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We must become the change we want to see – Mahatma Gandi

INTRODUCTION

The External Resources Department (ERD), of the Ministry of Finance of the Government of Sri Lanka, is a remarkable example of an organization which has transformed itself. Over the course of 5 years, it has changed from a “post-box”, low-morale department to an effective, high energy, networked system with committed, motivated staff
 which can serve as a model for other departments in the Public Service, and indeed, for organizations generally.

This report is based on a UNDP funded consultancy of 15 days in February 2002 to consolidate, document, and support sustainability, continuing development, and sharing with other departments and ministries of the positive changes implemented in ERD.  

Reports of consultancies funded by the UNDP in 1992, 1994 and in 1997 give a picture of how the department then operated and the results it achieved. 
 The early assessments were bleak: by 1997 it was noted that the process of capacity building had begun in late 1996 with appointment of a new Director General. Today, the staff views the process of reformulation as having begun at that time.

The mission of the ERD is to coordinate, negotiate, mobilize and oversee effective and efficient utilization of all forms of foreign official development assistance to the Government of Sri Lanka for socio-economic development and to compile and manage government’s external debt. 

Its primary stakeholders therefore are the staff, the donors who provide the assistance, the line ministries and implementing agencies who use the assistance, and the National Planning Department and other departments in the Ministry of Finance.  This consultant met with representatives of those stakeholders: all people with whom I met spoke positively of the ERD now. 

This report will summarize the changes implemented by ERD and the results of those changes, note issues considered important for sustainability and ongoing development, and suggest strategies to address those issues. Also included in Appendix 4 is a version for other departments and agencies interested in learning from ERD and following in their path.

ORGANIZATIONAL CHANGE: THE BASICS

Organizational change occurs whether or not it is planned and whether or not it is positive: change is a natural occurrence.  The questions to be addressed therefore are how healthy is the change process and how much is it aligned with desired organizational results. The questions to be addressed therefore are how to support a healthy change process and how to align it fully with desired organizational results. Both the process of change and the purpose of change must be considered, and it all boils down to people and how they feel and behave. 

One can take a systematic approach even to the uncertainties of change. It is desirable to plan change based on good data, implement according to best practices, monitor progress, and adapt as required.
 Organizational change can be classified as developmental, transitional, and/or transformational.
 Developmental change is the improvement of certain aspects of operations such as redesign of a process. Transitional change is the replacement of one way with another such as reorganizing the structure or offering new services. Transformational change involves a fundamental shift in the organizational identity and culture and evolves over time. In transformational change, the picture of what will result is not always clear at the beginning– it will need to form and reform. 

The changes in the External Resources Department experience are significant, probably fundamental, and therefore transformational. This development of a shared, new mind-set requires flexible and sensitive leadership, clear and sustained commitment, appropriate structure and infrastructure, and the building of new systems. In addition, continuous learning of individuals and the system itself is necessary: this is captured in the concept of the learning organization.
 

The change process is often said to involve four phases: denial, resistance, exploration, and commitment. 
All change, even when desired, involves giving up the familiar and therefore involves loss, grief, and uncertainty. These are uncomfortable states and cause many a change effort to stall. ERD (some would say  - at last!) heard the wake-up call and minimized resistance through a wide-spread participatory process. The level of staff commitment to sustaining and continuing the development appears to be high. 

Much organizational change is driven by an interest in developing the critical success factors for today’s organizations: speed, flexibility, integration, and innovation.
 These capacities are supported when the boundaries between organizational layers (vertical), units (horizontal), insiders and stakeholders (external), and nations, cultures, and markets (geographic) become more permeable. Transparency of information, capacity building at all levels of the organization, delegated authority, and rewards for accomplishment are required.  

A conceptual overview such as above is important: however it is in day to day organizational life that success or failure occurs. As important then, are the tactics used in the change. The following tactics are suggested as essentials:

· Define change as a compelling element of organizational strategy

· Put an infrastructure in place

· Work from an implementation plan

· Recognize the investment and commit to the long haul

· Think small

· Build alliances in support of the change

· Align recognition to support implementation

· Translate the change into job-level details

· Integrate the change into management systems

· Follow up relentlessly 

In the ERD experience, many of these tactics were employed: the leadership has been effective.

