicalinnovation.
It has been difficult to recruit staff for the few positions that were open. In addition,
managementresponsibilityfor mostof the administrative,personnel,andtrainingfunctionsof
theNWSDBalsohasbeenassignedto the Additional GeneralManager(CP),which burdened
the chief corporateplannerwith administrativemanagement,leavinglittle timefor corporate
planning. In other words,a full-time corporateplannerwith an operationalCP Division has
not beenestablishedto completethe institutionalizationof thisfunction.

Anotherissuerelatedto the viability of thisfunction is thattherecontinueto be differencesin
perceptionaboutwhat the CPDivisionshouldbe doing. Many of thoseinterviewedexpected
the CP Division to Inherit the role of the USAID consultantsand act as an In-house
consultation arm, operationalproblem-solver,and “monitor” of action Items related to
institutional developmentagreedto by various partsof the NWSDB. Others raisedlarger
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questionsof NWSDB policy, e.g.,coverageversusfinancial viability, which theyexpectedthe
CP Division to addressin the contextof a visionaryplanfor the future. Most did not believe
that the CP Division hasadequatestaff or managementcapacityto accomplishthis. Many
wereunsurewhatthe CPDivision wasdoing andseemedto lack Information.Anothergroup
of thoseinterviewed(particularlyatthe highermanagementlevels) werewell Informed of the
activitiesof the CP Division andbelievedthatit neednot initiate problem-solvingandprovide
future vision, but rathershould provide a monitoring/analysisfunction on overall corporate
progress.In otherwords,theCPDivision shouldberesearch-orientedandrespondto requests
for studyfrom topmanagementandfrom differentsections(a typeof “think tank” andnot an
actiongroup).

The CP Division itself believes that it Is utilizing the existing staff within all NWSDB
departmentsto deal with operationalproblem-solvingby actingas a facilitator andcatalyst
whengood Ideasareput forth (for example,assistingwith planningandfacilitating the pilot
programfor OICdevelopmentorsponsoringaworkshopin preventivemaintenance).TheCP
Division believesit is appropriateto continueits monitoringrole on managementinformation
andbudgetdevelopment.In otherwords,the CP Division seesitself functioning asabroker
betweenpressuresto changeor improve andtop decision-making.It alsoassiststhe change
managementprocesswith the training departmentwith specialprograms.According to this
view, the CP Division is a force to balanceoverall long-rangecorporateobjectiveswith
continuedinstitutional change.

When questionsrelatedto sustainingNWSDB Institutional performancewere raisedin the
interviews,mostof the NWSDBseniormanagersaswell asmanyof thoseinterviewedoutside
the NWSDB pointed to “larger” issues,which theyfelt neededto be addressedif NWSDB
operationalandfinancial performanceareto be sustained.Some of the larger issueswere
representedby thesequestions:

• DoestheNWSDBapproachtotariff increasesunfairly subsidizedomesticconsumption
and Inhibit industrial development?Will the currenttariff policy be sustainableover
time?This policy requires8 percentof the consumersto paymorethanthe actualcost
of producingwater, therebysubsidizingthe other92 percent,who pay lessthanthe
actualcost.

U How can the NWSDB bettermanagethe marketfor water?

• Whatnextstepsshouldbetakento furtherdecentralizeandstructurethe watersector
for thenext 10 years?

• What will it take to achieve100 percentcoverage?

• Whenwe beginto cover100percentof our debtservice,whereshouldthe board be
putting its “profits?”

Most of thoseinterviewedagreedthat insufficient attentionis being given to Issuesof the
NWSDB’slongrangedirection.Manyview the ManagementCellasthe primaryforcerequired
to act as the vehicle for identifying, assigningand Initiating problem-solvingactivity, and
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developingfuture vision. Many believeIt should spendlesstime on operationalissuesand
more on the largerpolicy issuesthat affect NWSDB’s future.

Giventhe diversity of viewpoints about the role that the CP Division should play, andthe
critical importanceof some of the larger questionsthat relate to the NWSDB’s future
dIrections,attentionneedsto be given to the continueddevelopmentof NWSDB’s capacity
for corporateplanning. The function needsto be appropriatelystaffed and a consensus
developedon the respectiverolesof the CP Division andthe ManagementCell in the areas
of corporateplanning, strategicproblem-solving,andpolicy development.

2.4 Decentralization

End-of-ProjectStatus

One of the important accomplishmentsof the USAID project was the establishmentof a
structurefor decentralization.The conceptof the RSC was that the delivery of servicesto
consumersandthe managementof thatserviceneededto be closeto the consumingpublic
andresponsiveto theirneeds.By settingup theRSCstructure,aseriesof decisions,functions,
staffpositions,andresourceswasdeconcentratedfrom theheadoffice atRatamalanato create
five geographIcregions.

Yearsof effort wereexpendedby many NWSDB staff andthe consultantteamin defining
everystepandpositionin thatdecentralizationeffort. Themanagementtraining program,the
financial delegationprogram,andthe capital investmentprogramto constructandequipnew
officeswereall directedto the decentralization.Within thisprocess,increaseddecision-making
andagility of responseto local needsweretakenon increasinglyby the RSCs.By theendof
the project, the role of the head office had shifted In many Instancesfrom operational
managementof RSC and outstation affairs to consultant,policy development,normative
oversight, and progressmonitor of workplans and budgetspreviously agreed on and
originatingfrom the RSCs.This wasparticularly true in the commercialandfinancial areas.
At the endof the project,the NWSDB was lessdecentralizedIn construction,groundwater,
planning anddesign,andtechnIcalplanningareas.

FIgure 4 shows the division of responsibilitiesbetweenthe head office andthe RSCs as
describedin the 1991 Final ProjectReport.

Otherkeyend-of-projectaccomplishmentsnotedin the 1991 FInal ProjectReportincludethe
following:

• “...a high degreeof decentralizationhadbeenachievedin two RSCs(Southernand
Central),asomewhatlower level in GreaterColomboandWesternRSCand,with the
exceptionof Ampara region which cameunder the temporarypurvIew of Central
RSC,no progressat all In North-EasternRSC becauseof the continuing adverse
securitysituation.”
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• “Thelevelof financial authorityenjoyedby the RSCseniormanagersatthe endof the
projectwas20 timesgreater(Rs.500,000comparedto Rs.25,000)thanthatenjoyed
by the engineermanagersresponsiblefor regional operationat project inception.”

• “The RSCseniormanagerhadbeenelevatedto the rankof DeputyGeneralManager
(DGM), andmanagerswere provided to cover financial accounting,planning and
coordination,construction,O&M, andsupportservicesfunctions.Neworrehabilitated
office, laboratory,andworkshopfacilities hadbeenprovided In somelocations.
bffling andcollection procedureshadbeenestablished,andwith the Introduction of
region-widecollection targets,financial performancehad improveddramatically.”

• “A major impact of decentralization was improved liaison with decentralized
governmentagenciesandcommunitiesandamuch improvedNWSDB.”

FIgure 4

Division of Responsibilities between the Head Office and RSCs

Head Office

• water sector master plans

Regional Service Centers

• planning/design/construction
supervision (extensions, minor new
and rehabilitation projects)

• groundwater development

• corporate planning

U policy preparation

• planning/design/construction
supervision (major new and
rehabilitation projects)

I development of new management
systems

• operations and maintenance

• financial reporting

U water quality monitoring

• personnel functions

• community support/sanitation

• billing/collection

U audits/quality assurance

• bulk purchases/imports

• financial management/budget
control

• local purchases

• training (overseas, interagency
coordination)

• performance evaluation

• local and on-the-job training

• national data bank

• performance evaluation

U MIS

• MIS coordination

• liaison with decentralized
government agencies

• regional data bank
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Status in 1993

Thelevel of decentralizationattheendof the project hasbeenmaintained,andin anumber
of ways, hascontinuedto evolve. In the two yearssincecompletion,RSCshavetaken on
additional personnelfunctions, moretrainingis coordinatedandcarriedout by RSCstaff, the
constructionsupervision of increasinglylarger projects is handled by RSCs,and greater
emphasisIs givento developingandmonitoringbudgets.All RSCshaveanAssistantGeneral
Manager(AGM), andfully staffeddecentralizedcommercialfunctions.Discussionshavebegun
on extendingfinancial authoritybeyondRs.500,000.Groundwaterhasnotbeendecentralized
to all RSCs.

