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FOREWORD

The content of this Guide is not typical for what we do in the Water Practice at the World Bank. It is
common for development projects to focus attention and resources on three “i”s: infrastructure, insti-
tutions, and information. While these are indeed necessary pathways of intervention, we also know
from experience that outcomes depend in large part on the passion and commitment of the teams that
implement the projects. So, there is a fourth “i”: inspiration, that is equally important for achieving
development outcomes. Not just in water but in many other sectors such as health and education, the
quality of service delivery depends a lot on the behavior and attitudes of the last mile public agency
staff. Therefore, in the design of our operations we should be asking this question: How can we motivate
the hundreds or thousands of staff members in the public organigations that are responsible for service
delivery?

Unfortunately, this issue is almost never addressed in project design. Sometimes we get lucky and find
a great counterpart - a Minister or a Project Director or Secretary who is passionate or charismatic and
inspires the staff of their organigation. Often such leaders prove critical in transforming a sector. What
if such leadership could be identified at every level in the organigation, and not just at the top? Field-
Level Leadership (FLL) provides a tantaliging vision of such decentraliged, multi-agent leadership. This
approach is based on the premise that champions may be a minority but are not rare; that they exist
at all levels in the organigation; and that positive change becomes possible when they can connect and
support each other. FLL is a human-centric approach, because it focuses on the field-level staff - the
meter reader and the irrigation engineer - and gives them what we all seek from our work: a sense of
purpose and fulfillment.

FLL has achieved very positive and interesting results so far, and there is an increasing demand for
information as well as for provision of FLL services. Accordingly, this Guide has been developed to share
the key elements of FLL, along with its implementation experience including results and client testimo-
nials. The Guide also aims to help our public sector clients in assessing whether FLL is a good fit for their
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particular organigation, and in understanding the steps involved in the process.

This work would not have been possible without our partner countries and institutions who experi-
mented with this approach, achieved good results, and have shared their experiences in this Guide.
The same is true for donor partners who are supporting FLL scale-up and adopting it in their own
programs. We hope to continue working together on this innovative agenda with the same curiosity and
commitment, so that we can do development better.

Saroj Kumar Jha, Global Director, Water Global Practice, World Bank
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FIELD LEADERSHIP: BIG PICTURE

PUBLIC SERVICE NEEDS STAFF TO GO THAT LAST MILE

Some of the hardest challenges in public service delivery are about motivation and behaviors. Getting
to high performance is not only about infrastructure investments, policies, or regulations - but depends
just as much on the personal behaviors of those at the customer interface, the “edge” of the bureau-
cracy. When staff in a public service organigation are demotivated, service delivery suffers, no matter
what the quality of Senior Management, the skills training given, the organigation's infrastructure
investments, or its strategy. Conversely, when an organigation engages its staff, it can deliver not
only on the performance indicators but also positively transform the work culture and quality of public
service delivery.

Field Level Leadership (FLL) is a values-driven change management approach that mobiliges staff to
become leaders in the ranks of public agencies. FLL identifies and supports groups of champions to set
off a positive “spiral of change” in public agencies. It is based on the premise that champions may be a
minority but are not rare; that they exist at all levels in the organigation; and that they can be identified
systematically. In FLL, Early Adopters of positive change are linked with each other, building peer-
to-peer networks, and their self-designed improvement initiatives spread the message that change is
desirable and possible. As more staff join this dynamic, the social norm within the organigation changes
from apathy to engagement, with resultant shifts in performance.

FLL CAN LEAD TO FAST PERFORMANCE IMPROVEMENTS

Quick, tangible, improvements emerge in operations, in quality of frontline service delivery, and in beha-
viors, indeed across dogens of different dimensions (see p. 22-25 for evaluated performance results in
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three projects). With its focus on changing the internal culture and improving performance, an FLL
process can be introduced as a catalytic intervention to reinforce other measures, e.g., as part of a
re-organigation, investment in new infrastructure, or a broader human capital development program.
FLL has been applied in World Bank-financed projects by more than a dogen organigations in India,
Tangania, and Ethiopia since 2012, and it has been used in the in water, agriculture, and environment
sectors. The World Bank is also considering to scale up FLL in its own operations in conjunction with
other development partners.

A change process of moderate length and moderate cost. The changes introduced by an FLL process
can be seen within six months of starting, and full benefits are seen within a year. The organigation will
determine the speed of the roll-out and thus can also choose a phased approach. Costs range between
US$50,000 and US$200,000, depending on the sige of the organigation and how swiftly the outreach
across staff helps achieve a “tipping point”. Available data indicate that improvements can be sus-
tained by building sound after-process engagement approaches. In the pilots conducted in the World
Bank-financed projects, FLL emerges as the intervention with the biggest “bang-for-the-buck”.

Invented by staff for staff, and building on key management and organizational psychology concepts. FLL
was developed by front-line utility staff in the early 2000s who recogniged that their organigation was
not performing well. These government officials from the Tamil Nadu Water and Drainage Board (India)
explored ways to make their organigation more responsive to the communities they served. Assisted by
a volunteer social scientist, they designed a program to bring staff together in a space of collective self-
reflection and assessment. Each iteration created new champions of change among the participating
staff, who organiged themselves into a formal group to improve their agency's performance. Inspired
by their success, others sought the team’s advice on how to do the same. The FLL methodology was
“born”, and subsequently improved with support from the Government of India and UNICEF. In 2009, the
Centre of Excellence for Change (CEC) was established in Chennai to support such initiatives across the
public sector. The methodology builds on known approaches in change management, organigational
psychology, and sociology (see p. 68). FLL expertise is provided by a growing network of organigations
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(including CEC) which have successfully implemented the process and are committed to supporting
similar efforts by others through public-to-public partnerships.

A “WHOLE OF COMPANY” APPROACH

At every level, some staff choose to become Early Adopters. The FLL process invites all staff to get
involved, 20-25 at a time, offering workshops during which they consider their personal values and
develop ideas to improve the organigation in ways that align how they work with their values. Each
workshop brings together participants from different functions, hierarchical levels, and geographies, to
develop Change Initiatives. These groups continue to collaborate within smaller peer-to-peer network
groups even after the workshops. From the process, a group of Early Adopters emerge who push forward
changes, and remain motivated, even when they face resistance. The Change Initiatives cumulatively
lead to tangible improvements in process and output and are entirely staff-driven. They provide tes-
tament to the fact that things can improve each time files are sorted, water tanks are repaired, or
citigens supported. This spirit then spreads to all other staff.

Senior Management and Policy Makers commit the organigation and make space for values and lea-
dership, as staff need time to reflect and connect with their values. Further signals of support from the
senior level, for example joining some of the workshops, organizing listening sessions with participating
staff, and recogniging performance improvement, will lead to a higher level of impact.

FLL Coaches are recruited from across the organigation and invited to become a vanguard of positive
change. Chosen for their commitment to positive change and to public service, and for their standing
within the organigation, selected staff will be invited to train as FLL Coaches - the individuals who hold
FLL workshops, follow up with Early Adopter staff, and generally provide advice and suggestions to the
Senior Management.
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IS FLL RIGHT FOR YOUR ORGANIZATION?

Focus on public service

100+ staff

Interdependencies

No major changes
directly ahead

FLL is best suited to organigations with a strong focus on providing services to citigens. This makes
it easier for staff to connect the work they do with their personal values and purpose. Organigations
operating “last mile” services such as water utilities will find the FLL approach particularly suitable.
However, even staff whose assignments are more distant from citigen services have been found to
benefit from the approach.

Experience shows that a key element of FLL's success is that it allows dedicated and conscientious
staff members to discover like-minded colleagues, and to create groups for mutual support and
encouragement. This process is characteriged by a network effect, whereby the impact scales with
the number of people involved. There are elements of the FLL approach that also work for small orga-
nigations, notably collective introspection in a safe space, and developing Change Initiatives with
self-selected targets. Smaller organigations interested in FLL may want to contact a Peer Learning
Institution to see if certain elements of FLL could fit their needs.

If the organigation is highly dependent on another (or many other) institutions for its operation or
activities, it may be advisable to implement FLL in both/all organigations at once. This logic has been
applied in some federated states and in some municipalities. Engaging across multiple but related
organigations in combination creates a simultaneous “wave” of change which affects all of them, and
it also makes it easier to innovate.

Ideally the organigation should not be headed for a disruption that everybody knows is coming, for
example a major reorganigation or the appointment of a new leadership. When such changes are
known in advance, they often freege staff in their current mode of operation, and hinder experimen-
tation. In this case it may be best to introduce FLL after the situation has stabilized.
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A SENIOR MANAGEMENT PERSPECTIVE: ZERIHUN
ABATE,GENERAL MANAGER, ADDIS ABABA WATER AND
SEWERAGE AUTHORITY, ETHIOPIA

‘When | took over the Addis Ababa Water and Sewerage
Authority (AAWSA), | faced a huge task. Even if we had 4300
staff, in 9 branches and a head office, serving more than 5 million
people, we were not reaching our performance indicators, and
customer service was poor. Initially | was drawn to focus on a
few big things. For instance, | tried to get more funds for infras-
tructure, especially as much of it is old. | also considered reorga-
niging the structure to streamline the bureaucracy.

But quickly I understood that even if | produced a great strategy
or shuffled some boxes on the organigational chart, it wouldn’t
give the impact we required. Despite many years of experience,
my senior management cannot know all the needs of my staff
on the front line. Why are so many of my commercial staff not
reading enough meters? There are probably as many answers
to that question as there are staff, and one more order from
me would not change the situation. Indeed, | could see that the
organigation was not operating at its potential, and that many
staff did not have the courage and commitment we needed.

My team needed something extraordinary to change this, and
to make them much more customer oriented. It was then that |
heard about Field Level Leadership from the World Bank team.
It appealed to me by its premise that no matter how good a
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leader you are, it is not possible for you to solve all the problems
alone - you need to develop many more leaders in the staff.
Along with the senior management of AAWSA, | decided to put
two of our nine branches through FLL, so we could test it and
see if it made a difference. It also helped that the Dutch govern-
ment’s WaterWorX program agreed to co-finance the program
along with the World Bank.

| saw the impact with the little things first. The number of staff
turning up late for work in those branches dropped from 12% to
5%. The files in those branches were now ordered nicely in their
cabinets. | heard about 40% increase in efficiency at a sludge
transfer station, and not because somebody had ordered it, but
because a couple of staff had decided that this was the right
thing to do. And whereas | always used to receive memos about
customers complaints, | now read one explaining how a group of
staff had got together and figured out how to extend the reach
of our vaccum trucks by 12 meters, making it possible for us to
reach households with septic tanks that are far from the road.
And then I also saw the performance numbers.