Leadership for change involves five independent and mutually reinforcing forces that must be supported: moral purpose, understanding change, developing relationships, knowledge building, and coherence making.
 In other words, staff must see significance in the results they are changing to attain, for them personally and for their target beneficiaries. In a culture of change, leaders must know when to think and act quickly and when to think and act slowly. 

Understanding the change process enables this sensitivity. They must know when to think big picture and when detail, when to adjust the structure and when to focus on the system. Change arouses emotions, and when emotions intensify, attention to the people is key. So the leadership must be attentive to relationships and consider strategies in light of whether they will support or strain the relationships. Leadership attention is needed for building knowledge for the organization, e.g. institutional memory and learning capacity, and for supporting a continuous, collective making-sense of it all. Turning information into knowledge and not an information glut is often largely a social process.

Leadership in transformative change is not about mobilizing others to solve problems they already know how to solve, but is about helping them confront problems that have never been successfully addressed in their department or division. It helps keep a focus on positive direction and results; by understanding change, it honors the complexity and discovery of the journey, and helps people collectively extract valuable patterns worth retaining. You can’t bulldoze change – the litmus test of all leadership is whether it mobilizes people’s commitment to putting their energy into actions designed to improve things. It is individual commitment but it is above all collective mobilization. It is less about innovation – and more about innovating, less about strategy and more about strategizing.

THE ERD CHANGE STORY

Following is a review of the ERD of the past, in terms of structure, systems, and staff.

The structure was very simple: all staff reported to the Director General (DG), so the big picture of the department’s purpose and impact was viewed only from that position – if at all. All decision-making of any operational or strategic nature was done by the DG - there was no second tier of management and no delegation. There was a high degree of internal compartmentalization that was deeply rooted, referred to as individual kingdoms. Few opportunities for sharing were structured, e.g. the few staff meetings were only for senior staff and were primarily one-way information flow.

The systems reflected the operation of the department primarily as a paper-pushing agency, a post box approach with little or no strategic, policy, or analytic value added. Staff was not able to respond to the needs of stakeholders and projects were steered based on the experience of individuals, there were no mechanisms for institutional learning or building institutional memory. There was limited information sharing, internal or external and no technological infrastructure or skills.

Staff had a low level of skill generally and a corresponding low level of accomplishment and motivation to try to change things. There was a strong work ethic, however – a necessity given the high volume of work and tight deadlines and a real asset in meeting the demands of the change process.

The changes are summarized below and then discussed in more detail:

Commitment to Capacity Building

· Effective leadership by the DG

· Sponsorship and support by the UNDP

· Commitment by the staff

· Time 

Structural Changes
· Functional divisions

· Strategic cross-functional work groups 

· Weekly purposeful, participatory staff meetings

Infrastructure Development
· Information technology

· IT literacy

· Reorganized paper files

· Institutional memory

· Improved work environment 

Systems - Work Practices Implemented

· Annual workplans

· Regular accomplishment monitoring and reporting

· Staff rotations among the divisions

· Information sharing widely internally and externally / Stakeholder consultations

Staff Capacity

· Training and development

· Leadership skills

· Confidence

· Department of choice for motivated young people 

Organizational Culture

· Learning

· Focus

· Commitment

· Collaboration

· Transparency

· Good morale

COMMITMENT TO CAPACITY BUILDING

People cannot be coerced into sustained good work. They must see something that they value and perceive benefits in investing their energy, in this case, in the change process.

Leadership

The Director General of ERD, Mr. Faiz Mohideen, played a very significant role in the effectiveness of the changes experienced: the importance of his leadership cannot be overstated. The leadership approach was consistent with change leadership principles and best practices and with the tactics for success outlined above.  Staff were supported and challenged, recognized for their strengths and encouraged to stretch: everyone was engaged in the process in some way. As staff experience and confidence grew, new changes were introduced incrementally and concretely as job-level practices. Experimentation was supported, trial and error were trusted, as was staff’s ability to learn individually and collectively. Participatory practices, transparency and accountability for everyone, and leadership development were built in. Change is rarely quick and easy and at ERD the time required was invested. Leadership knew that as staff gained experience, they would be able to see new possibilities and develop capacity in strategic thinking and planning. Staff feels respected, supported, and encouraged to work hard, and do so.