RSCs are seenas increasinglywilling to take the initiative for solving key operationaland
strategicIssues.For example,RSCsaresettingup committeesto examinethe advantagesof
clusteringschemes,developingproceduressothat applicationsfor connectionscanbe taken
attheOIClevel, anddevelopingregionalmanagementinformationsystems.Severalmanagers
indicatedthat their income/expendituredataaremoretimely anddetailedthanthatprovided
by DGM-F. Overall, DGMS andseniorRSCstaff are perceivedto be moreself-motivated,
self-confident,andwffling to takerisksthantheyweretwo yearsago.An oft-repeatedrefrain
during interviewsatthe RSCwas“I’m not waiting for theheadoffice to do that.” Or, “We can
do it ourselves.”

DGMs areroutinely dealingwith local governmentcounterpartsandpoliticiansandareseen
as“having abetterunderstandingof politicians, havingmoreexperienceandabettersystem
to deal with politicians.” In the SouthernRSC, consumersocietieshavebeenformed in
concertwith localdistrictcouncilsanddistrict secretariesasastructurefor billing andcollecting
paymentsfor standpostwater.Thereis strongcoordinationwith local governmentstructures.

Within the RSCstructure,efforts to further involve staff anddelegateto RegionalManagers
(RMs) andOIC levelscontinue.Regionalmeetingsareheldregularlywithoutthe participation
or control of the DGM or AGM levels.An effort is underwayin the SouthernRSCto set up
an OIC classificationprogramandto train andupgradeOIC positions.

The continuing evolution of decentralizedoperationsis takingplaceat thesametime as the
individualscarryingout the DGM role arechanging.Threeof the DGMsmanagingRSCswere
not performing in thoseJobsin 1991. Managingan RSChasbecomean establishedand
valued role In the NWSDB.

Analysis

The positive gains reached at the end of the project have been consolIdated and a
decentralizedapproachto managementcontinuesto play avital partin sustainingNWSDB’s
performance.Decentralizedmanagementof bfflings andcollectionsIs aprimeexampleof how
delegatingauthority to field offices has supportedperformance. There are many other
examplesthroughoutthis report.
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Severalissuesneedto beaddressedtosupportthecontinuedevolutionof decentralizationand
to developthe board’sability to function in adecentralizedmanner:

• Need to provide Institutional developmentassistanceto RSC/Colombo.
Many NWSDB officers haverealizedthatRSC/Colomboneedsto be lookedat asa
“water authority” in Itself and examinedto determinewhat kind of “institutional
development”and decentralizationprogramneedsto be carried out. The intensive
institutional developmentprocessenjoyedby the SouthernandCentralRSCsunder
the USAID projectcameto the ColomboRSCverylate in the project andwith fewer
resourcesbecauseit hadnot beenapartof the original projectscopenor the termsof
referenceof the contractor.

• Needto increaseRSC autonomy. As waspointed out in one interview, all RSCs
needto continue to “pull, becausethe people in headoffice are not going to be
pushing.”With the growth of the population served,the trend toward taking over
schemesformerlyoperatedbymunicipal councils,andtheneedforbettercoordination
with thoseinvolved with rural water, RSCsaregoing to n?edto continueto develop
their capacitiesto function autonomouslyin areassuchascorporateandoperational
planning.

• Needfor continued institutional developmentat RSC level. A primary issue
isthekind of “institutional development”thatneedstotakeplacewithin eachRSCand
in its lower managementlevels. The Chairman has statedthat “as a matter of
principle,the OIC mustbe treatedasamanager.”Following recommendationsmade
in an organizationalassessmentadoptedin July 1992, SouthernRSCis carryingout
a pilot managementdevelopmentprogramfor OICs in collaborationwith the CP
Division. Carryingout thisprograminvolves gradingschemes,establishingjob duties
and designationsfor each position accordingto the type and complexity of each
scheme,andassigningstaff to theseschemesaccordingto the abilitiesanddisciplines
of theemployees.Ongoingsupportneedsto be providedto this effort, including the
creationof promotional laddersandasignificanttraining effort.

Decentralizationto theRSClevelhasresultedinsignificant,measurableimprovements
in performance.Furtherdecentralizationto the OIC leveloffersthe promiseof further
improvement. In many ways, carrying out this further decentralizationprovides
challengesthat are similar to the initial USAID project. The needto changethe
“organizationalculture,” to build managementskills, andto developreliablesystems
andprocedureswill testthe NWSDB’s ability to implementinstitutional strengthening
beyondthe resultsgainedin the USAID project.

• Needto developthe consultative role of the headoffice. The shift in role of
the head office from direct managementto consultation and support needs to
continue.The verysuccessfulmodelof technicalassistanceandtraining providedby
the financeandcommercialareasfrom theheadoffice to the RSCIs agoodexample
of what will be neededto sustaindecentralization.As the RSCsbecomemore like
regionalwaterauthorities,this shift In role needsto continue.The CP Divisioncould
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play an Important role in that effort by assistingthe RSC in problem-solvingand
facilitating technologyexchangesfrom one region to another.

2.5 ApplIcation of Modern Management Techniques

End-of-Project Status

At end-of-project,aseriesof managementtools andskills were operational:

• A revisedmanagementstructurehadbeenput into placethroughtheformationof the
RSCsthatallowed for increaseddelegationof authority anddelineationof functions
to emphasizethe needto provide serviceto customers(commercialandoperations
and maintenance)and to pursue financial goals (increased attention to bffling,
collection, andaccounting).

• A performancemanagementsystemhad been put into place using a series of
performancemonitoring devices: target setting, definition of duties, management
information system using the “Key Management Information Report,” and
computerization.The staff hadbeenintroduced to the useof datafor management
purposes,andthey hadthe tools andequIpmentto do so.

• A personnelpoliciesandproceduresmanualfor thetop eight gradesof staffhadbeen
designed,approved,andadoptedby the NWSDB.

• A performanceevaluationsystemhadbeenestablished,with aseriesof stepsrequired
and learnedby managers.Managerswere able to observeemployeeperformance
basedon performancerequirementsand agreements,to comparebehavior with
standards,anddocumentperformanceandconductannualperformancereviews.A
systemwasestablishedto provide incentive pay for those achievingmore than 80
percentin the evaluationscoringsystem.Thosescoringbelow 30 percentwere not
given annual increases.

• Senior management had participated In a series of management training
seminar-workshopsandhad developeda baseof managementskills for achieving
betterresultswith staff andfor developingastaff team.The skills for definingmission
andpurpose,for communicatingwith staff, for representingNWSDBto the publicand
to colleagues,for conductingmeetings,andprovidingfeedbackto monitor staff had
been demonstratedwith varying degreesof success.The seniorstaff of NWSDB
operatedas an effective team. Mid-level staff had begun to receive a parallel
managementtraining program.

In additionto the achievementsrelatedto projectdeliverables,agreatdealof effort hadbeen
put into individual adviceandcoachingassistancefor managersto assistthem in becoming
better managers.As a result, managementatmospherethat increasedpossibilities for
risk-takingandtaking individual responsibilityfor new initiatives hadbeenestablished.
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In theareaof role clarification for management,a greatdealof effort hadbeenexpendedto
carefully separatethe roles of managementso that policy matterswere approvedby the
NWSDB based on staff work and recommendationsfrom management.Day-to-day
managementwas separatedfrom actions by membersof the Board of Directors. The
ManagementCell wassetup to strengthenseniormanagement’sexecutiverole,working with
the GM (the chiefexecutiveofficer), andany participationby the Chairmanof the Board was
for advice,asopposedto direct control or management.Efforts weremadeto pushthe level
of decision-makingon anumberof routinemattersas low aspossible.The signingof routine
personnelactions,overtime,and leave allowancesandapprovalswaspushedoff the GM’s
desk and assigneddown to appropriatelevels to allow the GM to operateas the chief
executiveandhavetimeto considerfuture direction, outsiderelations,andfacilitation of staff
efforts.