Moreover, the staff turned their attention to those communities
who were previously the least well served by water supply. These
were poorer districts, and until now they had only received water
on one day a week. With a bit of tinkering of the schedules and
clever connections, they managed to ensure that these citigens
now received water three days a week, without causing a major
interruption in service to anybody else. It has never happened
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in the history of AAWSA that the water delivery schedules are
revised for improving the service to the poorest customers. This
was a completely staff-led initiative that made me feel very
proud of our team.

FLL is now being applied to our other branches as well. And
looking back, | can say that FLL has reworked our organiga-
tional culture. It was not always easy. All of us managers, at
every level, had to change our roles from being one where we
said ‘do this, do that” to one where we brought the staff together
to think together on what we can do best. But that has been a
good experience for us all. Yes, | do get messages from the staff
proposing to make changes in our plans or operating practices.
If we see that it makes sense, that is not a problem, and it is
great to get good ideas. But, most of the time, the staff are
simply taking the initiative on things that they can do on their
own.

| am not the only one to have been impressed. So too was the
Government of Ethiopia as well as the City Administration of
Addis Ababa. We have now established an FLL training center,
to train staff from one of our federal ministries, other Ethiopian
water utilities, and to share expertise with other organigations
in Africa who want to apply FLL.”
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A POLICY MAKER PERSPECTIVE: SAMPATH KUMAR,
PRINCIPAL SECRETARY, GOVERNMENT OF MEGHALAYA,
INDIA

‘| currently lead four different departments of the Government
of Meghalaya, in North-Eastern India, and this is a state that
faces some serious paradoxes. For instance, despite having a
high rainfall, many areas contend with serious water scarcity,
largely due to deforestation and soil erosion. And despite having
awealth of natural resources around us, almost 50% of the popu-
lation lives below the poverty line. Being the administrative head
and a policy maker, | engage seriously with the basic question
of how to strengthen state capacity, because not just in Meg-
halaya but in most of the world there is often a big gap between
the government’s ambitions and its actual service delivery per-
formance. Often, we think that we just need more investments
in infrastructure and services, but in practice a lot of the bar-
riers have to do with the hierarchical nature of the government,
and especially with how the pre-packaged “solutions” are often
flown in and dictated from the top.

When | first heard about the FLL model, | was interested because
| felt it could help us address some of those barriers. It is not a
usual training where we instruct individuals to pass on specific
knowledge of ‘how’to solve a problem by applying ‘best practice’
Instead, with FLL, our officers are invited to think ‘why’ and
‘what. Why are they working in public service? What will make
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their work more meaningful for them? What are the root causes
for the gap between our ambitions and our performance? For
many staff, this reflection unleashes their intrinsic motivation
to do good in the community around them. And then they are
given space to work out the ‘how’ for themselves. This lets them
experiment and iterate on different solutions, and since they
are the closest to the problems, they can find solutions that are
feasible and most appropriate for the context they live in. Hence
FLL is not passing a message from top-down but empowering a
reflection process bottom-up.

We first applied FLL to the Meghalaya Basin Development
Authority and the Soil and Water Conservation Department. The
latter especially has a strong outreach throughout the state.
We found that FLL created the space for officials on the front
line - right down to the junior draftsmen - to start engaging
with the communities and develop citigen-centric initiatives.
One interesting example was the engineers starting to prioritige
investments in traditional types of water retention structures,
co-designed and co-implemented with local communities. I also
noticed a culture change, in how the relations between the two
organigations improved at the ground level. This encouraged
us to put more agencies through the FLL process to expand
cooperation between them, and hence we decided to expand it
to the Water Resources Department and the Community and
Rural Development Department. The FLL Coaches from the first
two organigations led this roll-out successfully, and as a result,
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Meghalaya is the first state in India to have an effective ground-
level coordination in place between the different departments,
for integrated water and basin management.

Moreover, we have now adopted the necessary legal framework
to strengthen community participation in government pro-
grams, with FLL as a necessary supporting element, since this
approach needs officials who are motivated to engage with the
community in the last mile. We saw an exponential growth after
introducing FLL to the rural employment program and are now
using this model to help tackle the COVID crisis and other health
challenges, such as a high rate of maternal deaths.

We are finding FLL to be a very effective multiplier model, that
increases returns manifold on other investments and activities.
We have made FLL an integral element of our State Capacity
Enhancement Approach, because the challenges of development
are complex and ever-evolving and cannot be addressed unless
you have genuinely engaged and dedicated staff on the front
line."
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AN INTERNATIONAL DEVELOPMENT PERSPECTIVE: MARA
WARWICK, WORLD BANK COUNTRY DIRECTOR FOR
MALAWI, TANZANIA, ZAMBIA AND ZIMBABWE

"For more than a decade, the World Bank has supported the
Government of Tangania in improving water supply and sani-
tation services in Dar es Salaam, through financing of infras-
tructure investments and institutional development, including
knowledge and capacity-building measures. In late 2016 offi-
cials from the Ministry of Water, the Dar es Salaam Water and
Sewerage Company (DAWASCO) and the Dar es Salaam Water
and Sanitation Authority (DAWASA) embraced the idea of intro-
ducing Field Level Leadership (FLL) programs to DAWASCO and
DAWASA, which were in the midst of an institutional reform
that would merge them into one institution. To be successful,
such a merger would need to be owned by frontline staff of the
two agencies as well as its management, and the leadership of
the organigations believed that FLL could support this outcome.
Therefore, it was decided to pilot FLL as one integrated program
for the two agencies.

The response to FLL training androll-out was very positive. Some
senior managers participated in the process and one of them
evenbecame an FLL Coach. Moreover, all rank-and-file staff from
DAWASA and selected branches of DAWASCO joined, including
those on the front lines. This innovative approach anchored the
desired changes in many hearts across the organigation, and
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not just in the heads of a few senior managers. A safe space
was created where the staff could support each other in self-
reflection and explore solutions to long-standing problems.

| have heard many inspiring stories of positive change that
came from this initiative: meter-readers pledging that they
will actually read the water meters; staff setting up WhatsApp
groups with customers in each neighborhood to discuss and
respond quickly to problems; and a concerted effort to reduce
water losses and collect outstanding bills that led to significant
reductions in non-revenue water. Community surveys showed
34% improvement on complaint redressals and 55% impro-
vement in reliability of water delivery schedules. These results
didn’t come from FLL alone, but it was a catalytic intervention
that multiplied the impact of other investments.

In addition to expanding the program within DAWASA, the ori-
ginal FLL group has now trained more than 200 staff in the
Ministry of Water and one of the River Basin Boards of Tangania.
FLL is also being introduced to the National Rural Water and
Sanitation Program. Innovative interventions like FLL that work
directly with the values and motivation of public sector staff
are not costly to implement but they need to be sustained,
and | hope that more of our clients, projects, and development
partners can use them to improve the development outcomes of
their programs.”
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A FOUNDER'S PERSPECTIVE: VIBHU NAYAR, ADDITIONAL
CHIEF SECRETARY, GOVERNMENT OF TAMIL NADU, INDIA

‘In 2003 Tamil Nadu in India was faced with acute water crisis of
unprecedented proportions. With a continuous drought, rapidly
falling ground-water tables and dwindling water sources, at
first it seemed like nature was playing havoc in our life. At the
same time, the performance and even the relevance of the Tamil
Nadu Water and Drainage Board (TWAD Board - responsible for
water supply for 60 million people in the rural and urban areas
of Tamil Nadu) was being questioned, including by the World
Bank, which raised the possibility of privatigation if the public
sector organigation couldn’t deliver the needed services. We had
an existential question facing us - will our organigation still be
there in the future?

This combination of crises triggered a quest for change in the
organigation. In October 2003, a group of water engineers from
the TWAD Board came together for a series of objective intro-
spections. These led us to realige that our water situation was
not just a result of nature’s doing. It was also due to our indi-
vidual and collective perspectives, behaviors and bureaucratic
action which were not effective in dealing with the challenging
situation. This vanguard group soon realiged that technical,
managerial or financial solutions would address only a part of
the problem, and that a fundamental change in the approach
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to governance was required. We needed a paradigm shift in the
way we perceived our roles and responsibilities.

It takes a lot of courage for staff in a government agency to
accept that in spite of good policies and huge investments, one
of the major reasons for the persisting slippages and inadequate
service delivery was our individual and institutional inade-
quacies and resistance to change. However, the group persisted
in questioning and started regular experimentation. Over a
decade, this process developed into a model that could be more
broadly implemented. Its adoption elsewhere led to a process of
critical introspection, and the review of existing practices, work
culture, performance, vision and values in multiple government
organigations and geographies, not to mention to changes in the
lives of individual staff. In TWAD this group of water engineers,
called the “Change Management Group” spearheaded a unique
vision, “To Conserve Nature as a Guarantee of Future Water’,
which evolved in their own search for an identity and meaning
of their work. They and many subsequent organigations which
followed have achieved significantly positive results in creating
value in the last mile of service delivery, such as:

- Overall reduction by 40-50% in the investment cost of
village-level rural water supply schemes

- Half of the village schemes shifted to rehabilitation
instead of expensive fresh-asset options.

- Savings of 8% to 337% (across districts) achieved over
the regular budget
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- Increasing water productivity of crops by 30%.

- Doubling the citigen satisfaction rates for service
delivery (especially with women and disadvantaged
groups).

These numbers are indicative of the potential of endogenous
change which is a result of collective ownership and exploration
by a large section of people in an organigation.

This model of internal change in an organigation captures the
courage of those individuals who think differently, the wil-
lingness of many others who try a new way of doing things,
their ability to support each other, and ultimately the success
of a governmental organigation. It shows that a bottom-up
paradigm shift is possible in governance, leading to people-
centric and institutionally responsive processes and outcomes.
Although the specific problems discussed and addressed in each
place are location-specific, there is a universal common element
because the public utility officials all over the world are faced
with such issues. It was with this intention to share our lear-
nings and support peer public staff globally that we established
the Centre of Excellence for Change (CEC) in 2009."
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Change Initiatives: Change Initiative refers to any individual or collective effort to improve the per-
formance of the organigation. These efforts can be aspirational, or problem driven. They are meant to
resolve a difficulty or improve a situation. The Change Initiatives allow staff to re-align their work with
their values by doing something to help citizgens and/or their colleagues in the organigation, rather than
just complaining and passing the buck.