Sponsorship

The UNDP financially supported the capacity building in the ERD. This enabled the initial development of the technological infrastructure, staff knowledge and skill development, consulting fees regarding strategy development and implementation, and annual stakeholder consultation forums. This sustained support has been of tremendous value.

Staff Commitment

All the staff at ERD heard the wake-up call trumpeted though the assessment reports in the early 90s. They recognized the organizational weaknesses and were prepared to address them.  They trusted the leadership and showed commitment and energy as they tried the new structures and systems.

Time

It has taken 4 –5 years for the changes to solidify and the benefits to be obvious to others. Now staff and stakeholders speak of the obvious increase in ERD competence and effectiveness.

STRUCTURAL CHANGES

Ideally structure supports strategy: it facilitates the achievement of certain goals.

Functional Divisions

In 1997, the department was organized into functional divisions. A division was formed for each of the major donors (Japan, World Bank, Asian Development Bank), and two for the smaller bilateral donors (east and west). Another division formed to handle the large volume of requests from public service staff for foreign training opportunities, a policy division seeks commonalities in donor priorities, a division focuses on debt management, and one support division is for administration and accounts.  

The divisions serve particular donor interests and administrative requirements (there is some question regarding the current strategic effectiveness of this structure), and created a second tier of management  - Division Directors who have authority on operational issues and who themselves delegate to division staff. All staff still has access to the DG and do consult regularly, and, of course, overall control still rests with that position.  Donors spoke of the value of being able to get an ERD staff on the phone and get a quick decision.
 The divisional structure and delegation also reduced the number of files put up to the DG for action and therefore provided more time for the DG to focus on strategy, policy, and stakeholder consultations. 

Strategic Cross-Functional Work Groups

All ERD staff is also a member of a workgroup. There are strategic workgroups and support staff workgroups. The areas for the workgroups were chosen by the staff to address strategic, policy, coordination, innovation, and quality control needs. The strategic groups are as follows: Foreign Aid Policy, Sector Strategy, Programme and Project Pipeline, Project Monitoring, Technical Assistance, MIS, and Staff Quality. Often the groups take a planning and coordinating role in bringing together stakeholders or working with consultants in developing systems or frameworks. Some of the most significant strategic developments in ERD are from the work of these groups, 
 and are reported to average 10 – 20% of the staff time. (This is an interesting example of the “Pareto principle”, where we can expect 80% of our results from 20% of our efforts, or 80% of our problems from 20% of our staff, etc.)  Once their work is routine and standardized, it is passed to the appropriate division(s).

These groups (usually) have members from various divisions, so serve as well as excellent internal networking, or horizontal boundary-busting mechanisms. These groups were initially led by division directors but now most are led by more junior staff, providing leadership development opportunities and vertical boundary-busting.

Weekly Staff Meetings

All staff meets weekly for 2 hours. The agenda for the meetings is a rotating schedule of presentations of workplans (see systems section below) and accomplishments of both the divisions and the workgroups, plus questions and comments. Ongoing work is also discussed and decisions made, e.g. which donor is a likely candidate for a proposal. Staff also bring suggestions to this forum e.g. The meetings are very significant in the development of a collective identity, “big picture” for all the staff, and of an institutional memory. 

The chair of the meetings rotates, providing another leadership and confidence building opportunity. As well, participation by all is encouraged, and symbolic barriers, such as “head of the table” are removed in support of involvement.

INFRASTRUCTURE DEVELOPMENT

The infrastructure is the supporting structure (a concept well known to development agents).

Information Technology

The development of a technological infrastructure is hugely important to the success of ERD’s move to modern effectiveness and is still highly unusual in the Sri Lanka public service. All staff has computers and uses them daily. ERD has a great intranet for internal information flow – e.g. workplans, meeting notes, presentations, publications. 

They also have a website for external information sharing, and plans to link their website with stakeholders such as donors. They also have developed a range of databases useful for them and for stakeholders such as implementing agencies and the MIS working group ensures attention is paid to emerging possible applications of the technology.

IT Literacy

Not only are there comprehensive, user-friendly resources in the intranet and web-site, the staff are skilled in their use. E-mail and attachments are the primary mode of communication next to face-to-face. IT literacy is a core skill.