Status in 1993

The managementstructuredevelopedunder the project continuesto be refined basedon
needs and emergingrealities. For example,the RSCs continuedto refine duties and to
developandmovepositions aroundto meetcoverageandservicetargets.In the Southern
RSC,aposition wascreatedto providecoveragefor the Hambantotaregional.This proposal
wasacceptedwithout question.In the ColomboRSC, positionsweredevelopedto provide
additionalattentionto the operationsandmaintenancefunction by creatinganAGM postfor
productionandfor distributionnetworks.Delegationoffinancial authoritycontinuesapacewith
Inflation and is now at a ceiling of Rs.500,000and likely to be raised. Sustaining these
structural elementscomes from overall acceptanceand the general functionality of the
structure.Thereis currentlyapilot programunderwayto furtherdefine andupgradethe role
of the OIC sothat the delegationwould continueto lower levels.

The staff haveincreasedtheir abilities to useandrely on dataandmanagementinformation
as a managementtool within the performancemanagementsystem. During interviews,
managersfrequently referredto data.The needfor anduseof datatendsto vary according
to the managementjob. Thoseworking in operational,commercial,andRSCmanagement
positions rely heavily on data. They continueto improve andrefine the use of data-based
tools. Thepilot projectto upgradeandimprovethe OICpositionatwatertreatmentplantswill
be basedon the definition of specificdutiesandperformancemeasuresfor which the OIC has
to qualify andsubsequentlyachieve,accordingto the DGM headingthis effort. The tool of
performancemanagementhasbeenIncreasinglyinstitutionalized.

Performancereview as amanagementtool continuesto improve from the relatively Infirm
position it was in two years ago. In some cases,It has produced outstandingresults.For
example, approximately50 non-performIng staff havebeenreleasedand havenot been
reinstatedbasedon labortribunal reviews.Thesenon-performersweretreatedsystematically
using performancereview proceduresand within the full application of documentation
proceduresfor termination.Mostof thesehavebeendueto excessabsenteeism.Theprovision
for specialincentivesforthoseachievingmorethan80 percentratingsin performancereview
hasbeensuspended,andan acrossthe board 12-percentincentivebonushasbeenprovided
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for all employeesas long as NWSDB continues to generaterevenuesIn excessof its
operationalcostsandexceedsoverall collection targets.

Thepersonnelpoliciesandproceduresmanualdevelopedundertheprojectfor thetop grades
hasbeenadoptedto varyingdegreesandis policy. Many of the benefitprovisionsregarding
hardshipassignments,provision of low cost loans for housing,andtransfersare regularly
implemented.In many instances,however,staff report that lower level staff havenot been
affordedthesesamebenefitsandthatthesebenefitpoliciesneedto beextendedto theirlevels.
At lower levels, particularly atthe operationallevel, housingIssupposedto be provided and
rentedto staff. This hasbeendone neitheruniformly nor sufficiently.

The exerciseof new managementskills relatedto supervision,teamwork, meetings,and
modern managementhas enjoyedvarying successduring thesetwo years.For example,
almostall of thoseInterviewedregularly hold unit staffmeetingsandregularly discusswork
assignmentswith staff. In anotherexample,it wasencouragingto heara mid-level employee
state that he was designinga workshop with his bossand with the assistanceof the CP
Divisionfor OIC-levelstaffto sharelessonslearnedon monitoringperformance.The approach
expressedwasto “let themdiscussandrecommendwhichformswould bemostuseful;I have
decidedto say little andget themto feel the ideasaretheir own.”

While this encouragingattitude of delegationandmotivationwaspresentin manyinstances,
sometimesthe meetingstructureof the headoffice hadfallen backinto the patternof large
meetingswith poorresultsduringthe monthlyoperationalandbilling andcollectionsmeetings.
This could be evidencethatthe “meetingroutine” is no longer required.

Analysis

NWSDBstaffcontinues to place agreatdealof attentionon improvingmanagementpractices.
Effective administrationsystemshavebeenestablished,andtheyhavemadethemanagement
taskeasierfor staff. A new managementculture has beencreated,andthis momentumis
self-sustainingin many areas.ThetoolsareIn placefor modemmanagement,andstaff have
the skills to usethem.

Therearesomecautionsin order, however.Oneissueraisedby manyof thoseIntervIewed
wasthatthe overall spirit of teamworkthatexistedtwo yearsagohaswaned.Reasonsfor this
indudethe Infusion Into seniormanagementranksof new staffwho had not participatedin
the overall institutional developmentprocess, had not served on task forces and in
problem-solvinggroups,andhadnot attendedannualprojectmonitoringandteambuilding
events.Additionally, many of thesenew managerswere not trained in the management
seminarsprovided during the project.

Anotherissueisthattherespectiverolesof NWSDBseniorleadershiparebecomingconfused.
During the project,agreatdealof attentionwasgiven to creatingclearanddistinct definitions
of the rolesof seniorboardstaff.For example,a “Management Cell” wassetup asa structure
intendedto allow the seniormanagement(at the DGM levelandabove)to work with the GM,
actingasthe chiefexecutiveof NWSDB, to Identify critical managementneedsandmove on
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themquickly. Efforts weremadeto reinforceboardseniorstaff responsibilityfor daily NWSDB
managementandto involve only the full-time working membersof the Board of Directorsin
policy andadvisoryduties. This cleardefinition of rolesandresponsibilitieswhich existedat
the endof the project haserodedwithin the two yearsfollowing the endof the project.

The PermanentSecretaryof the MHC statedIn the interviewthat“internal managementis for
NWSDB, we areonly hereto reviewlargerpolicy mattersandensurethatinternationalloan
projectsare attendedto.” Yet, at the Board of Directorslevel, two full-time membersof the
Boardof Directors(theChairmanandVice Chairman)areheavily involvedin daily operational
decisionsandroutine managementof the NWSDB.

It wasquestionablewhetherBoard of Directorsmembersshould actasfull-time staff. (In the
greatmajority of corporationsin the world, the membersof the Board of Dlrect6rsplay a
differentrole. It Is their job to developpolicy andreviewoutcomes,and leavethe “how” to
the organization’smanagement.)The dangeris that whena Board of Directorsmember,
becauseof hisinordinate power, triesto managedirectly, his word will not bequestionedby
managers,even when it should be. This “dipping down” into daily managementIssues
confusesthe chainof command.Staff reportsthatthis is happening,for example,atthe level
of the ManagementCell, which hasbecomea managementmeetingthat membersof the
Boardof Directorsran.As onepersonInterviewedsaid,“almost100percentof thediscussion
time is takenup by the Vice Chairmanandthe Chairman.The seniorstaff remainmostly
silent.”

Using the time of the ManagementCell to dealwith operationalproblemsmeansthatother
Issuesdo not getdealtwith. As can beseenby the analysisof the ManagementCell’s agenda
for the pasttwo yearsshown above,about80 percentof the items are focusedon board
revenue,costs,and GreaterColombo operationalproblems.The ManagementCell hasa
potentially critical role to play in Identifying, assigningand initiating problem-solvingactivity,
anddevelopingstrategiesfor the future. This leadershiprole cannotbecarriedout if members
of the Board of Directorsusetheir timeto micro-manageinternal matters.

2.6 Relations with External Entities, Stakeholders,and Consumers

End-of-Project Status

By the endof the project, NWSDB hadestablishedan improvedrelationshipwith its parent
ministry. During manyyearsof the project,thethenMinistry of Local Government,Housing,
andConstruction (later changedto the MHC) conductedweekly meetingswith all of the
AGM, DGM, and seniorstaff to discussoperationalmatters.Thesemeetingslater became
monthly,andby theendof theproject,sufficientconfidencehadbeenestablishedsothatonly
formal, official liaison was maintained,with the GM andthe Chairmanattendingnormal
reportingmeetingon mattersof policy andexternally-fundedprojects.