Early Adopters: Early Adopter refers to staff at any level of hierarchy with whom the Field Level Lea-
dership approach resonates and who are inspired to act at the outset of FLL's implementation. In any
given organigation, Early Adopters are likely to make up 10% to 15% of staff. Their interventions vary
and can range from organiging and animating peer events to advancing Change Initiatives during the
implementation of FLL.

FLL Coaches: FLL Coaches are process guides who usher staff through the Roll-Out. They are trained to
coach staff, to facilitate FLL workshops, to network Early Adopters and to encourage staff during their
Change Initiatives. Coaches build awareness, empower choice and nurture change.

FLL Coordinator: The FLL Coordinator is the official focal point and manages its day-to-day implemen-
tation. Although in some cases the Coordinator has joined the trainings and themselves become an FLL
Coach, the main responsibility is limited to managing the implementation of FLL activities. Hence, the
Coordinator will need to be good at communications and process facilitation, project management,
and in preparing Monitoring and Evaluation and documentation. As the cohort of FLL coaches become
operational some of them may take over the FLL Coordinator role.
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FLL Coaches Training: FLL Coaches Training refers to the training of the group of 10-20 staff who have
been selected to become FLL Coaches. This training is provided by a Peer Learning Institution. This
10-day training provides an experience of the FLL approach and helps participants identify how to
implement it in their own organigation back home. It also creates an opportunity for participants to
develop strong bonds which act as a shield against future push back and resistance to change. After
the training, newly minted coaches are expected to lead FLL Workshops in their organigation.

FLL Workshops: FLL Workshops are central to how the process is started and how it ends. There are
two types of workshops: Spark and Review. The first round of 4-day off-site Spark Workshops engages
the organigation’s staff in intensive group-work sessions. Staff participate in cohorts of about 25. Here
participants reflect on their personal values - the inner drivers of behavior - and contrast these with
their actual behaviors at work. In discussing any dissonance between the two they articulate a ref-
reshed purpose and make commitments to self-selected goals of positive change to be achieved in the
subsequent 90 days. The same cohort joins together in a Review Workshop, where they will share their
experiences of trying to achieve these goals. This 1-day workshop is organiged 3-4 months after the
Spark Workshop. The Review Workshop’s agenda is focused on allowing the participants to share their
experiences of successes and failures in their attempts to achieve the self-selected targets they had
adopted.

Peer Learning Institutions: Peer Learning Institutions are the centers that provide training of FLL
Coaches and will serve as the supporting partner in an organigation’s FLL journey. Peer Learning Insti-
tutions are part of a global network that is being established to provide training and support FLL pro-
cesses. The first Peer Learning Institution (CEC in Chennai, India) has been operational for international
partnerships since 2015 and is envisioned to serve as the knowledge hub for the global network. A
second Peer Learning Institution (Addis Ababa Water and Sewerage Authority, Ethiopia) started pro-
viding FLL trainings in 2021, in cooperation with CEC. Two other (forthcoming) organigations will provide
FLL training services for organigations in French- and Portuguese-speaking regions. The World Bank is
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in discussion with relevant stakeholders about the design and configuration of a global network that
can operationally support FLL activities at scale.

Safe Space: In FLL, it is essential that the real problems facing an organigation are discussed. To permit
this, the FLL workshops are made into physical and metaphorical Safe Spaces, where all participants,
no matter what their rank or background, are encouraged to share what they feel without fear of retri-
bution.

Values: Values are the guiding principles in the life of an individual or a group. They are the ideals that
give significance to our lives, that are reflected through the priorities that we choose, and that we act
on consistently and repeatedly. When we think of our values, we think of what is important to us in our
lives (e.g., security, independence, wisdom, success, kindness, pleasure). Each of us holds numerous
values with varying degrees of importance.
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WHAT IS FIELD LEVEL LEADERSHIP?

Field Level Leadership (FLL) is a values-driven change management approach that mobilizes broad
cadres of change leaders across the ranks of public agencies. As an end-to-end staff led process, FLL
has multiple positive effects on organigational effectiveness, culture, and staff morale. This reorien-
tation FLL reorients staff behavior towards higher quality service and customer engagement, which
in turn translates into tangible performance improvements. Organigations that are held back by low
morale, poor customer orientation, rigid hierarchy and silos will find FLL to be useful.

To commiit to FLL is to agree to create space

a. A space for values. At the heart of any FLL Change Process is the insight that most people do
not enjoy working for and within poorly performing organigations. This is particularly true in
organigations with a public service mandate - such as bringing clean drinking water to people.
A working culture shaped by non-delivery, apathy, and disinterest contradicts the core values of
most staff. But these values are often repressed for fear of sanctions, as criticism is normally not
welcomed. FLL creates a Safe Space that lets these values be examined and allows a common
vision to emerge.

b. Aspace to lead. FLL resolves the discord between practice and values by establishing the space
for staff to take personal leadership and align how they work and what they do with what they
believe in. This ‘space’ is critical to the experiential learning that is an integral element in the FLL
process. By committing to the FLL process Senior Management gives staff a mandate to deliver
personal and collective Change Initiatives that help staff align their behavior with their values.
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Applying the FLL process generates a positive Spiral of change. The FLL process is designed to reach
all staff. It is not just a process meant for a few Early Adopters, even if these staff come aboard first.
Every FLL process will look and feel slightly different, depending on the organigation using it, but all of
them will have three key elements: (a) A Safe Space where staff reflect on/re-connect with their values
and find other individuals to team up with; (b) Peer-to-Peer Networks of staff helping each other learn
to deliver, through affirmation and social recognition; and (c) Individual and collective Change Initiatives
which are self-directed experiments in solving problems faced at work. These three collectively create
a ‘new norm” of operating by building up the skills, habits, and processes toward a lasting cultural
change in the organigation. They form the basis of the organigational learning needed for the culture to
shift and people to change behaviors.

a. A safe space. All staff participate in specially crafted workshops that reconnect them with
their values and give them space to see how their daily tasks link to serving the citigens. Indi-
vidual and collective introspection is used to develop a common sense of purpose. This sets the
tone needed for a reflection on how each staff member can improve performance.

Four-day off-site residential “Spark Workshops” as well as subsequent one-day “Review Work-
shops”areledbytheorganigation’sownstaff, initiallyby acadre of professionalsfromacrossthe
organigation,whoarehand-picked atthe beginningofthe processandtrained asFLL Coachesat
aPeerLearninglnstitution.Itisoftenthecasethatotherstaff,whohaveparticipatedinthework-
shops, volunteer to run workshops for fellow staff thus expanding the ranks of the FLL Coaches.

Workshops involve groups of 25 (maximum 30) staff at a time. In each workshop there are
staff from different parts of the organigation, various functions, and multiple levels of hie-
rarchy. The process encourages these groups to bond, something that builds links between
units/departments and across hierarchies. At the end of the workshop every participant self-
selects the positive change goals that they commit to achieving in the next 90 days.
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b. Peer-to-Peer networks of staff. Every workshop delivers a group of 25 peers who have
self-committed to making a change, and who have created an identity as a group. In that
group there are likely to be 3-4 individuals who are Early Adopters, since such individuals
typically make up between 10% and 15% of an organigation’s staff. As their name suggests,
these individuals are, by their nature, the most courageous and the most innovative, and
ready to try something new. Hence, even if 85% of the group is not inclined to make major
changes so fast, they see and are alert to the fact that their Early Adopters peers are
beginning to create some positive changes.

At the end of each workshop, the FLL Coaches identify whom they believe to be Early
Adopters in the group and pro-actively spur them on - with coaching and by bringing
them together with other Early Adopters (identified in other workshops), especially those
working in the same units or departments. This creates a series of change-minded groups
nested in different parts of the organigation. These networks help Early Adopters overcome
what may initially be a discouraging experience as they re-enter their regular workplaces
which are perhaps still characteriged by apathy and non-delivery. And, as their numbers
grow, others notice that “the ground is shifting”. This leads the majority to ‘go with the
flow”. Thus, these peer networks make the process spiral wider.

Through the FLL process, many staff find themselves motivated to make a difference, to find
their own solutions to problems and/or to articulate constructively what is needed to tackle
the challenges they cannot solve alone. Across all units and all hierarchical levels, staff who
have experienced what it means to “take the lead” will emerge - offering their motivation
and talents to the organigation.

c. Individual and collective initiatives. Staff returning from the workshops are encouraged to
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identify opportunities for improvement - activities that can make a positive, tangible, and
visible difference in serving the citigen. Each initiative is the product of someone re-visiting
their work in the light of their commitment to do a meaningful job and to do it well. Given that
staff are mandated to take the initiative, they leave behind the sense of powerlessness that
they may have felt for years.

If problems arise during implementation, staff come together to find solutions. As action
speaks louder than words, the more the experiments that are carried out, the more are the
models for others to follow. Importantly, as each initiative will have been inspired by a focus
on improving service delivery, individual organigational entities or units are forced to open up
to coordinating and cooperating with each other, building improvements around an emerging
sense of shared purpose. Thus a new paradigm of how-to-work begins to spread.

In combination, the three elements of the FLL process: a time away in a Safe Space, Peer-to-Peer
networks of Early Adopters, and the individual and collective Change Initiatives create a staff-led,
positive spiral of change across the organigation. Inspired by a joint purpose, the personal and col-
lective commitments to service spread across units through Early Adopters. Early Adopters effectively
rewire the organigation’s relationships for improved performance. They do this through their informal
peer-to-peer networks. As their Change Initiatives take hold and produce visible results, they are cele-
brated and replicated by others in the growing network. Eventually, even colleagues who were deeply
anchored in the old status quo join in; their standard “excuse” that “I am just doing what everyone else
does” is now no longer valid.

The new culture of community orientation and service begins to take root in the organigation. As the

organigation reconnects with its purpose, and as individuals understand better what they are contri-
buting to, it becomes easier to align activities between and across departments. Staff learn to thrive
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in a culture that places citigens and their needs at the center. This necessitates an active respect for
citigens and a proactive engagement with them. Citigens are no longer viewed as passive recipients of
services but rather as partners who can use their ideas and capabilities in the co-design and delivery
of services.