Reorganized Paper Files

Staff developed a records management system with protocols for the classification, use, archiving, and destruction of documents and files. Documents that contain important decisions and are significant to the institutional memory are held in permanent files. Day to day correspondence and other limited term documents become operational files.

Institutional Memory

The intranet, the databases, the systematic paper files and the participation in meetings build the institutional memory. ERD has a collective identity that is reinforced through these mechanisms. Information is available to all: no longer does one person perform a particular function their whole career and become the sole repository of information about that.

Improved Work Environment

Staff has separate offices, with essential equipment close at hand. One of the support staff working groups focuses on workplace improvements and the benefits are enjoyed by all. 

There is moderate central air conditioning and fans in the offices. People commented on the reduction in dust and debris and the overall improvement in the working conditions.

SYSTEMS  - WORK PRACTICES IMPLEMENTED

The ways in which people do their work, the processes they use, form the systems of an organization. Collective routine form the circulation system of the work and the more the parts of the system are in alignment, the better.

Annual Workplans

All staff contributes to divisional and workgroup workplans with a common format: objective, activity, time frame, input, and output. These same workplans are used for monitoring progress and reporting accomplishments. The divisions prepare one-year plans and the workgroups, who are more experienced with this process, do rolling three-year plans, revised annually.
 In this way, staff are oriented to the work, can share their priorities, and have translated the change in process into work-level details for themselves. These workplans are the skeleton of the department, and their importance is not diluted by a plethora of other management systems. It’s simple, understood by everyone, and works.

Regular Accomplishment Monitoring and Reporting

Developing the workplans, plus the monitoring and reporting on them, is a very effective way of integrating the change into management systems and following up systematically. Staff are continuously reporting on the progress with their plans and making adjustments as required: they really do “plan their work and work their plans”. Staff report at staff meetings and at meetings with stakeholders: these reports are on the intranet for all staff to see. 

Staff Rotations among the Divisions

All staff, including the directors, switches divisions every three to four years. This increases staff knowledge of ERD generally, and the “big picture” particularly. It also contributes to the collective identity, accountability, and transparency, and counteracts tendencies to feel a sense of turf.

Information Sharing Widely Internally and Externally / Stakeholder Consultations

It is clear from the processes described so far that ERD shares information internally in a systematic way (more perhaps than some staff has time or inclination for). They also share their workplans and accomplishments with selected stakeholders, particularly the donors. They recently began seeking donor feedback on draft workplans for divisions as well as working groups. This transparency is an important part of the culture.

STAFF CAPACITY

Capacity is the ability to do something that you choose to do. In a changing environment, the knowledge and skills of staff must change to support the systems. In ERD’s case, there was a lot of initial skill development regarding planning, teamwork, and technology as well as continuous learning. This has developed as a core departmental value and process.

Training and Development

One of two commissions, The Administrative Service or the Planning Service, recruits new staff. They then are available for hiring by the departments, who have no human resources department. ERD staff has benefited from opportunities through this UNDP capacity building project. 

The Staff Quality working group has created systems to ensure staff training. All new staff now receives induction training regarding the departmental mission, functions, structures, and systems. All staff now has an individual development plan, where their current skill level is compared with core and technical competencies, and areas for development noted. As well, arrangements are made for in-house training sessions led by donors, senior staff, and external trainers. ERD staff is eligible for foreign training opportunities, as are all public servants. When they return from any training, they report to the other staff on the main learnings and how they can be applied in ERD. They also file their presentation on the intranet and a place copy of the training materials in the library.

The participatory nature of the management practices described earlier is a form of staff development, as is the development of technological literacy. Each staff has two avenues for developing themselves, and the department – their divisional role and their working group role.

The learning culture, described below, is a significant factor in this. 

English is the language of the staff meetings, of the workplans and reports, of the interactions with the Director General. In general, English language skills are good and training opportunities to increase language skills are available.  Thus, ERD staff can communicate effectively with donors and external consultants and take advantage of other opportunities in English – e.g. other training.