In the areaof local governmentand local political structures,NWSDB hadsetup working
relationshipswith provincial councilsandmunicipalgovernment,andthe correspondingDGM
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or AGM regularlymetwith thesestructuresto conductbusiness.In manyinstances,however,
theserelationshipswerecomplicatedby the commercialrelationshipInvolved. NWSDB sold
waterin bulk to anumberof municipalities, andoften many of thesewerein arrearsby the
endof the project.In someinstances,the MHC wasrequiredto interveneto forcepayments,
andthis mechanismwasusedwhenrequiredby theendof the project.

Relationshipswith foreign donorswereconsideredverygood in 1991. A numberof projects
were In force, includIng an Asian DevelopmentBank-fundedrehabilitation project, and
activitiesunderWorld BankLoan HI for rehabilitationandconstructionin Colombo.Thestaff
of NWSDBhadbecomeeffectiveIn workingwith theinternationaldonorcommunityto further
the interestsof NWSDB.

Relationswith consumershadimprovedmarginally overthe yearsof the project. Consumer
complaintshadbeenreduced.However, NWSDB did not haveastrongrecord on speedy,
courteousresponseto consumerrequests.Nor did it haveconsumer-orientedmechanisms
such aseasy-to-payoutlets, telephonelinesdedicatedfor consumers,andasystemto meet
consumerservicerequestsor servecomplaintsin specifiedtime periods.

Status In 1993

At the level of ministry relations,the gains havecontinued. During the interview with the
PermanentSecretary,amemorablequote was, “In this ministry, one of the most effective
institutions we superviseis the WaterBoard. They are more efficient than the otherpublic
corporations.That Is difficult givenIts socialresponsibility.”

In relationswith politicians andlocal government,therehavebeencontinuingimprovements.
In general,staffhavebetterunderstandingof politicians: “... we havemoreexperienceand
abettersystemto deal with politicians. Particularlyat the RSC level, staff havebeenableto
anticipateneedsbeforeproblemsarisewith local politicians. Confidencein dealingwith these
pressureshasImproved.The pressuresandrequestsfrom politicians havenot changedover
the years,but we havebettertools for dealingwith themnow.”

The capacityto work with donorshascontinuedto be effective.Progresson loanprojectshas
generallybeenon target,andthe NWSDBhasbeenableto usethe externalsupportagency
(ESA) loan processesto leverageimportant policy Issues.ThIs hasbeentrue of tariffs. At
times,the ESA alsomight demandactionsthat createstressandgreatamountsof attention
of seniorstaff, whooftenspendmoretimepleasingthe ESAandprovidingdataandanalyses
than on managingthe NWSDB. Work Is being completedon World Bank Loan ifi and
expectations are that Loan IV wifi be negotiatedsatisfactorily.This, however,mayrequirethe
NWSDB to takeon a largerrole in the sewerageoperationsof Colombo.

Somework hasbeendonein the areaof consumerrelationsandservice,but NWSDB staff
report that“only lip serviceis paidto theconsumerside.” In termsof positiveachIevements,
amanualon how todealwith householdconnectionswasproducedandusedin the provincial
RSCs,thanksto the Initiative of staff in the RSC Central andwith the support of the CP
Division. Morelocationshavebeenestablishedfor the public to makepaymentson bills (e.g.,
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at storefrontsand public offices). In 1992, the NWSDB internal managementassessment
identified consumerrelationsandattentionto consumersas two of the mostImportant needs
for problemsolving. Resolutionsweremadeat aworkshopto work on a few simple items,
such asarrangingplacesfor customersto sit while waiting for attentionat offices, putting in
special lines so that customerscan contactthe NWSDB by phone; but “other priorities”
intervened,andtheseitemswerenot actedon.

Analysis

Thefew gainsmadein the consumerrelationsareahavebeenmadebecauseof the initiative
of a few individuals. This area has not receivedmajor attention from management.The
relationshipwith consumershasgreatvariability within the different locationsandregionsof
NWSDB. For example, in the Central andSouthernRSC offices, therearefewer customer
complaints.This may be becauseit is moredifficult to complain,given telephonesandthe
distancescustomerswould haveto travel to arrive at offices. It is also possiblethat these
managementunits aresmaller,andmoreattentionis paid to consumerneeds.

In Colombo, however,thereare anumberof factorsthat contribute to a higher volume of
consumercomplaintsand a poorerpublic image: the larger population is more difficult to
serve,andaccessto politicians,telephones,andpersonalconnectionswith authoritiescreates
asituationwhereconsumercomplaintsareheardmuch more.One spotsurveyof complaints
on bills for amonth indicatedthatmost of themwerefrom highly literatecivil servantswho
hadconnections.Thereis aconstantscramblefor peoplewith connectionsto intervenewith
NWSDB staff to “fix problems.” Theseoften fall into the categoriesof errors In bffling or
metering,andoccasionallyare requestsfor servicerequiring that pipe be extendedabove
currentservice levels or In new areas. The result is that top managers, from the Chairmanon
down, arebombardedsteadily with complaintsor requestsfor favors. No one is really sure
what the dimensionsof the problemarefor improvedcustomerrelationsanddealing with
customercomplaints.Many of thoseintervieweddoubt the accuracyof dataaroundcustomer
complaints.

At the attitudinallevel, many NWSDB staff arecomplacentabout this issue: “the politicians
andthe public arereally convincedthey haveto pay. On January1, therewas an increase,
but no complaints. Comparedto otherthings, water is very cheap.Maybein 34 yearswe
mayface complaintsaboutquality andlevel of service.”Staff oftenpaymoreattentionwhen
aconsumerissueis raisedto the level of embarrassment.A moreeffectivesystem is needed
thanpeoplewith connectionscomplainingto top officials andpoliticians.

NWSDB hasbeenvery successfulin managinganumberof issueareasIn which it hadsetup
agooddatamanagementsystem,developedastrategy,setprioritiesandstuckto them,and
monitored at all levels. NWSDB facesa challengein using this approachin the areaof
consumerrelationsandmarketingtheir services.The “public image” issueIs importantto the
long-term sustainabilityof NWSDB.
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2.7 EmphasIs on Operations and Maintenance and Service Delivery

End-of-Project Status

By theend of the project, the shift in emphasisto delivery of waterto consumers,andthe
operationsandmaintenanceof the systemto supportthis delivery hadbeenaccomplished.
The structure of NWSDB had been arrangedfor attention to operatingand maintaining
systemsandservicedelivery through the reglonalizationconceptandby creatingupgraded
positionsthroughoutthe O&M side of the operation. Managementpriorities hadshifted to
commercialconcerns.

The tasksrequired (standardoperatingprocedures)andthe recordingsystemsfor preventive
maintenancehadbeenintroducedin severalwatertreatmentplants,andwritten manualshad
beenproduced. However, by the end of the project, thoughthere no strong preventive
maintenanceprogramoperationalin any area,a start hadbeenmade.The management
informationsystemhadbeendesignedtorecordandreviewoperationalindicators.(SeeFigure
5.) For example,pipedwaterproduced,unaccounted-for-water,billed connections,ratiosof
employeesto connections,waterproducedby employees,waterquality, andthe costsof each
elementof water production were all built Into the managementinformation system. The
overall needsfor system rehabilitation throughout the country had beenIdentified and
documented,anda rehabilitationloanandprogramwas in progress.Most systemsoperated
by NWSDB werein needof rehabilitation.

1 Figures on “non-revenue~water are admittedly unreliable, especially in Greater Colombo. Most staff
would agree that this figure is, at best, a guess.