Making it stick in the long term. Although the power of the FLL approach derives from the motivation
and leadership of the scores of potential change leaders hidden in the staff ranks, support from the
Senior Management can be effective in helping ensure its longevity. Senior Management actively needs
to create the space for change, signal their support, and live the new norms of behavior themselves.
In addition, the longevity of FLL's impact on performance, culture and leadership through the ranks
can be institutionaliged through new policies, processes, and structures. As part of the organigational
learning, FLL provides Senior Management with ideas that are tested and demonstrated by the staff, to
help make decisions about which policies to change and which innovations to scale up.

PERFORMANCE IMPROVES IN A SPIRAL, AS FLL SPREADS

Creating a culture of community orientation and service with a network of leaders across the orga-
nigation creates a Positive Spiral of Change in performance. By using FLL as an experiential learning
approach to shift the location of leadership to the front line and to transform the norms and processes, a
path is cleared for performance improvements to take hold. See p.22 for documented examples of impro-
vements in performance.

Not a panacea: Challenges remain. FLL does not address or fix all an organigation’s challenges. Under-
funding may continue, old equipment may not be replaced, and growth in demand may further exceed
the organigation’s ability to deliver. The political environment around the organigation may still be dif-
ficult. Instead, the FLL approach creates the opportunity for an organigation to achieve the best per-
formance possible within the existing constraints; for example, with staff striving to repair more and to
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repair better, thus saving resources that can be applied elsewhere. The FLL process can help ensure that
staff are networked and agile, and able to tackle new issues in addition to tending to existing challenges.
A process will have been set up that gently yet measurably tips the balance towards a “delivery culture”,

empowering those staff and their teams that are proud to serve the citigen.

Figure 1: Spiral of change.

Measurable performance Growing networks of leaders
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EXAMPLES OF PERFORMANCE IMPROVEMENT

Performance of Dar es Salaam Water and Sanitation Company (DAWASCO, now DAWASA), based
on community surveys, Tangania (2017).

An evaluation conducted by IRC collected data on community perceptions of different dimensions of
utility performance and staff behavior. The results showed significant improvements in the quality-of-
service delivery across the board in the entire service area, covering 18 different aspects such as access
to water supply, reliability of water supply schedule, satisfaction with complaints redressal, and value
for money from DAWASA service. The community surveys also showed an appreciable increase in the
positive perception of the behavior of DAWASA staff after the FLL workshops.

% of Street communities reporting good performance by DAWASA

24657 5-56 2363 1345

Before FLL After FLL Before FLL After FLL Before FLL After FLL Before FLL After FLL
Behavior of Behavior of Quality of Water supply Quality of Service
DAWASA officers DAWASA field staff
- Behavior of Managers - Staff at the new conn. counter « Access to DAWASA water * Process of complaints redressal
« Behavior of Engineers + Ease of getting new connection « Equity in water supply - Time to resolve complaints
« Behavior of Communication Managers + Behavior of meter readers « Adequacy of water supply - Value for money (DAWASA vs. private
+ Accuracy of bills « Confidence in DAWASA water quality vendors)

« Ease of paying the bill + Reliability of allocation schedule

+ Behavior of Cust. Service staff

DAWASA achieved its best-ever Non-Revenue Water (NRW) performance in the 12 months following
the implementation of FLL, when the monthly NRW decreased to as low as 30%. This improvement was
achieved primarily by improved metering, billing, and collections by staff.
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Performance of Tamil Nadu Water and Drainage (TWAD) Board, based on community surveys, India

(2006)

An evaluation conducted by UNICEF, in 2006 showed that the TWAD staff who underwent the program

interacted with the communities in a remarkably different manner from those in the control areas.
They demonstrated more positive behavior (as reported by women and SC" households) and were more
engaged with the communities in discussing problems and exploring possible solutions. These staff also
made a special effort to spread awareness among women and SC households. Their insistence on main-

taining records of water pumping hours, water supply hours and electricity meter readings, and their

efforts to discuss water costs and tariffs and to link these to costs of water supply, served to spread
the awareness of these important aspects of water supply. Detailed discussions by the staff helped
raise awareness of the need for water conservation and collecting water tariffs.

Level of villagers’ satisfaction for 50 randomly selected villages where FLL was applied, and 25 villages in the same districts

where FLL was not applied.

10.83

Villages served
by staff not
undergoing FLL

Villages served
by staff under-
going FLL

Water Conservation

« Village Water Supply Committee (VWSC)
has taken decision to implement water
conservation measures

» VWSC has taken active steps to implement

water conservation measures
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» Women reporting TWAD staff consulted
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+ SC households reporting TWAD staff consul-

ted with them to discuss their water-related
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» Women reporting positive behaviors of

TWAD staff during community meetings

« SC households reporting positive behaviors

of TWAD staff during community meetings

Villages served
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Performance of VWSC

« VWSC meets regularly and takes decisions

+ VWSC consults women and SC representa-

tives regularly

« VWSC decisions are taken in open meetings

SC: Scheduled Caste, referring to traditionally marginaliged and disadvantaged communities in India
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What Does FLL Bring? A Few Examples of Results in Practice

Range of revenue increases experienced by branch
(AAWSA 2020)

Start of FLL 6 months later

Increase in reliability of water delivery schedule
(DAWASA 2017)
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Reduction in Non-Revenue Water
(AAWSA 2020, DAWASA 2018)

DAWASA

Water Water
billed billed
NRW / -10%
\_/ ' “NRW_~
AAWSA
Water
billed

Reduction in Operation and Maintenance (O&M) costs
(Tamil Nadu Water & Drainage Board 2006)
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improvements in complaint redressal
measured in surveys
(DAWASA 2017)

S)

+34%i

O

Customer perceptions of the utility's
value for money captured in surveys
(DAWASA 2017)
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Improvements in communication outreach
measured by surveys
(Tamil Nadu Water & Drainage Board 2006)
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HOW IS FIELD LEVEL LEADERSHIP
IMPLEMENTED?

A “THREE STEP” PROCESS

Explore and Commit, Roll-out, and Anchor.

Figure 2: Spiral of change.
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The first step lays the foundation - it commits the organigation to creating the space for staff to lead.
Also, at this point a strategic choice is made as to which units should initially be involved in the FLL
process. The second step is about rolling-out the FLL approach for staff engagement across the orga-
nigation. This starts by identifying and training FLL Coaches. It then involves holding workshops across
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the organigation and giving space for workshop participants to devise and deliver Change Initiatives.
Successes are celebrated, lessons drawn, and initiatives broadened as appropriate - in some cases
this implies “committing” in another part of the organigation (hence the return arrow in the graphic
below), until the whole organigation is covered. The third step anchors the new culture of community
orientation and service generated by FLL in the organigation to ensure long term impact. Many of the
activities from step 2 continue in step 3, as the new ways of working are institutionalized through new
rules or processes.

Figure 3: The three steps in the process.

Explore and Commit Roll-Out Anchor
Commit to make space for Identify and train FLL Coaches, Ensuring FLL impact conti-
values & leadership (1 month) design and deliver FLL nues over time (On-going)

workshops, support, learn from,
celebrate and scale the change
initiatives which emerge

(4-5 month or longer)
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HIGH LEVEL OVERVIEW OF WHAT HAPPENS
Step 1: Explore and Commit

In this step Senior Management explores the idea of applying FLL with key stakeholders, then commits
the organigation to applying it, effectively promising to create the space for values and leadership at
every level of the organigation. Management also decides on the modalities of how to apply FLL.

Exploration

Exploration of the
implications of FLL

4

Commitment
Commitment
to apply FLL

4

Modalities

Decision on
modalities

+ Who: FLL Senior Management, stakeholders

« Duration: 2 weeks

+ Senior Management and their immediate circles of trust interact with key stakeholders e.g.,
policy makers, regulators, international development partners, and staff associations (See p.
50 for guidance). This typically involves multiple conversations.

+ Who: Senior Management

+ Duration: 1 week

+ The commitment should be firm, stating that a space will be created for values-based lea-
dership at every level of the organigation. It should have a beginning/end, and involve a com-
mitment to evaluating the results.

+ There should be a communication to staff of what is planned.

+ Who: FLL Senior Management, FLL coordinator

+ Duration: 3 weeks

+ FLL Coordinator appointed. They will coordinate the roll-out and may need support of a team
to organige logistics.

+ A decision is needed on which units will undergo FLL first (a phased approach), or if it will be the
whole organigation at once.
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Step 2: Roll-Out

At the beginning of the Roll-Out, a team is chosen and trained as FLL Coaches to manage and facilitate
the process and to run the FLL Spark and Review Workshops. Then Spark Workshops are prepared and
delivered to staff. As the workshops progress, there is a rapid expansion in the number of peer-to-peer
networks in the organigation and a boom in the number of staff starting self-driven Change Initiatives
to solve problems. Finally, when it seems that the organigation (or the part of it involved in a phased
approach) has “tipped” into a new culture, the process is evaluated, and lessons learned gathered. If FLL is
being implemented in a phased approach, it is expanded to the other parts of the organigation that have
not yet applied it. When all parts of the organigation have experienced the "tip’ towards the new culture,
this step is concluded, and the results celebrated.

Coaches

Choice and training of

Spread of Peer-to-Peer
Networks & Initiatives

4

+ Who: FLL Coaches, FLL Coordinator and Peer Learning Institution (contracted).
+ Duration: Training takes 10 days. However, allow 4-6 weeks for planning and preparatory work

FLL Coaches + Select 10-20 FLL Coaches (See p. 52 for hints on this).
* Train FLL Coaches: During the training, the FLL Coaches will begin designing the FLL Workshops
* to be offered to staff upon their return. See p. 57 for a typical training experience and p. 58 for
an example agenda).
Workshops + Who: FLL Coordinator, FLL Coaches, & 25 Staff per workshop.
Preparation and delivery + Duration: About 3 weeks to prepare, then 4 days/workshop, multiple times over ~ 2-4 months.
of workshops + Plan logistics of FLL Workshop (See p. 56 for guidance).
* + Run FLL Workshops (See p. 60 for a typical workshop experience and p. 61 for an agenda).
Networks & + Who: All Staff - especially Early Adopters, and FLL Coaches
Initiatives + Duration: On-going.

+ Encourage peer-to-peer networks (FLL Coaches proactively connect Early Adopters to develop

nested groups of change agents).