Leadership Skills

Leadership skills are developed through meetings with the stakeholders, particularly when staff has opportunity to plan and deliver presentations on their work. Also, as mentioned, most of the working groups are led by junior staff and all staff takes turn chairing the staff meetings. Other segments of the Sri Lanka public service are interested in learning from the ERD experience and in increasing their capacity: there will be opportunities for ERD staff to take leadership roles in that process.
 

Confidence

The ERD staff is proud of their accomplishments and the ways their department is different from more traditional departments. This overall pride plus their experience with all the systems described here builds a confidence to continue to learn.

Department of Choice for Motivated Young People

Many of the younger people spoke of choosing ERD because they knew they would have to work fast and hard, and that they would have opportunity to feel satisfied with their accomplishments. They also knew they would gain personal skills and knowledge and, in some cases, degrees, which would help them in their entire career. They trusted that the leadership and (most) other senior staff would support them in their learning process.

ORGANIZATIONAL CULTURE

The development of capacity and the application of that capacity for focused results rest ultimately on the organizational culture - the patterns of interaction, the emotional environment, and the degree of synergy. Changing an organization is actually re-culturing – ERD has become a culture of learning, focus, commitment, collaboration, transparency, and good morale.

Learning

ERD is a learning organization, a goal often talked about but not so often realized. This is the essential element of the success of their development: they learned about process together and now trust it. There is an expectation of trial and error, of reflection on practice and subsequent re-framing, and of re-tuning. They are now experienced with learning by doing and know that it is an uneven road. 

When the workgroups were first formed, they had no roadmap. They struggled to figure out their goals and their process.  They identified needs and forged ahead with strategies. They lived with the tension of uncertainty and found a balance between analysis and action. They were not “rescued” from their struggle by a plan laid out from above: they learned that they could do it and now know how to do it.  

Focus

The use of workplans as the central tool ensured an emphasis on purpose at the workgroup and divisional level. Clear, shared purpose is the foundation of team success, and provides the framework for prioritization. 

Commitment

ERD staff takes seriously their responsibility to support the development of Sri Lanka through their mission. They also take seriously their accountability to follow through or adjust their workplans. This kind of commitment is the fount for energy for their work and that personal investment of energy is the cornerstone of an effective workforce. The commitment was fostered through demonstrations of respect and trust by the leadership.

Collaboration

The staff is in this together and they know they need each other. They share the work in divisions and particularly in the workgroups. Typically workgroup meetings serve a coordinating function – determining the allocation of tasks and the reporting on same. Each person’s work is necessary to achieve the collective results. And while the system of determining level in the Sri Lanka public service strictly on seniority does have drawbacks in terms of flexibility in recruitment and rewards for performance, it does lend a non-competitive air. 

 When the divisional structure and corresponding divisional responsibilities and number of staff were being designed, it was done collectively by the staff without knowing who would be in which division, including the directors. The planning was therefore done in the absence of personal agendas and with most chance of objectivity. The staff really did make their own bed! After the DG allocated the people to the roles, there was discussion of how the system now looked from the inside, how the reality fit with the expectations and some adjustments continue to be made in staffing numbers, etc.

As discussed, they have learned to work together, to enter into dialogue and to keep irritations in perspective, to share successes and mistakes. The work community becomes like a small town, where the person whose dog trampled your garden may well be the person who can approve your loan application, and who also needs you to fix their teeth at fair cost. Collaboration requires awareness of interdependence - shared purpose, expectation of continuing relationship, and give and take.

Transparency

ERD is a culture of shared information, public commitments, and public accountability, internally and externally. While this is stressful for some staff on occasion, they are all in it together, and they are all part of a continuously improving system. Many examples of this transparency have been noted: it must also be noted that this is not usual in the public service in Sri Lanka (or most places). It serves as a motivator and a collective identity builder.

Good Morale

I do not claim that each and every staff member is completely satisfied, but this is not to be expected in any organization. Overall, morale is good. Staff hopes to now reap some of the benefits of their work in terms of increased efficiency supported by new systems and processes, they are justifiably proud of the changes they have made, and are also pleased with learning and development opportunities. 

Resistance was identified previously in the report as a natural part of change. In the ERD experience, it was reduced through the strength of the wake-up call, the sensitivity of the leadership in incrementally introducing certain changes (such as the leadership of working groups by junior staff), the transparency, and the participatory nature of the planning and monitoring.