2 Including permanent, casual, and contract employees.

Figure 5

Comparison of Key Operational Indicators

Before End of End of
Project Project 1992

Piped water produced 155 219 255
(million m3/year)

Unaccounted-for-water (%) 40—50 37 541

Billed connections (000s) 79 185 230

Employees2 (total) 6,100 7,128 6,607

Ratio of connections to 13 26 35
employees

Ratio of water produced to 25 31 38.5
employees
(million m3fyear)
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Status In 1993

NWSDBis currentlyproducing16 percentmorewaterthantheywereattheendof the project
andhas45,000 more billed connections,an increaseof 24 percent.

This level of production was carried out with fewer staff, but overall, operationsand
maintenanceiscostingmoreperunit of waterproduced.O&M costspercubicmeterproduced
haverisen 35 percentbetweenthe endof projectand1992.

A Rs.672 million 1992 operatingcost(including overheadcosts)representsanincreaseof 18
percentover 1991 anda 58 percentincreasesincethe endof the project. From 1991 to
1992, O&M employment(labor)costsincreasedfrom Rs.195.7 to 257.17 (33 percent)even
while the numberof employeesdirectly involved in operationsandmaintenanceof waterand
sewerageschemeswasreducedby 176 from 4081 to 3905.

The amount of unaccounted-for-wateris very high and appearsto have increased.Most
unaccounted-for-wateris in the Colombo RSC. The ability to measurethis, however,
continuesto be very limited. Thesefigures are estimatedbasedon pumping capacityand
comparedto meterreadings. One of the highestpriorities given in the current yearIs the
developmentof acrashprogramfor non-revenuewater.To this end,an AGM position has
beencreated,and a specialproject with foreign donor assistanceis underway. The MHC
believes that one of the major areasof challenge for NWSDB is to bring down the
non-revenuewater figures. This becomesmore critical as the new production facility in
Colombocomeson line, andmorewater is available.

The preventivemaintenanceprogramfor electricalandmechanicalmachineryintroducedby
1992 has beenfully acceptedandis operationalisland-wide. The draft 1992Annual Report
pointed out that a 3.5 percent reduction In repair and maintenancecosts was “due to
continuedpreventivemaintenanceprogramscarriedout in almostall pump installationsand
treatmentplants.”The programwasfirst IntensivelyInstalledby NWSDB staff In theSouthern
RSC.A program to extendthis to all regions was developed.A workshopwasheld to transfer
concepts,forms andskills, andpreventivemaintenanceis now a commonpractice.

The RM for O&M for the SouthernRSChasbeguna comparative cost analysisprocesson
savings dueto preventivemaintenance.Routinesfor preventivemaintenancefor distribution
networks,andother areasof plant operationsarenow beingworkedon. This pictureIs also
repeated,in largemeasure,in the ColomboRSC, but becauseof the relativesize andthe
complexity of the system,progresshasnot beenasdramatic. During intervIews,seniorstaff
at all levels were awareof the benefitsof preventivemaintenance.

AnalysIs

Someof the intangible gains maderelatedto changingthe institutional culture towardsan
operations andmaintenanceorganizationhavebeenmaintained,yetoverall attentionto O&M
mattershasdeclined,andmuch still needsto be done.There is adangerthatmomentumwill
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continueto stall in this areaevenif the new effortson non-revenuewatersucceedIn reducing

operatingcosts.

Therecontinuesto be areluctanceto usethosetoolsthathaveprovensuccessfulin improving
performance In billing andcollectionsin the O&M area.TheseIncludeIncentivestructuresand
firm performancetargetslinked to incentives.ProposalshavebeenmadeandIdeassurfaced
on settingup Incentivesfor waterquality, reducedbreakdowntime,reducinglagtimebetween
consumerrequestsandactionsetc. These proposals invariably fall into the morass of “one
cannotreward one setof employeeswithout acorrespondingprogramfor all employees, so
we won’t rewardany, or we’ll rewardall.” This typeof attitudetiesthe handsof management
to set priorities and improveperformance in priority areas.

Many of thoseinterviewedindicatedtheir appreciationfor the needto pay attentionto the
commercialaspectsof the board’s work, but feelthereneedsto be more“balanced”attention
to operations and maintenance.When work In the O&M area is believed to be more
Important, moreprestigious,andbettercompensated, thenan O&M culture wifi havebeen
sustained. Another example is that plant operators are all gradedat the same level,
notwithstandingthe size or complexity of the watertreatmentplant. Becauseof this,there is
no Incentive for an operatorto progressup the ladderto Increasedresponsibility and pay.
Work in a small plant in a rural areathat requires relatively little attention is compensated
equallywith work atamodemproduction facility for which operators haveto be certified. A
careerpath for O&M needs to be designed that accountsfor complexity of tasksand allows
O&M staff to move into the managerial ranks. A certification program for levels of skill,
coupledwith an educationaland training program, would ensurethat gains in O&M are
sustainedandextended.

2.8 Useof Training and Human ResourcesDevelopment to
Achieve Organizational Objectives

End-of-Project Status

By the end of the project,an improved training capability for NWSDB included a restructured
training departmentwith acareer progressIon ladder, increasedpositionsandstaff, Increased
trainingskillsusingparticipativetrainingmethodologies,andadditionandexpansion of training
curriculum (Including managementtraining for mid-level staff).A beginningregionaltraining
coordinationcapacityhadbeenformed.ThetrainingcurriculumincludednewtrainIngdesigns
in groundwater pump maintenance, management, meter reader, clerks, operations and
maintenance of watertreatment plants—tolist afew. The 1991 FInal Project Reportprovided
statisticsrelated to training, to which were addedstatusIn 1993 data (seeFIgure 6).
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Figure 6

Comparison of Key Training and HRD Indicators

Other end-of-projectaccomplishmentsdescribedin the 1991 Final ProjectReportincluded:

• “The adoptionof a strategy based on training of trainers (TOT) andon-the-jobtraining
(OJT) andthe extensiveuseof othertrainingresources availableIn Sri Lankaresulted
in acceleratedprogressfrom the middle of 1986 onwards.”

• “...The significantanddeliberate change in emphasisfrom formal classroomtraining
to OJTusingNWSDB officersin atrainingmode. . . wasparticularlysuccessfulin the
O&M, financial, andcommercialareaswith substantialskifi upgradingtakingplacein
the regions.”

• “In addition to the OJT program, a significantamount of skill training wasgivenby the
ESTrainingSpecialists[consultantstaff] andTrainingSectionstaff. Someof the most
impressiveskill trainingwasin upgradingbasicmanagementskills for middlemanagers
andsupervisors . . . carriedout throughouttheregionson arotationalbasis.”

• On the negativeside, “. . . the [training] cadrewas never fully staffed; technical
training staff devoted 30 percentof their time to mounting exhibitions rather than
supporting training, and overseastraining trips still tended to be awarded In

Training section staff

Beginning of
Project
(1985)

Functional areas provided with training

End of Project
(1990)

26

Conducted by NWSDB
• trainees
• person days

Current
Status
(1993)

30

70 125

35

Liaison with other institutions
• trainees
• person days

438
2,673

135

Overseas

830
4,148

0

978
6,078

• trainees
• person days

0
152

2,603

Total Training
• trainees
• person days

20

155
3,154

1,075
19

293
43

458
3,748

1,521

991
7,044

1,176
10,753
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accordancewith seniority ratherthanbeing In accordancewith the realmanpower
developmentneedsof the NWSDB.”

• “A satisfactoryreplicationprocess”fortheupgradingof O&M managementcapabilities
“wasnot developed”largelybecausewhile “the programreceivedstrongsupportfrom
senior O&M management,the supportfrom middle O&M managementandplant
supervisorystaff was less thansatisfactory.”

In theareaof humanresourcesdevelopmentandmanpowerplanning,repeatedeffortsduring
the life of the project to setup adefined andlimited job allocationandstaffingcadrewere
neversuccessful.An extensiveeffort by apersonneltaskforcehadsucceededin developing
and approvingapersonnelpoliciesmanualcompletewith positiondescriptions,regulationsfor
staffprocedures,transfers,benefits,andperformanceevaluation.This effort waslimited to the
top eight grades.Grades9 through15 did not havethepositiondescriptions,but mostof the
regulationprovisionsalsoapplied to those staffinggrades.