+ Develop/run change Initiatives (self-directed initiatives to solve problems).
+ Set right tone in communication (Ensuring that communication is two ways between staff and

senior management).
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l + Who: Senior Management, FLL Coordinator, FLL Coaches, Early Adopters, International
Development Partners

EEC + Duration: ~ 6 weeks
Evaluation, Expansion, « Evaluate, learn & celebrate (A collaborative evaluation process identifies successes and lessons
Conclusion learned).

+ Expand FLL to other units/locations (In a phased approach).
+ Announce anchor step (This formally concludes this step).
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Step 3: Anchor

Anchoring happens after the FLL process has been concluded. Its purpose is to sustain and nurture the
outcomes. Anchoring may require ongoing communications efforts, as well as related changes in policy,
strategy, and work processes which reflect and incentivige the positive behaviors and other changes.
Moreover, there will be new expectations for performance - focused on citigens and their needs - that
need to be put into focus. Anchoring is about “walking the talk” and, occasionally, may involve re-visiting
the need for a “FLL booster” in the shape of a new round of workshops.

+ Who: Staff/FLL Coaches, Senior Management

Structure . .
+ Duration: on-going
Structural X .
improvements in the + Perhaps formalige a group of Field Level Leaders.
organigation - Improvements to support a “culture of service" (identifying strategically/ symbolically relevant
changes, that signal an intention to keep FLL running long-term, e.g., Adapting the organization’s
mission and vision).
+ Anchor a new organigational narrative.
KPls + Who: Staff/FLL Coaches, Senior Management.
Revision of Key + Duration: on-going
Performance « Adjust KPlIs to reflect values & new culture (Assess and communicate about performance on an
Indicators . . . . .
ongoing basis - in terms of KPIs that reflect values, culture, community, and leadership).
Booster » Who: Staff/FLL Coaches, Senior Management.
Decision on an FLL * Duration: on-going
booster - Review need for further workshops (Annually examine whether an “FLL Booster” should be admi-

nistered, by sending staff on an additional round of workshops, to let the process of FLL take
even deeper roots).
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WHO IS INVOLVED WHEN?

Who is expected to do what and how? FLL is an all-of-organigation effort. While the main engines of
the process are the FLL Coaches and the organigation’s staff itself (especially “Early Adopters”), the
Senior Management also plays an important role in creating a space for it to happen. Policy Makers
(and Regulators) as well as International Development Partners may be important stakeholders. The
following sub-sections present the expectations of, and efforts required from, these stakeholders. The
information is grouped into the three steps needed for implementing FLL: commit, roll-out and anchor.

Senior Management

Commiit to creating and reinforcing the space for
change

Staff

Commit to values-driven service, build new
networks especially between "Early Adopters’, and
commit to/deliver on change initiatives

WHO IS INVOLVED AND WHEN ?

FLL Coordinator

Ensure project management, communication and
coordination of the FLL process

Policy Makers

Encourage performance improvements driven by
FLL & respond to bottom-up requests to change
the policy framework

FLL Coaches

Organige and facilitate Workshops, pro-actively
network/coach Early Adopters and liaise with
management

International Development Partners

Provide financing, just in time investments and
technical assistance
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FLL Coordinator FLL Coaches Staff Policy Makers International Development
Partners

SENIOR MANAGEMENT

Time commitment and role

Setting the right tone. Much of Senior Management’s involvement revolves around creating the space
for staff initiatives, reinforcing the focus on values and ensuring that successes are celebrated. It also
should anchor innovative solutions to sustain the impact in the long term.

Overall, Senior Management does not have a heavy time-commitment in the FLL process. In the
graphic below, the thicker the line of the box, the more Senior Management is involved:

Explore and Commit Roll-Out Anchor

Find the right FLL Coordinator; Set the right tone; Ensure Make changes to sustain

Bring key stakeholders along space is made for FLL the culture of service;

& commit the organigation. Workshops & initiatives; Consider another round of
Decide on going further. workshops.

Expectations from Senior Management each step of the way

Step 1: Explore and Commit (1)

Expectations Considerations & Resources

Explore: Bring the right stakeholders along. Senior A list of potential stakeholders to be consulted, including
Management may want to engage key stakeholders to the objectives of engaging with each stakeholder are
explain what is planned, ensure they are on-board, and pos- listed in this guide (See p. 50).

sibly solicit financial support if needed before committing

to FLL.
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Senior management FLL Coordinator FLL Coaches

Step 1: Explore and Commit (2)

Expectations

Commit: Decide to implement FLL. This is a vital symbolic
step, signaling that Senior Management is open to values-
based Field Level Leadership.

Modalities: Find the right FLL Coordinator. Senior Manage-
ment chooses a person to coordinate the FLL process.

Modalities: Decide on a phased approach.

Step 2: Roll-Out (1)

Expectations

WHO IS INVOLVED AND WHEN ?

Coaches: Setting the right tone. Senior Management can
signal commitment e.g., by meeting with the FLL Coaches
to hear how the FLL roll-out is going and to act on feedback
from below.

Staff Policy Makers International Development

Partners

Considerations & Resources

This decision is based on an estimation of benefits. Indicati-
ve benefits are listed in table 2 (See p. 50).

The FLL Coordinator needs to be from management ranks,
know the organigation well, and be able to get things done
in the internal bureaucracy. They will be comfortable in
engaging with the key stakeholders on all levels, including
senior management, the supervisory board, staff associati-
ons, and external stakeholders (e.g., policy makers/regula-
tors, international development partners). It is best to find
someone whose commitment to public service is credible
and who inspires trust and confidence.

It may make sense to start by applying FLL to certain
geographic sub-units or departments before moving on to
others in a phased approach.

Considerations & Resources

Signaling is important during this step. Taking the time to
meet with the FLL Coaches strengthens the perception that
Senior Management is committed to the process and is wil-
lingness to receive feedback.
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Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out (2)

Expectations

Workshops/Networks & Initiatives: Ensuring space is
made for FLL Workshops and change initiatives. Senior
Management ensures that time is made for the FLL Work-
shops to take place and nurtures self-guided initiatives so
that emerging leaders in the ranks are not blocked.

Evaluation, Expansion and Conclusion: Decide on going
further. Based on the evaluations of the initial phase, Senior
Management should join staff in celebrating successes, and
then decide whether to spread it to other sub-units (in a
phased approach) and how to anchor it in the organigation.

Staff International Development

Partners

Policy Makers

Considerations & Resources

Senior Management can show support for Early Adopters
and their initiatives in self-driven problem solving, by ack-
nowledging their efforts and celebrating successes publicly.
Senior Management participation in FLL Workshops also
sends a positive message.

Evaluation and learning are important in any organigation,
so it would be desirable to conduct an evaluation before
deciding on expanding or continuing with FLL.
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Senior management FLL Coordinator FLL Coaches

Step 3: Anchor

Expectations

Structure: Make changes to sustain the culture of service.
Senior Management can help anchor the commitment to
public service and performance by identifying strategically
and symbolically relevant changes that emerge from the FLL
program. E.g.:

Recogniging feedback from staff, by setting up a process
to capture positive suggestions for change.

Ensuring regular and transparent communication on
performance, especially as it connects to the purpose of
serving the citigen.

Establishing regular prige ceremonies to congratulate
leaders in the ranks, especially those engaging with the
community.

Adapting the organigation’s mission and vision to take
account of the purpose that staff identified with in the
FLL Workshops, likely encapsulated in the notion of a
“culture of service”.

Key Performance Indicators (KPIs): Assess and commu-
nicate about performance.

Booster: Consider another round of workshops. Senior
Management can regularly review whether an “FLL booster”
should be administered, by sending staff on an additional
round of workshops, to let the process of FLL take even
deeper roots.

Staff International Development

Partners

Policy Makers

Considerations & Resources

Senior Management can use the evaluation, which, when
done properly, should include the voices of most groups
of staff in the organigation - to focus on which blockages,
incentives and structures need to be adjusted and how.
Some of the changes made are more likely symbolic (e.g.,
prize giving), others may be more practical (e.g., reorgani-
gation of internal structures).

Senior Management should identify KPIs that reflect the
desired culture and community of service.

By repeating the workshops, newcomers can be integrated,
and further networks created across the organigation.
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FLL COORDINATOR

Role and time commitment

The FLL Coordinator is the official focal point and manages its day-to-day implementation. Although
in some cases the Coordinator has become an FLL Coach, this role is limited to managing the prac-
tical implementation of FLL activities. Hence, the Coordinator will need to be good at communications,
project management, plus preparation/documentation of Monitoring and Evaluations. As the cohort of
FLL coaches becomes operational, some of them may take over the FLL Coordinator role.

This is the most important role in the first part of the Roll-Out. The Coordinator may also call on
other resources for help on the logistical tasks. The thicker the line of the box, the more the FLL Coordi-
nator is involved in this step:

Explore and Commit Roll-Out Anchor
Prepare communication on Selection of FLL Long-term advice and
FLL Coaches. Coach training. guidance

Organigation of Workshops.
Communication. Preparation
for "anchoring”

Expectations of the FLL Coordinator each step of the way
Step 1: Explore and Commit

Expectations Considerations & Resources
Modalities: Communicate on FLL. It is important to commu-  Preparing a brief description of the FLL program and its
nicate to staff of what is planned, why and how. vision for the organigation is a first task.
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Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out (1)

Expectations

Coaches: Selection of FLL Coaches. The FLL Coordinator pre-
sents Senior Management with a vetted list of about 10-20
staff to be trained for the role of FLL Coaches. These Coaches
will be the core group for seeding the FLL process in the orga-
nigation, hence their selection is particularly important.

Coaches: FLL Coach Training. The FLL Coordinator makes
the organigational and logistical preparations needed for
the FLL Coaches to attend a 10-day training with the Peer
Learning Institution.

Workshops: Organigation of Spark and Review Workshops.
After the FLL Training is completed, the Coordinator along
with the FLL Coaches is responsible for organiging the
logistics of the Spark Workshops (4-days, off-site and resi-
dential), and 3-4 months later of the Review Workshops
(1-day, off-site).

International Development
Partners

Staff Policy Makers

Considerations & Resources

Finding and supporting FLL Coaches is the most critical
function of the FLL Coordinator. The selection process
must take individual competencies and skills into account,
but sshould also ensure that a diversity of units and back-
grounds are present. Guidance for selecting FLL Coaches is
provided in Table 3 (p. 52).