This good morale was demonstrated during my visit. Staff members were keen to talk with me, to ask for observations about their work and suggestions for continuing improvement, and to participate in the learning sessions I facilitated. 

ISSUES IDENTIFIED

Role

The increased capacity of ERD enables it to fill many needs in the public service. There is some concern, particularly on the part of the National Planning Department (NPD), that ERD is doing some of NPD’s work, particularly with regards to project proposals from line ministries
 and in leading strategy processes
, including directing the work of consultants. Partly this is a turf concern and partly an effectiveness concern: the perception is that since the ERD staff are generalists, not sector specialists, the donors and consultants do not get the in-depth kind of assistance they need for their analyses and suggestions. They do usually consult with NPD officials, but the perception is that since the primary link is with ERD, it is ERD influence that will prevail. 

There are questions raised by the donors about the extent to which ERD should take an overall coordinating role with the donor community to help them work collaboratively and in alignment with Sri Lanka government priorities. This would suggest a more integrated approach – donors speak of apparent lack of an overall strategy. This also speaks to the NPD link: their role is to consolidate government priorities, however there does not seem to be a public presentation of those from NPD, rather priorities are found in political presentations. Donors and ERD speak of the small window of time for Sri Lanka to continue to receive aid rather than commercial loans and their interest in really consolidating the impact. Donors also speak of the interest of their parent organizations in working collaboratively among donors to address local priorities rather than designing their own priorities.

A major issue under consideration by the donors and ERD is the poor disbursement rate. There is some question as to the appropriate role for ERD with respect to its linkage with the potential and actual implementing agencies for projects – the proposal development and monitoring. Workgroups have developed templates and systems to assist the agencies – how involved should ERD be? 

Vision / Strategic Framework

ERD has well-developed mission and function statements, and the previously mentioned division and workgroup workplans. However, other parts of a strategic framework such as vision and key result areas are not documented. This can lead to lack of clarity about desired overall impacts and outcomes at the department level and in the public/donor information. There also can be difficulty at the division and workgroup level in determining priority strategic outputs and ensuring synergy among them. Also, the questions raised in the previous section about role would be addressed through a clarified, integrated, strategic framework.

It may well be that ERD was not previously experienced and knowledgeable enough to thoroughly articulate this vision and the corresponding strategic priorities through a participatory process. Perhaps significant attention to big picture would have by necessity been top-down and not meaningful or accessible for staff.  

A strategic framework must be flexible: awareness and analysis of opportunities will change with external circumstances and with increasing staff capacity. However, big-picture focus and flexibility can coexist.

Structure

The current structure is aligned around donors and could be said to be oriented to servicing the donors rather than, for example, geographic areas or sectors in Sri Lanka. Ideally, structure supports strategy, and while the workgroups support strategy, the divisions may not. The divisions work with donors separately, and while the objectives for the divisions have many similarities, e.g. increased supports for effective disbursements, they do not link with each other. If the first two issues, above, are addressed, there may be clear implications for the divisional structure.

There were also suggestions made by some staff that some of the working groups may have fulfilled their mandate and could be retired or reframed. This also should be done in view of strategic priorities.

Sustainability

Three additional concerns were frequently mentioned by staff and by donors in relation to maintenance and continuous capacity building at ERD.

1. Leadership

The current leadership has been consistent since 1996 and is widely credited for much of ERD’s successful change. Naturally, people wonder what will happen if and when the DG was to leave. What can be done to ensure that any future leader would sustain and build on the progress to date?

2. Support

The UNDP project money has supported the initial technological developments, staff development, consulting assistance in strategy development and implementation, and the annual stakeholder workshops. What plan is in place to address what needs to be continued and how?

3.   Staff

Many staff and donors spoke of the obvious significant increase in competence and confidence in the staff. They also spoke of the challenges in ongoing development and then in retention. Staff needs to learn more about the world of loans and trade, and more needs to be done to help the second and third levels of staff increase their leadership and strategic skills.

There are limited rewards available for positive performance – the public service hierarchy is carved in seniority and there are no provisions for salary adjustments. For many of the staff, the challenge, responsibility and development are rewards, as is leadership’s positive recognition. However, other ways of rewarding performance would also be helpful, both to sustain motivation and to keep them in the job. Highly competent staff may be recruited to other possibilities, in the private sector for example, where financial compensation can be much greater. 