Status in 1993

As notedin the 1992draft“Annual Report,”NWSDBwascontinuingto “expandthe activities
of the Manpower Development and Training Section (MD&T).” Actions taken during
1992-1993included:

• A “comprehensivesurvey of training needs” is being carried out, and a “first-ever
training plan was preparedandpresentedto severalleading donors,seekingtheir
financial supportfor implementation.”

Efforts are being madeto involve supervisorsin examiningneedsto be met in this
three-yearplanfor extemaland internaltraining.

• With four new seniortraining officers (two seniortraining officer positions remain
unfilled), the TrainingSection is providing increasedpersondaysof skill training, as
can beseenfrom thechartabove. Increasingly,thesecoursesutilize “faculty” drawn
from technicalstaff in O&M, commercial,andfinancesections.Morecoursesarebeing
conductedin the RSCs.

• Attentioncontinuesto be focusedon TOT supportedby coursesgiven in the regions.
SomeRSCshavefull-time training coordinatorswho follow up corecoursesprovided
by the Training Sectionwith supportandon-the-jobtraining, especiallywith clerical
staff andmeter readers.Increasingly,RSC staff are conducting structuredtraining
programsandworkshops.

• In addition to core coursesin specifiedfunction areas,training andworkshopsare
being carried out in support of specific organizationaland corporateobjectives.
Examplesinclude training for meter readers In GreaterColombothat incorporates
problem-solvingdiscussionswith sectionheads,managementtrainingIn supportof the
SouthernRSC OIC pilot program, anda March 1992 workshop held in Greater
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Colombo to improve coordination within the varioussections andimproveemployee
motivation.

The establishedtraining curriculumcontinuesto be maintained,althoughimportant courses
are not alwaysdelivered becausetrainersarenot available(managementtrainingis an example
of this). The useof supervisoryandtechnicalstaff throughoutNWSDB to assistin course
delivery hasbecomecommon.

The managementof the training function hasbeengiven to staff who are professionally
specializedandexperiencedin all facetsof trainingdesign,delivery,andmanagementfor the
first time in NWSDB history.

In theareaof humanresourcesdevelopment,NWSDB hasconductedacomprehensive,office
by office, desk/job study to determineposition needsandhasfixed the NWSDB cadreat
6,800positionsfor the first time in NWSDB history.A manpowertaskforcehasbeensetup.
Fixing thecadrewas the first stepin an overall manpowerplannIngeffort. Subsequentsteps
include planningfor andfilling neededvacantpositions (about 150) in highly skilled areas.

During early 1993, aconsultantstudywasprovidedby WASH to define HRD needsfor the
lowest level positions. The recommendationswere reviewed, and the ManagementCell
decidedto begin implementationby beginningtraining for two positionsin 1993.Thejob title
of the lowest office gradehasbeenchangedfrom “peon” to office laborer.

The performance evaluation systemcontinuesto be used,andthe skill gapsidentified in this
processhaveservedto improve the training curriculum for clerical staff, accountantclerks,
meterreaders,office laborers, andnew staff orientationtraining.

Thestaffbenefitshaveincreasedoverthepasttwo years.Staffmayreceivelow-interestloans
for housing,and an across-the-board performanceraisehasbeengiven becauseNWSDB has
beenable to cover its operationalcosts,meetdebtservice,andgenerateasurplus.

Analysis

NWSDB has,without question,developedan effectiveandsustainableapproachto training.
Managersbelievethattraining canprovideskills andknowledgethatcanhelpthemgetbetter
results.The demandfor training far exceedsthe capacityto delivertraIning. In order to meet
thisdemand,themanagementof trainingandtheprovisionof morefrequentcoursescoupled
with effective on-the-jobfollow-up would be required.The OIC training programIs a good
exampleof the increaseddemand.After the OIC pilot training programwas completedin
August 1993, the training centerinherited a program with a number of OICs trained as
trainers,and the AGM (Training) preparedto deliverandmanagethis course. In order to
implement it in all RSCs,severalhundred OICs wifi needto be trained in regional settings.
This programwill require agood dealof coordination,planning, andmanagement,and it is
not clearhowthis programcanbecarriedout atthesametimethatothertraining activitiesare
maintained.
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Another exampleof demandoverwhelmingcapacityis in the areaof managementtraining.
The numberof mid-level managerswho require yearly andperiodicmanagementrefresher
courses and skill upgradingis higher thancan be handledat present.

At the senior level, manyof thoseinterviewedbelievethat if they areto sustainacoregroup
of senior managers working togetherandcontinuing to learn about management, thatregular
refreshertraining is required.Many arealsoconcernedthatnewmanagerscomingup through
the rankswill not receivethesametrainingtheydid norhavethesamelevel of skill, andsome
havesaid“you cantell the differencewhenmanagershavereceivedthemanagementtraining
we did andthose who havenot. Given this concernit was important for this training to
continueand for seniormanagersto receivenew skill andrefreshertraining at leastoncea
year. It is probably not appropriate for senior management training to be conducted
“In-house.” (In mostorganizationssenior-levelmanagementtraining is conductedby outside
consultants.)Currently, thereareno plansunderwayto meetthis need.

As RSCs developtheir own capabilitiesto conductformal training programs, the role of
MD&T needsto be moreclearlydefined.SomeRSCshavetrainedtrainersandarereceiving
externaldonor assistancein manualdevelopmentandtraining design.Training is, in fact, in
the processof beingdecentralized.A plannedapproachto thisprocessis needed,including
the developmentof descriptionsof RSCandheadoffice roles regardingtraining.

Sustainingthe humanresourceswill requirecontinualtraining,but alsowill include aclearer
picture of the needsanddemandsfor staff. A clearmanpowerplan hasbeenrequestedby
externaldonorsbeingaskedto assistwith fundsfor training. Thisrequestwifi be oft repeated
by lendinginstitutions.A comprehensiveplanwifi includesuccessIon planning,careerladders
within all ranks,anestimateof the internalstaffingneeds(demand)by technicalandtaskarea,
andanestimateof supply from the educationalandlabormarketandfrom within NWSDB.
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Chapter 3

CONCLUSIONS AND RECOMMENDATIONS

3.1 General Conclusion

In Chapter1, the conceptof sustainabiitywasproposedasa lensfor viewingprogressover
the two yearssincethe project ended.Sustainabilitywasdefinedas:

• the extentto which the resultsgainedIn the project havelasted;and

• the extentto which the capacityfor continuing to developbeyond end-of-project
accomplishmentswasdemonstrated.

It Is the generalcondusion of this Impact evaluationthat the major gains in institutional
strengtheningmadeover the life of the project havebeenmaintainedover the two years
following its completion. Comparingverifiable end-of-projectdatato performanceIn 1993
revealsthatperformancehassignificantly Improvedin anumberof areasincluding:

• Financial viability andcommercialperformance;

• Relationswith externalentities;

• Use of modemmanagementtools of analysis;and

• Preventivemaintenance.

PerformancehasImprovedto someextentin theseareas:

• Budgeting;

• Decentralizationand RSC capacityto perform Independently;and

• Use of training andhumanresourcesdevelopment.

In the following areas,performancein 1993 Is muchthesameasattheend-of-project—ithas
neithersignificantly gonedown nor hasIt significantly Improved:

• Capacity for strategicproblem-solvingandforward-planning;

• Capacityfor operatingandmaintainingsystemsandproducingahighquality product;

• Consumer relations and responsiveness to consumers;and

• Delegationof authority to the RSCandto lower levelswithin the RSC.
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3.2 Factors that Have Significantly Contributed to Sustainability

The impactevaluationalsodeterminedthat in many areasthe NWSDB hasdemonstrateda
capacityto replicateandbuild on end-of-projectaccomplishments.A centralquestionarising
from this studyandapoint of interestfor Institutional developmentdesignersis “why hasthe
NWSDB beenableto achievethis level of sustainability?”