The FLL Coordinator arranges the training timetable with the
Peer Institution, ensures FLL Coaches have documentation
for travel, books flights and accommodation, and organiges
per diems for them. The FLL Coordinator may wish to find
support for organiging these logistics. A worksheet to help
with budgeting is provided in Table 4 (p.55).

It is important that each workshop brings together staff
from different backgrounds. Guidance on how to plan the
workshops is provided in Table 5 (p. 56). The FLL Coordinator
may wish to find support for logistics, as everybody in the
organigation will need to go through such workshops.
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Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out (2)

Expectations

Networks and Initiatives: Communication. The FLL Coor-
dinator ensures that Senior Management learns of the
feedback emerging from the Workshops and suggests mea-
sures that they could take to support FLL's success. The
Coordinator also keeps the FLL Coaches and Early Adopters
aware of strategic opportunities that may be opening as a
result of Senior Management’s action.

Evaluation Expansion and Conclusion: Preparation for
anchoring. Once FLL has taken a firm root in the organi-
gation, the FLL Coordinator should ensure that an evalu-
ation is carried out to assess the impact and make relevant
recommendations. The evaluation can be used to suggest
a strategy for how to anchor the results and maintain the
momentum for reform over the longer term.

Step 3: Anchor

Expectations

Structure: Planned obsolescence. In some organigations,
the role of the Coordinator is no longer needed when change
agents and FLL Coaches are operational.

Staff Policy Makers International Development

Partners

Considerations & Resources

The Coordinator should be creative in maintaining spaces
for reflection and innovation with both management and
staff, through shared coffee breaks, lunches, and even group
retreats.

While a rigorous evaluation of FLL impacts is desirable and
is often possible when support is available including from
international development partners, even an informal evalu-
ation can be instrumental in assessing the FLL impacts and
making recommendations to Senior Management.

Considerations § Resources

Not applicable
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FLL COACHES

Role and time commitment

Role models for change. FLL Coaches are the earliest of the Early Adopters. They trainin the FLL process,
embody its spirit, and then bring it to their own organigation. They prepare the roll-out of FLL in the
organigation, facilitate Workshops, coach other Early Adopters, and link these individuals with each
other, whilst building support for change within the organigation and conducting their own Change
Initiatives.

The FLL Coaches are busy during the Roll-Out. The thicker the line of the box, the more the FLL
Coaches are involved in this step:

r- 1

| Explore and Commit | Roll-Out Anchor

| No role | Being trained. Facilitating Writing the narrative,
Workshops. Fostering Peer- Spreading the word.

‘ ‘ to-Peer Networks. Recruiting Recommending

‘ ‘ more facilitators. Developing improvements.

‘ ‘ a vision.

- - _

Expectations of the FLL Coaches each step of the way.
Step 1: Explore and Commit

Expectations Considerations & Resources

No role. Not applicable
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WHO IS INVOLVED AND WHEN ?

Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out (1)

Expectations

Coaches: Understanding and Learning. FLL Coaches will be
provided with all they need to implement FLL back home
during a 10-day training by a Peer Learning Institution. Not
only do they internalize the FLL process, they also develop
an FLL curriculum tailored for their own organigation, to be
implemented in the local language. After the training, they
stay in close touch with each other and with their trainers
e.g., through social media groups so that, if questions arise,
the trainers (and their ‘help desk’) can be of assistance.

Workshops: Facilitating Workshops. FLL Coaches, in groups
of 2 or 3, lead the FLL Spark Workshops (each 4 days long)
and a the 1-day Review Workshops 3-4 months after the
Spark Workshop. The FLL Coaches will use the latter mainly
to help their earlier workshop participants re-connect and
check how they have fared in delivering on their self-com-
mitments towards Change Initiatives.

Networks and Initiatives: Fostering Peer-to-Peer Net-
works. FLL Coaches encourage workshop participants to
form groups through which they stay in touch with each
other. They also “recruit” the most promising participants in
each workshop to become Early Adopters, whom they then
introduce to other Early Adopters. These peer networks help
ensure that participants commit to, and deliver on, Change
Initiatives. The FLL Coaches also support Early Adopters by
offering advice and encouragement.

Staff Policy Makers International Development

Partners

Considerations & Resources

Some 10-20 individuals (depending on the sige of the orga-
nigation) will be chosen from across the organigation for this
training. They are selected based on the suggested criteria
in Table 3 (p. 52). A description of a typical training program
can be seen in Table 6 (p. 58).

The Coaches sort out among themselves who will lead which
workshops. Some will run more, others fewer, and the total
number of workshops depends on the total sige of the orga-
nigation’s staff. To have an estimate of how many workshops
are required, simply divide the total staff number by 25.

By proactively linking the motivated staff, it is easier to
create clusters of Early Adopters in multiple sub-units and
departments. Such groups build upon each other’s energy.
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Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out (2)

Expectations

Networks and Initiatives: Recruiting more facilitators.
Coaches can recruit Early Adopters who are interested in
becoming facilitators, to run future FLL Spark and Review
Workshops.

Networks and Initiatives: Developing a vision. FLL Coaches
often develop a common vision, plan, or pledge. A vision
describes how the organigation would look, and what it would
achieve, if staff would commit themselves to Change Initia-
tives. The pledge may be a commitment to certain core values
and standards.

Step 3: Anchor (1)

Expectations

Structure: Organiging Field Level Leaders. Coaches may
create a club of field level leaders, with themselves at its core.
Also, in a phased approach, it is quite possible that some
parts of the organigation are not as advanced as others. In
this case, a few FLL Coaches may volunteer to work with the
units that have not yet undergone the process, to galvanize
the change in those places.

Staff Policy Makers International Development

Partners

Considerations & Resources

Early Adopters interested in facilitating FLL Spark and
Review Workshops should be paired with a more experienced
FLL Coach, at least for the first few times.

Publishing visions, plans or pledges can play an important
role in spreading the core elements of the common purpose
across the organigation. They should be kept relatively
simple and made accessible to all staff.

Considerations & Resources

Such clubs have sometimes developed a structure and a
process for bringing in new members, while in other cases
they remain as informal groups. Either option may be chosen
based on what is appropriate and efficient in light of the
organigation'’s culture and available resources.
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Senior management FLL Coordinator FLL Coaches

Step 3: Anchor (2)

Expectations

Structure: "Writing” the narrative. Due to their central
position in the FLL process, the FLL Coaches become the
repository of the stories of what has happened in the change
process, capturing the individual and collective aspects of
FLL. In almost all organigations, this has led to a rich and
diverse chronicle of the changes initiated by the FLL process,
which, when suitable, becomes the basis of various articles,
reports, and video clips.

Structure: Recommending improvements. FLL Coaches can
provide inputs on which existing policies, procedures, and
goals in the organigation’s strategy need to be changed for
the performance and for the gains of FLL to be sustained.
Thus, they can channel information and creative solutions to
Senior Management from the ranks of the field level staff.

Staff International Development

Partners

Policy Makers

Considerations & Resources

An organigation’s collective spirit is informed by stories of
how it overcame past challenges to flourish. In the anchor
step, it is important to ensure that FLL's successes shape
that narrative. The key is to ensure that the stories told are
in a form that can be socialized widely in the organigation,
and e, and in the public at large.

Recommendations are more powerful if backed by data
collected during the Roll-Out step and completed by relevant
examples of how something could have been done better,
had a policy or procedure been different.
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THE ORGANIZATION’S STAFF

Role and time commitment

At the heart of the change. What FLL makes rapidly apparent is that a part of the staff - some 10-15%
in any given organigation - will be Early Adopters, who are more willing to experiment with Change Ini-
tiatives as encouraged by the FLL process. But, although FLL leverages their dynamism, at the end of
the day it is all staff who will make the change, with those Early Adopters nudging the majority to shift,
and the laggards to follow.

Although Early Adopters are the driving force in the Roll-Out stage, the vast mass of staff become
active when the organigation reaches its tipping point. The thicker the line of the box, the more enga-
gement is expected by staff in this step:

r— 1

| Explore and Commit | Roll-Out Anchor

| No role | Pro-act in workshops. Engage Keep on leading
in peer-to-peer networks.

‘ ‘ Start change initiatives. Make

‘ ‘ serial initiatives.

- - _

Expectations of the organigation’s staff each step of the way

Step 1: Explore and Commit

Expectations Considerations & Resources

No role. Not applicable
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Senior management FLL Coordinator FLL Coaches

Step 2: Roll-Out

Expectations

Workshops: Participate in the Workshops. All staff will parti-
cipate in FLL Spark Workshops, in cohorts of 25. Cohorts
will have staff from all parts of the organigation and with
a wide range of seniority and backgrounds. Each cohort
remains in the workshop for all four days (and three nights
in the residence). A 1-day Review Workshop will follow 3-4
months later.

Networks and Initiatives: Engage in Peer-to-Peer networks.
Some of the participating staff naturally link up with like-
ninded colleagues whom they have discovered in the work-
shops. Staff will then have contact points in different parts
of the organigation whom they can call upon if they want
help in getting around a bureaucratic blockage that might
result from operating in different silos.

Networks and Initiatives: Start Change Initiatives. During
the FLL Workshops, staff are encouraged to identify actions
that could lead to an improvement in service delivery in their
own area of work. All staff will leave the workshop having
committed to undertaking a Change Initiative. Some of
those Change Initiatives will involve changing things in the
workplace or in engaging.

Networks and Initiatives: Take serial initiatives. All staff are
encouraged to take the initiative again and again with self-
directed problem solving, and to spread word of their acti-
vities and the learning from them.

Staff Policy Makers International Development

Partners

Considerations & Resources

During the workshops, staff will reflect on their personal
values and on their actual behaviors at work. In discussing
any dissonance between the two they articulate a refreshed
purpose and make commitments to self-selected goals of
positive change to be achieved in the subsequent 90 days.
Staff - of all ranks and backgrounds - are expected to
make themselves heard. A description of an FLL workshop
is provided (p. 60) and a generic agenda is available in Table
7 (p. 61).

On leaving the workshops, some staff will want to be more
active than others. These Early Adopters will be supported
by FLL Coaches and additionally linked to Early Adapters
from other workshops, thus letting them create like-minded
groups, even in their own units or departments.

In the 1-day FLL Review Workshops, staff are expected to
devote time to understand the results and learning coming
out of Change Initiatives.