4.Inclusiveness

Very little is being said here about the support staff. I did not meet with them, but it was suggested by others that they do not feel as included in the ERD experience. They do not get the same opportunities for professional development, their working conditions are not as good, and for some, the lack of skill in English limits their inclusion in ERD activities. As noted, they also have working groups
 who are focused on important support issues and there are language classes open to them.

Miscellaneous

1. Public transportation in Columbo, particularly to outlying areas of the city, can be  erratic after working hours. This was mentioned as a barrier for those who would happily work later if they were assured of then getting home. They wondered if some kind of buses for government staff could be arranged.

2. It was suggested that perhaps the internal workings of divisions could be improved by realigning the teamwork – chunking the processes and individuals take responsibility for the chunks.

3. It was noted that not all directors are equal in their interest in delegating responsibility and helping junior staff develop.

RECOMMENDATIONS

SUGGESTIONS FOR SUSTAINABILITY AND CONTINUED DEVELOPMENT

I am confident that the ERD staff can collaboratively determine the appropriate next steps for themselves. I offer the following as suggestions from my perspective.

1. Strategic Planning

There would be value in the development of an articulated ERD strategic framework. This could include a statement of the following: 

· Vision – Statement of desired impacts from ERD work - which future desired benefits for which stakeholders   

· Values – Statement of which principles ERD takes as central – what beliefs will they put into practice 

· Mission  - Mandate of who ERD is and what they do (already exists) 

· Key Results Areas – Areas of benefits identified as impacts in the Vision e.g. Will ERD take an active role coordinating multilateral and bilateral donors to be more strategic, coordinated and committed to a common vision?  

· Current Situation Assessment (often done as a “SWOT” – internal strengths and weaknesses, opportunities and threats in external trends)

· A department workplan focused on strategic priority results in results areas and performance indicators for same, including increased focus on customer needs - e.g. Line ministries and implementing agencies.

Such a framework, which could certainly be revisited and revised periodically, would address the first two issues identified above. 

This could be developed through strategic thinking / planning sessions which include the above elements, including stakeholder consultation. It is often helpful to have an external consultant facilitate this process. 


Division and working groups could then use the overall plan to frame their workplans in alignment: the links and synergies between all parts of the department would then be clear.

Time in staff meetings could be allocated for monitoring of the department strategic plan and the focus on outcomes and impacts would be sustained. Staff could then assess whether they are investing their staff resources most appropriately – “who is best to do what?”

2. Divisional Restructuring

It may be that a statement of department wide strategic focus would suggest a restructuring around strategic lines rather than donor supports, perhaps around issues, e.g. land use, rather than donors or sectors. Since structure ideally supports strategy, it is premature here to suggest a structure: however, ERD could benefit from considering options. It is suggested that the strategic working groups be maintained, however, a refocusing of the terms of reference of those groups might be needed.

3. Capacity Sustainability / Development Plan

The ERD staff can focus on sustaining and increasing the positive changes: there is confidence that capacity is broad-based and not dependent on any particular person and that it will continue to develop. To formalise the process, I suggest a working group be established to keep the change spirit and systems dynamic – this could be the ad hoc change management group put together during my consultancy or some similar cross-functional group. 

This group could revisit the tools I supplied during the “boundaryless organization” workshop: 
 these would help them engage staff in discussion and planning regarding speed, flexibility, integration, and innovation and the degree of satisfaction with information flow, competence, authority and delegation, and rewards. 

Divisions and working groups could benefit from clarifying what they are accountable for, what they have authority for, and how they will make decisions – e.g. consensus, majority, minority (due to expertise, for example) or on the basis of authority. They then can assess what skills they need to develop to sustain organizational effectiveness.

4. Continued Staff Development / Retention

There will continue to be new challenges for ERD staff as the context of external financial support to Sri Lanka shifts. There are continuing needs for leadership and technical skills development, e.g. staff need more training in borrowing from commercial sources, legal agreements, external debt management, export credit, dealing with debt in different currencies, etc. There is good work in this area being done: it must be sustained. The Staff Quality group could also consider needs regarding performance assessment and internal placement and rotation.