Oneway to addressthis questionis to look acrossthe eight areasthat wereexaminedandto
identify those patternsof organizationalbehaviorandmanagerialactionwhichseemto have
helpedandthosewhich hinderedcontinuedimprovementin institutional effectiveness.In a
generalway, four patternswereseenthat seemto promotesustainabiity,andtwo patterns
wereseenthat inhibit sustainability.

Patternsof behaviorthat supportsustainabiityinclude:

U Setting targets collaboratively, monitoring performance against those
targets,Involving employeesin developingstrategiesandplansto dealwith
problems identified In the monitoring process,and Implementing those
plans using a variety of approaches and then continuing to monitor
progress.

Thesecoreelementsof effective managementweremost apparentwhen reviewing
successin the bfflings andcollections area:

o A data-basedproblem-solvingprocesswasused,andall levels of NWSDB were
involved.

o The highestpriority andcommitmentweregiven to financial viability;

O A clearmonitoringandaccountabilitysystemwassetup, andactionsweretaken
to settargets,conductmonitoringmeetingsatall levels, anddevelopstrategiesto
solveproblems.Incentiveswereprovidedfor goodperformance.

o Dedicationto the issuewas relentless.

The lessonlearnedwasthatwhenthereis high motivation,aclearvision (a variety of
targetswere set by specific area, scheme,person, and level), and commitment,
continuedinstitutional improvementis assured.The impactassessmenthighlighted
areaswherethishasnot happenedandwhereinstitutionalperformancehasnot been
strong.

• Staffat working levelstakingthe Initiative when a problem existedandnot
waiting for directions from the top.

ThishasbeenparticularlytrueIn levelswheredecentralizationpermittedinnovation at
the RSC level. Overtime, the staff of the RSChavegainedconfidencein managing
theirownoperations.This confidencehasbeengainedbecausethe staffatlocal levels
havetakenthe initiative on anumberof frontsandsucceeded.Forexample,agroup
of local staffbecameinvolved in an initiative to developastandardprocedurefor all
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aspects of making household connections. There was a strong need because
householdconnectionswerea point of struggleforNWSDB stafffor years;therewere
no standardprocedures;and householdconnectionsprovided sourcesof conflict,
corruption, consumercomplaints,andendlesshasslesfor staff. The groupthat took
the initiative wasableto produceamanual.Proceduresisland-widewereestablished.

Repeatedoccurrencesof taking initiative spontaneouslywhereproblemsexist and
actingon themwithout waiting for approvalfrom thetop werediscoveredduring this
evaluation.Examplesare:

O Setting up a RSCbudgetmonitoringprogramat ColomboRSC;

O DevelopIngapilot programto employ contractstaff asmeterreaders;

O Settingupconsumersocietiesasstructuresforcollectingstandpostwaterbills; and

O Setting up proceduresthat give OICs greaterresponsibilitiesfor makinghouse
connections.

Whenlower levelmanagersandstaffhavenot takenthe Initiative andhavewaitedfor
higher levels to initiate programsor problemsolving—for example,failing to involve
OIC inmonitoringexpenditures—Institutionalperformancehasnotbeenstrengthened.

U Providingcontinuedtraining, coaching,andconsultationinsupportofclear
programmaticobjectives.

Someof the mostpositivecontinuing gains,for examplein budgetdevelopmentand
in the commercial areas, have come when managementstaff have played a
supportive,consulting role insteadof a supervisory,monitoring role. The strongest
model for this is the DGM-C, who is widely known for his willingness andskill in
assistingcommercialstaff at all levels with training, coaching,and“dealing with the
tough issueson my behalf.” This samekind of role is played by othersin the head
office, suchas DGM-F andthe Additional GeneralManager(CP). All threeof these
senior managers are likely to describe their roles in terms like “facilitator” or
“consultant.” Thiskind of managerial behavior is seen increasingly atlower levels,with
DGMs leading training sessionsand facilitating small group problem-solving,and
financial staff from oneRSCproviding training for staff in anotherRSCat their own
Initiative.

• Creatingan organizational environmentwhere “it’s not okay not to care.”

The studyprovided numerousexamplesof situationswhenthe organizationwasable
to build asenseof joint responsibiity—”We’reall in thistogether”—whichcontributed
to its capacityto grow andchange.Thefearthatthewaterboardwould be privatized
or radically changedin other waysif it could not be madefinancially viable drove
many managersto pay attentionto the importanceof the commercialside of the
business.In a number of areas,managerstook particular actions to reinforce an
organizational culture that supported change by creating formal and informal
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competition amongRSCsand amongregionsIn RSCs,by setting up mechanisms
wherefeedbackandpeerreviewcould happen,andtalking seriouslyaboutwhat was
importantin their organlzatlons—”MyRegionalManagers’performanceIsbeinglooked
at. They know it’s not okay not to care.What’svaluedaroundherehaschanged,and
it’s no longer just engineering.”

Patternsof behaviorthat Inhibit sustainedinstitutional improvementinduded:

• Paying attention to the short term at theexpenseof the long term.

The NWSDB hasbenefitedbecauseit hasbuilt a strong “commercial orientation”
which is valued andacted on. At the sametime this “vision” or senseof strategic
direction has,for many, lostits powerasamotivatingforce evenas the NWSDB has
demonstratedits successin thisarea.Manystaffcomplainaboutthe “lack of balance”
in the NWSDB’s direction, andbelievemoreattentionshould be paidto operations
and maintenanceorto consumerissues.Othershaveexpressedconcernsaboutaloss
of “team spirit.”

The evaluation noted the tendencyof higher level managementgroupsto focus
primarily on short-term operational Issuesand to not place consistent,systematic
attention on updatingandutilizing the corporateplan. This tendencyto usehigh-level
resourcesto focus on the short term at the expenseof the long term could threaten
the sustainabiityof the positive gains describedin this evaluation.In particular, the
capacityandmechanismsfor identifying, planning, anddealingwith broader,long-
rangeissuesneedattention.Paying insufficient attentionto Issueslike the following
madethe NWSDB vulnerableto losing gains achievedduring the project:

O Moving strongly Into the arenaof improvedconsumerrelations;

O Bringing aboutamorebalancedtariff structuresothatcommercialandindustrial
customersdo not inordinately subsidizedomesticconsumption;

O Supportingthe institutional developmentof the Colombo RSC;

O Marketing water servicesto larger segmentsof the population and meeting
consumerdemand;

O Planningfor the useof excessrevenueas financial targetsaremet; and

O Planning for the continuIng restructuring of the water sector, e.g., moving
decentralizationdown within the RSCto lower levels, anddevelopinga picture
of how NWSDB should be organized in 10 years (utilizing regional water
authoritiesor Increasedprivatization).

• Micro-managingat all levelsfrom the Management Cell andbelow.

The evaluationnotedatendencyto micro-manageat all levelsfrom the Management
Cell andbelow. Most largeorganizations,particularly thosewhose managementis
madeup of thosewith a high level of technicalskill, needto periodically examine
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whetherstaffateachlevelaredealingatthe appropriatelevel of detail. WhenNWSDB
board membersconcernthemselveswith daily operationaldetails, when DGMs in

RSCsworry about“how” lower level staffsolve aproblem,andwhenlargemeetings
of seniorstaff focustoo much on specifyinghow aparticular managershould do his
job, it is time to review whetherothermoreimportantissuesare being ignoredand
whethermanagerialtime could be usedmore effectively somewhereelse.

During the debriefing sessionwith NWSDB, the question,“What ways of managing
have helped sustainability, and what ways of managing have hindered it?” The
following list of factorswas provided by thosestaff:

Helped:

O “In situations where we have beenable to sustaina culture that encourages
innovation andtry new thingsbecauseof dissatisfactionwith the way thingsare.”

O “When managers havebeenleft aloneto manage.”

O “When we have paid attention to Issuesrelatingto the needsof staff as people
andhumanresourcesdevelopment.”

O “When we havemaintainedteamworkandteamspirit.”

Hindered:

O “When wehavebecomeunbalancedandfocusedonly on oneareaandforget we
are hereto servethe consumers.”