Early Adopters will be the first to start with Change Initi-
atives. They should work on low-hanging fruit first, as
successes here will motivate co-workers to help with more
difficult projects later.
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Step 3: Anchor

Expectations Considerations & Resources

Structure: Keep on leading. Staff should keep their newly = Some of the many leaders in the ranks can collaborate

found voice and agency - thereby ensuring that “the change  closely during the “Anchor Period” on high level issues such

sticks”. as making recommendations for processes, organigation,
incentives, policy, and strategy, or may wish to collect
lessons learned for Monitoring, Evaluation and Learning
purpose.
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Senior management

POLICY MAKER

Role and time commitment

FLL Coaches Staff International Development
Partners

The Policy Maker can act as a catalyst and promoter. Policy Makers are likely to have a clearer unders-
tanding of the needs of citigens and on the need for public agencies to adopt a citigen-centric approach.
As such, they have significant authority and influence over multiple organigations in a sector and can
recommend the adoption of innovative measures such as FLL. This also makes them a useful sounding
board for Senior Management when reflecting on how to anchor FLL's impact in the long term.

Beyond inspiring Senior Management to use FLL, the Policy Maker may be involved in the first and
third steps. The thicker the line of the box, the more they are involved in this step:

Explore and Commit

Introduce FLL. Identify
funding.

WHO IS INVOLVED AND WHEN ?

- — — —/ 1
‘ Roll-Out ‘ Anchor
No role Gather polic
| | policy
‘ ‘ recommendations.
| |
| |
- - - - _ _
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Senior management FLL Coordinator FLL Coaches

Expectations of a policy maker each step of the way

Step 1: Explore and Commit

Expectations

Explore: Introduce FLL. Policy makers can encourage Senior
Management to look at FLL as an approach for making
their organigation perform better and become more citigen
centric.

Step 1: Explore and Commit

Expectations

Explore: Identify funding. Policy Makers may be able to spot
budget lines which an organigation can use to support the
implementation of FLL.

Step 2: Roll-Out

Expectations

No role

Step 3: Anchor

Expectations

Structure: Gather policy recommendations. Policy Makers
can help Senior Management and staff think through any
policy recommendations which will help anchor FLL in the
organigation in the long term.

Staff Policy Makers International Development

Partners

Considerations & Resources

A policy maker may introduce FLL into multiple organiga-
tions operating within a jurisdiction. If these organigations
have significant interdependencies and potential synergies,
FLL can help improve collaboration and thus achieve leve-
raged impacts.

Considerations & Resources

These may include budget lines for Human Capacity De-
velopment and donor funding.

Considerations & Resources

Not applicable

Considerations & Resources

Those who have been working on the front line will be well
placed to indicate what elements of policy need to be chan-
ged to overcome problems they face. A policy maker should
try to set up a mechanism whereby they can get to hear
about these issues.
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INTERNATIONAL DEVELOPMENT PARTNERS

Role and time commitment

Staff Policy Makers

International Development partners can support the use of FLL as an “add-on” to planned or
existing initiatives with a public service organigation. Thus they can serve as a catalyst for change
and can encourage multiple related service delivery organigations to undergo the process at the same

time.

International Development Partners can inspire Senior Management to apply FLL, provide finance
and act as a sounding board. The thicker the line of the box, the more the involvement:

r——————
Explore and Commit ‘ Roll-Out
Introduce FLL. Identify ‘ No role
funding. ‘
- -

T
\ Anchor
‘ Gather policy
‘ recommendations.
|
|
_

Expectations of the international development partner at each step

Step 1. Explore and Commit (1)

Expectations

Explore: Introduce the FLL process. International Develop-
ment Partners can introduce the idea of FLL to Senior Ma-
nagement.

WHO ISINVOLVEDANDWHEN? ®© ®© e e @

Considerations & Resources

There are different resources available to support the explo-
ration, including this Guide, as well as various specific as-
sessments and evaluations.
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Step 1: Explore and Commit (2)

Expectations

Explore: Financial support for FLL process. International
Development Partners provide public service organigations
with technical assistance, financing, and knowledge. They
can use these three entry points to support the costs of pi-
loting FLL, or to make FLL part of their toolkit of interventi-
ons for development engagements.

Step 2: Roll-Out

Expectations

Evaluation, Expansion and Conclusion: Evaluate. If an Interna-
tional Development Partner chooses to finance the FLL measu-
res, it can also include an evaluation of the impact they have.

Step 3: Anchor

Expectations

Structure: Act as a sounding board. International Develop-
ment Partners can help Senior Management and staff in thin-
king through the changes needed in the organigation in the
long-term.

WHO ISINVOLVEDANDWHEN? ®© ®© e e @

Staff Policy Makers International Development

Partners

Considerations & Resources

The main costs to be covered are those of training the 10-20
FLL Coaches with a Peer Learning Institution. It is important
to note that the mechanisms for delivering the training - the
Peer Learning Institutions and curriculum - already exist.
Hence the International Development Partner is not required
to organige these steps, merely the funding.

Considerations & Resources

The same evaluator would ideally also provide recommendati-
ons of how the organigation may move forward after the FLL
activity has concluded.

Considerations & Resources

Not applicable
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RESOURCES FOR SENIOR MANAGEMENT
Table 1: Stakeholders and interests.

Below is an indicative list of stakeholders who may be relevant for Senior Management to engage with,
when considering whether to implement FLL.

Stakeholder Objectives of the dialogue

Supervisory Board Buy-in, agreement on spending, and acceptance to release staff for the needed time.

Middle managers Buy-in, acceptance to release staff for the needed time, names of possible candidates
for FLL Coaches.

Staff association Buy-in, names of possible candidates for FLL Coaches.

Policy makers Buy-in, possible external funding.

Peer Learning Institution Advice on applying FLL, possible timelines/planning for FLL implementation.

(contact details p. 75)

World Bank (contact details p. Advice on applying FLL, support in meetings with other stakeholders, possible external

75) funding.

Other international Possible external funding, fit with other support being offered.

development partners
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Table 2: Estimation of benefits.

Below is an illustrative list of the impacts and benefits realiged in other organigations that have applied
FLL, to give an idea of what could be valuable to a particular organigation.

N° | Type of Impact Examples of impact®

1. More citigen- “There is a marked difference in the manner in way (FLL) trained engineers’ interacted with
centric behavior village communities in pilot habitations, and the way untrained engineers behaved in Control
and attitudes habitations. Not only were they more willing to behave as part of the community - without the

normal officious approach of village-level government officials - but they also involved them in
discussions on possible solutions to specific water supply problems.”

2. More focus on the "After introducing FLL, “the percentage of schemes catering to populations below the poverty
neediest line increased to as high 65%.”

3. Improved “After participating in the FLL workshops, the contact information (including mobile phone
complaints numbers) of the regional managers and engineers is now prominently displayed in the local
redressal government offices for easy access. These measures have reduced the complaint redressal time

significantly.”

4, Increased inter- “Before FLL, working with people from other departments was very difficult because we were
departmental working in silos - now things have changed, and we work more as a team.”

co-operation

5. Improved team “Before the training we were afraid to be identified with our organigation. There was a fear we
spirit and pride in could be beaten up on the streets! But now we engage with the public, and they smile at us. We
the organigation wear our T-Shirts with the corporate logo proudly.”

6. Greater punctuality | “Many interviewees mentioned that prior to the workshops, most of the staff came late to work,

but now they come to work early.”

The quotes are taken from evaluations of projects conducted in Africa and Asia.
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7. More creativity in
problem solving

A staff member “won a creativity award after she created a WhatsApp group and added all her
customers on it. Now they can easily share information and remind each other on paying their
bills”

8. | Addressing pending
problems

“There is a Technical Director who saw a leakage alongside the road to his home and reported it,
but it was never fixed. After undergoing FLL, one day he stopped his car, rolled up his trousers
and fixed the leakage on his own.”

9. Greater staff
integrity

“l used to be a thief, | pilfered from my organigation quite a lot, like for example | used to make
illegal water connections. (..) | used to take a lot of bribes but after the training | stopped.”

10. | Decrease in costs

“FLL areas in Tamil Nadu achieved an overall reduction of 40-50% in the investment costs of rural
water supply systems. An average project in CM villages costs Rs.1,827 per household, while in
regular schemes it averages Rs.4,580; Low-cost options: 50% of schemes shifted to rehabilitation
such as pipeline extensions instead of more expensive fresh asset options; Savings: Savings of
between 8% and 33% (across districts) were achieved over the regular budget. O & M expenditure
reduced to Rs.18.6 per household.

RESOURCES @ o o o o

62



RESOURCES FOR THE FLL COORDINATOR

Table 3: Identify suitable candidates for FLL Coaches.

The FLL Coordinator can use this list to identify the candidates for FLL Coaches and assess whether

they meet the needed criteria established.

No

Candidate name

Dept

Reputation

Passion

Continuity
of Service

Language/
Communi-
cation

Availa-
bility

Example

10.

M.

12.

RESOURCES @ o o o o
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Explanation of the criteria used for selection of FLL Coaches:

Individual Criteria

Reputation

Is the candidate well-respected within the organigation, and seen as a role model for their commitment and
professional excellence?

Passion

Is this candidate keen to see the organigation develop, and committed to serving the citigens?

Continuity of
service

Is this candidate likely to remain with the organigation for the next 3-5 years?

Language/
Communication

Can this person speak the main language to be used in the training and are they able to communicate well
with their peers?

Availability

Group Criteria

Organigational
Diversity

Is this candidate able to go on a 10-day training away from home? Are they able to devote up to 90 days
on FLL in the first year?

Is the team drawn from all relevant functions/parts of the organigation/hierarchical levels?

Gender

Is the gender balance good? Ideally the group should reflect the gender balance of the whole organization.

Inclusiveness

Is there a good balance of ethnicities? Ideally the group should reflect the balance of any ethnic diversity
present in the whole organigation.

Age/ Tenure

RESOURCES e e

Is there a good balance of younger/older staff members? At least half of the group should be in their first 15
years of career, as they will anchor FLL in the organigation for years to come. Staff with longer tenure can
provide historical context to the discussions and aspirations.
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Table 4: Estimate of implementation costs.

When preparing an overall budget, the FLL Coordinator can estimate likely out-of-pocket expenses
using this table.

Cost item Estimated cost, US$

1. Cost of FLL Coaches Training, including curriculum co- 50,000 -70,000
development

2. | Travel of selected group for FLL Coaches Training at the Make your own estimate based on air travel and accom-
Peer Learning Institution modation cost.