Attention must continue to be paid also to the issue of rewards and recognition. There may be creative options for encouraging excellence and retaining good staff, e.g. build on training, collaboration, and even secondment options with donors.

 There may be opportunity to focus also on support staff – perhaps they could take on some of the administrative work as well as the clerical work.

5. Increased Linkages

ERD has contributed to the stakeholder network through the linkages it has already supported. This could be enhanced through web links, continued stakeholder meetings, etc.

ERD also has opportunity to contribute to the process of increasing capacity with other departments. ERD staff may be asked to do presentations on aspects of the changes at ERD, e.g. MIS systems and tools or to facilitate meetings where others plan for their increased effectiveness. 

6. Suggested Strategies for UNDP

There are others interested in learning from ERD and moving their own departments forward. The potential for impact increases if that occurs with those who are linked with ERD, e.g. partners such as NPD and implementing agencies.  UNDP could sponsor organizational capacity building training and coaching processes, provided that there is commitment from the departments to change and to listen to stakeholder views. Support for the technological infrastructure development in those departments would also be important.

CONCLUSIONS

ERD has much to be proud of in their success in transforming their department. They now have a skilled staff that, rather than resting on their accomplishments, are keen to continue development and have the capacity to see possible areas for development and make it happen. 

They have identified that they can continue to improve, that there is room to become more strategic, responsive, integrated, adaptable, transparent, linked with stakeholders, and innovative – to serve the people of Sri Lanka. 

This will require continued awareness, assessment, and action. They must dialogue internally and with stakeholders, develop skills, engage in visioning, prioritize, increase teamwork, and continue data based decision-making.

As long as they keep on learning, they will continue their noteworthy success.

� ERD has two levels of staff, which could be considered as officers and clerical, or program and support. Unless noted, I am referring here to the officers, a seniority range which includes research officers, assistant directors, deputy directors, directors, additional deputy director and director general.


� See Appendix 1 for The Terms of Reference for this consultancy 


� The reports produced by these missions were  Report on Review and Reorganization of External Resources Department, June 1992, S.B. Awan and Strengthening the External Resources Department for Coordination: An Action Plan, February 1994, Strengthening the External Resources Department Aid Coordination: Report of the Second Mission, October 1994, and Strengthening the External Resources Department for Aid Coordination: Report of the Third Mission, February 1997, all by Nihal Kappagoda


� See Appendix 2 for the outline of consultant activities 


�   See R. Bellingham, 2001


�   See L. Anderson and D. Anderson , 2001


�   See Senge 1990, 1994, 1999


�   See Fossum 


�   See Ashkenas et al. 1999


�   Mourier and Smith, 2001


�   Fullan, 2001


�   Fullan, 2001


� This was described as a relative rarity in the Sri Lankan public service, with staff routinely “delegating up” and unwilling to make decisions or take responsibility except at the very senior levels.


� See Appendix 2 for Working Groups’ Accomplishments Presentations from the February 19 th session 


� These workplans will be part of the assessment used in the future evaluation mission and the content will not be explored here.


� I conducted a session on the ERD experience for other public service officials – see Appendix 2. Senior public officials requested a meeting after and spoke of his strong interest in using ERD staff to help other departments in a change process. 


� ERD does not assess project proposals, but does conduct independent reviews when necessary. They also consult technical authorities to clarify technical matters.


� ERD does take a proactive role in coordinating cross-sectoral strategies to address issues such as poverty reduction, IT, etc. NPD are a member of working groups on these issues.


� Aid and debt strategies are outside my terms of reference and areas of expertise: I trust that these issues will be addressed fully in the Evaluation mission to come.


�  A parable about visioning or lack thereof tells of three stonemasons working together, who were asked what they were doing. The first said – laying a stone. The second worker replied that he was building a wall. The third enthusiastically replied that he was building a temple.  Noted in Human Technology Inc. 1999


� These groups focus as follows: Efficient Management (non-personnel – office environment), Improvement of External Communication and Regulation of Transport, Skill Development, Developing Mutual Cooperation and Relationships Within and Intersectorally, Improve Efficiency through HRM (workloads, job aids, systematic internal transfers)


� Included with Appendix 3 in paper versions of this report
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