O “When we havenot lookedaheadto researchandsolveproblems.”

O “When we haveallowed outsidemicro-managementandinterference.”

O “When the teamhas moved apart, and Individuals have begunto think ‘my
sectionis most important.’”

O “When we haveneglectedthe needsof individuals.”

3.3 Recommendations

Thestaffof NWSDB havedemonstratedthattheydid not havethe capabilityto move beyond
the point reachedat the endof the USAID institutional developmentproject. The issuesthat
needattention,which werediscussedIn Chapter2, havebeenreviewedwith NWSDB staff
at the DGM level andaboveduring the final debriefing with the WASH team.Theseareas
werealsoreviewedIn adebriefingsessionwith the NWSDB Chairman,the Vice Chairman,
andthe GM.

During these debriefings,the discussionhighlightedthe importanceof NWSDB continuingto
reinforcethosemanagementbehaviorsthathavesupportedsustainabilityin orderto maintain
and build on the positive gains from the project in the future. In addition, the WASH
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consultantsmadethreerecommendationswhichwouldparticularlyhelpNWSDBincontinuing
“sustainabiity” and strengthening the NWSDB as an institution. Acting on these
recommendationswould haveapotentiallyhigh impactandpayoff over the longterm.They
focus on those areasthat, if Ignored,would havethe greatestnegativeimpacton the future
of the NWSDB:

1. Review and agree on mechanisms for how long-range issues will be addressed.

In the sectionon capacityfor future strategicplanning, anumberof options wereraisedfor
how the CPDivisioncould operate.The needfor improved performanceby themanagement
cell also wasdiscussed.Theseoptionsshould be studiedandactedupon.

2. Review how key meetings are structured.

Many NWSDBstaff interviewedbelievedthatmanyof thecurrentmeetingreviewmechanisms
hadfallen out of datewith reality andcurrent need.An exampleis the largeoperationsand
the largebilling andcollectionsmeetingseachheld onceamonth. Thesemeetingsappearto
be ineffective for the purposesof monitoring and problem-solving.The meeting structure
should matchthe level of decision-making. Meetingsof this naturemay solve information
disseminationneedsbutrarelyhaveprovenusefulfortrouble-shooting.Much of thatneedcan
be met by individual conversationsandlower level meetingsat the RSC.

Another exampleof meetingineffectivenessis the ManagementCell meeting. How is the
agendadecided?Who shouldattend?Whatgetsthe attentionof the ManagementCell and
why?How muchoperationalmanagementis attendedto therethat shouldbe delegated?All
of these various meetings should be reviewed for purpose, attendance,agenda,and
effectiveness.It would be helpful to appoint a “meetingobserver”whosejob it is to observe
the processand give periodic feedbackon meetingperformance.This could assistin the
conductof meetings,oncethe structurehasbeenreviewed.

3. ProvIde continued senior management training and team building.

Theleadingedgefor institutional changehasbeentheseniorstaffof NWSDB. Theyhaveled
the way to sustainabiity, and most have participated In the countless task forces,
problem-solvingsessions,andmanagementtraining programsprovided during the USAID
project. After two yearswithoutseniormanagementtraining, many arebeginningto feel that
the seniorteam is not as togetheras it was two years ago. Additionally, most of those
interviewedfelt thatif theydo not continueto learnnew skills andhaveopportunity to review
andsolidify theirlearning,thereis adangerthatthe momentumdevelopedforthe seniorteam
and for eachindividual maybeginto wane.

Giventhe paceof the work andthe numberof challengesfaced,it is importantfor the senior
teamto periodicallysit back,gainperspective,build bridgesamongtheseniorstaff, andlearn
new skills. It is in the enlightenedself-interestof NWSDB to continueto invest in Its senior
humanresources.(Most forward-lookinginstitutionsandenterpriseshavesustainedattention
to staffdevelopment.)Sustainabiitywifi be greatlyenhancedif seniorstaff continueon the
pathestablishedduring the projectfor self-improvementand seniorteamdevelopment.
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Appendix

KEY DOCUMENTS REVIEWED

Annual Report1992 (Draft), NationalWaterSupplyandDrainageBoard,CorporatePlanning
Section.

Conductingthe ManagementAssessmentfor NWSDB with the Internal ConsultantTeam,
Reportunder WASH Task No. 384, July 1992.

EmployeeMotivation andProductivityStudy,ReportunderWASH TaskNo. 436,February,
1993.

Final Report on Institutional Developmentof the NWSDB. Robert M. Bradley, and Chris
Tomasides,Engineering-Science,Inc. August, 1991.

General Manager’s Memo to Budget Holders Providing Instructions on 1994 Budget
Preparation,June 7, 1993.

Guidelinesfor InstitutionalAssessment:WaterandWastewaterInstitutions.WASH Technical
ReportNo. 37, February1988.

Key ManagementInformation(April, 1993),NWSDBPerformanceandManagementAnalysis
Unit.

ManagementDevelopmentProgram:Officers in Chargeof WaterSchemes,Phase1. Report
underWASH TaskNo. 418, October1992.

Minutes of Meetingsof NWSDB ManagementCell (1991, 1992, January-July,1993).

Minutes of Meetingsof Billings andCollections Group (January-July,1993).

NWSDB CorporatePlan andNew NationalStrategy,1991-92. NWSDB Corporate

Planning Section,1991.

ProgressReport—R.S.C.(Central)Kandy Region, April 1993.

Quarterly Report—Institutional Strengtheningat the National Water Supply andDrainage
BoardProject FinancedThroughIDA Loan CE 1697. January1993 - March 1993.
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Camp Dresser & Mckee International Inc.
Associatesin Rural Development, Inc.

International Science and Technology Institute
Research Triangle Institute

University Research Corporation
Training Resources Group

University of North Carolina at Chapel Hill

WASH OperatIons Center
1611 N. Kent St., Room 1001

Arlington, VA 22209-2111
Phone: (703) 243-8200

Fax: (703) 243-9004
Telex: WUI 64552

Cable Address: WASHAID

THE WASH PROJECT

With the launching of the United Nations International Drinking Water Supply and Sanitation Dethde in 1979, the United States Agency
for International Development (A.l.D.) decided to augment and streamline its technical assistance capability in water and sanitation and,

in 1980, funded the Water and Sanitation for Health Project (WASH). The funding mechanism was a multi-year, multi-million dollar
contract, secured through competitive bidding. The first WASH contract was awarded to a consortium of organizations headed by Camp
Dresser & McKee International Inc. (CDM), an international consulting firm specializing in environmental engineering services. Through

two other bid proceedings since then, CDM has continued as the pnme contractor.

Working under the close direction of A.l.D.’s Bureau for Science and Technology, Office of Health, the WASH Project provides technical
assistance to A.I.D. missions or bureaus, other U.S. agencies (such as the Peace Corps), host governments, and non-governmental

organizations to provide a wide range of technical assistance that includes the design, implementation, and evaluation of water and sani-
tation projects, to troubleshoot on-going projects, and to assist in disaster relief operations. WASH technical assistance is multi-discipli-

nary, drawing on experts in public health, training, financing, epidemiology, anthropology, management, engineering, community
organization, environmental protection, and other subspecialties.

The WASH Information Center serves as a clearinghouse in water and sanitation, providing networking on guinea worm disease,
rainwater harvesting, and pen-urban issues as well as technical information backstopping for most WASH assignments.

The WASH Project issues about thirty or forty reports a year. WASH Field Reportsrelate to specific assignments in specific countries;
they articulate the findings of the consultancy. The more widely applicable Technical Reportsconsist of guidelines or “how-to” manuals
on topics such as pump selection, detailed training workshop designs, and state-of-the-art information on finance, community organiza-
tion, and many other topics of vital interest to the water and sanitation sector. In addition, WASH occasionally publishes special reports

to synthesize the lessons it has learned from its wide field experience.

For more Information about the WASH Project or to request a WASH report, contact the WASH Operations Center at the above address.