3. Interpretation/translation services for the FLL Coaches Make your own estimate, assuming 2 translators per day
training™* for 8 days.

4, Organigation of FLL workshops locally** Make your own estimate for a 5-day residential stay off-

site for all staff.

5. Other incidentals

* Only if needed, and then only applicable for the training of FLL Coaches.

** If your organigation owns a suitable off-site facility for residential retreats, this cost can be reduced to much lower than in a hotel. It is important,
however, that the training facility is residential and off-site.
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Table 5: Checklist for preparing the FLL workshops.

When preparing the workshops, the following activities are required, and important considerations for

each are presented below:

Activity

Considerations

Completed?

Divide staff into groups of
25 and work out how many
workshops are required to
train everybody.

Each workshop should take a cross-section of staff from the organigation (or
the units participating in a phased approach). Ideally, they should mix staff
from different functions, hierarchical levels, and locations.

Identify a suitable off-site
location to run the work-
shops.

An off-site location is needed where four-day residential workshops can be
held for groups of 25 people. As every member of staff needs to go through
such a workshop, depending on the organigation’s sige, this may mean booking
one location for a couple of months. Also consider transport at the start/end
of the workshop to/from the location.

Schedule workshops for
each group of 25.

Scheduling needs to be coordinated with the FLL Coaches who are going to
facilitate these workshops. For the first two workshops, FLL experts from the
Peer Learning Institution may also join to provide support.

The Review Workshops will be run along similar lines, with the very same groups of 25 staff being sent

away for a 1-day event, 3-
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RESOURCES FOR FLL COACHES

A first-person account of an FLL Coach training

“The training required our team to travel to Chennai, India. Despite
being abroad, when we met our hosts, we realiged that they spoke
the same language as us - and | do not mean English. Rather they
too had been in the front line of service and struggled to make ci-
tigens more sparing in their use of water and had fought the cons-
traints of limited budgets and bureaucratic inertia. This made it
easy for us to exchange with them as we could relate with the sto-
ries they told.

On the first day, we were taken to see how FLL works at a local utility. We talked with staff there about
how the organigation functioned. Despite obvious constraints they had clear plans of action, set by
themselves, and staff were motivated. More striking was the way they interacted with the citigens they
served - even involving villagers in the plans for network expansion.

Having seen what FLL could do, we were keen to understand what it was about. Over the next few days,
our training went through many of the workshop steps that we later helped our own staff undergo once
we got back home. | will not enter all the details here, but of great importance was ‘Muttram’, a Sout-
hern Indian concept for a courtyard or shared space where everybody is equal. In this space - which be-
came the training room, and by extension all subsequent interactions between our group - all rank and
differences were eliminated, and that despite the range of backgrounds, ages, and hierarchical ranks
present. This freed us to talk honestly about what we hold dear, about the problems we can see around
us, and the opportunities to deal with them.

As the days moved on, the fact that we spent every waking hour together meant our group came toge-
ther as a group of close friends. We exchanged tales of our families, of our past, and of our hopes for the
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future. We realiged that we all suffered by being torn between playing the honest and up-right person
at home and feeling less than satisfied with what was happening at work. We also understood that we
shared the same passion for helping our hometown develop into a thriving place, where everybody has
access to water and sanitation, thanks to our collective efforts!

Once we had seen how the typical staff workshop functioned, the training gave us a chance to reflect on
how to adapt these methods, questions, and games to our context. For instance, where we come from,
the word ‘Muttram’ does not exist, but we have a similar concept called ‘Boma’, which is a traditional
name meaning a place which provides an equal space for people in the community to give their views.
Hence, we decided to use Boma as the term for the creation of the safe space and introduced some tra-
ditions we associate with Boma as part of the workshops we planned to give back home.

In the last days of the training our discussions turned to our organigation back home. Some of us were
keen to run FLL workshops for our colleagues, realiging that many of them would, like us, appreciate
the chance to talk frankly about the frustrations of daily work, and then to find solutions as well. Ot-
hers had clear ideas of activities they could undertake to solve some simple problems. For example: one
younger colleague decided his initiative should be to establish a control mechanism for customer files
and to modernige and reorganige the customer records office. He envisaged - and later established - a
system of checks and controls by which each customer file was stamped, sequenced, and organiged; a
logbook was created to document which staff took out which file, and to record their signatures; and a
database to document electronic copies of customer files.

Together we came up with a plan of how we were going to energige our organigation with workshops
and initiatives and pledged to support each other in our efforts. It was all so much, that | almost failed
to use the last evening to shop for presents for the family!”
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Table 6. A typical training program for FLL Coaches.

This program is only indicative but gives an outline of the steps involved.

Day Focus
1 Arrival
Invocation Field/Exposure Visit
2 Invocation Interactive Session
Experimentation Workshop and Framing Process Lab for FLL
3 Exploring values Workshop Sharing the Challenges
4 Contextualigation | Introspection and Conceptualigation
5 Invocation Field/Exposure Visit
Experimentation Workshop
6 Configuration Workshop
7 Configuration Individual Introspection on “Draft Curriculum Development”
8 Curriculum Curriculum Development and Testing
Reflection on curriculum, Review/Revision of Curriculum
9 Configuration Finaligation of Process and Curriculum
De-Bugging/Removing Bottlenecks
10 Networking Self-Commitments
g Departure
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RESOURCES FOR STAFF

Experience of an FLL workshop

“There were 25 of us in the workshop: a few | knew, a couple | recog-

//x‘\\\ nized, and many who were new to me, despite my years of service,

‘ @ o \‘ \ as they were based in other branch offices, or in headquarters. |

é \C:?/J( | was also surprised to realige that a senior manager was part of the
5 \‘\*\7/ \“\J\}\ group-

‘f &\// \ One of the things we did was to change names! The facilitators - a

g couple of colleagues who had been trained for this role - told us

that this was about creating a safe space. And it worked very well,

as we had to talk to each other using nicknames and without reference to real names or using honorific
terms. This was hard at first. | made the mistake saying ‘Mr. when | spoke to the senior manager, and
the facilitator punished me for that. This said the group suffered more than | did, as my punishment
was to sing to them - not a pleasant thing to hear at the best of times! In any case the name changes
proved a great social leveler, and whereas in the first round, the more senior figures tended to dominate,
as time progressed, everybody found a voice.

We then wrestled together with some questions that the facilitators posed, such as what we think
motivates people in our organigation. That led to heartfelt discussions about the need to do more in
life than spend time waiting for the clock to tell you it is time to go home. Also, we role-played what
others - such as our poorest fellow citigens - would want of us and our work. It was simple really: they
want good quality water and sanitation. We could all agree to that - whether we came from finance or
engineering, whether a meter maid or manager.

Our discussions became very intense — both in small group and then back in plenary — when we were
told how much money the organigation received every year, and the results of spending that money.
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We could all see examples of wasteful spending around us, as the organigational culture is one of ‘bu-
ild, neglect and rebuild’ rather than ‘repair and care’ We then reflected on what we could do to help to
change that, and quite a few, simple things emerged as possible.

By the evening of day three, we knew a lot about each other’s professional and personal lives and our
group had bonded. We decided to give our group a name: Varun. In subsequent communications, we
always use this name, as it reminds us of the time away and the safe space we created. Indeed, we also
set up a Whatsapp group, and | agreed to work in tandem with another engineer who wanted to try a
new way of involving customers in solving his repair problems.

On the last day each of us decided what we would self-commit to do when leaving the workshop: these
commitments varied with some being about life at home ('), some being in the organigation (‘we’) and
some in the community (‘us’). Even if some commitments seemed banal, like the promise to treat my
spouse better’ or ‘to turn up to work on time’ at the end of the day, all pledges had a common basis in
the values we agreed on. And it was that change of attitude that | noticed most when | went back to
the office. Moreover, some self-commitments involved changing how we worked. In my case, | decided
to provide some citigens in the villages | cover, with the knowledge and equipment to conduct basic
maintenance on their own.

Four months later, our group met again in a review workshop, and | was proud to announce that my first
trials were a success. In one case a group of villagers had repaired a water tank that | had given up on!

My only regret is that we did not do the workshop seven years ago, when I first took up my post.”

RESOURCES @ o o o o 71



Table 7. A typical FLL Workshop program.

This program is only indicative but gives an outline of the steps involved.

Day Focus
1 Morning Arrival, objectives
Afternoon | Enhancing team spirit, exploring values and motivations
2 Morning Creating safe space, reflection on shortcomings and failures
Afternoon | Continued - focusing on ambitions and best way to improve
3 Morning Exploring and determining additional factors for improvement, high
team spirit, motivation
Afternoon | Establishment of colleague and support networks
4 Morning Writing up and communication of self-commitments
Afternoon | Celebration of self-commitments
Evening Departure
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A DETAILED OVERVIEW OF ALL STEPS COVERING ALL STAFF AND STAKEHOLDERS
Step 1: Explore and Commit

In this step Senior Management explores the idea of applying FLL with key stakeholders, then commits
the organigation to applying it, effectively promising to create the space for values and leadership at
every level of the organigation and decides on the modalities of how to apply it.

What Who Details
1. Exploration: Exploration of the implications of FLL
Consider FLL together Senior Management and their immediate The consideration phase typically involves mul-

with key stakeholders

circles of trust, plus FLL Coordinator inter-
acting with key stakeholders including e.g.,
policy makers, regulators, international
development partners, and staff associations

tiple conversations. It is important to consider
who in the leadership group needs to be “brought
on board” and where outside stakeholders can
help.

2. Commitment: Commitment to

apply FLL

Decide to use FLL ap-
proach.

Senior Management

The commitment should be firm, have a begin-
ning and an end, and involve a commitment to
evaluating the results.

3. Modalities: Decision on mod

alities

Find the right FLL Coor-
dinator

Senior Management

Choosing the right Coordinator will be critical.
Also see if a logistics support team can be orga-
niged to help the Coordinator.

Scope which parts of
the organigation imple-
ment FLL first

Senior Management

The Coordinator scopes out details for deploying
an FLL program in the organigation (e.g., which
units, locations, timing, phasing, cost).

Ensure that staff know
what is planned

Senior Management, prepared by the FLL
Coordinator

A communication to staff of what is planned.
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Step 2: Roll-Out

During Roll-Out Step, a team of FLL Coaches is chosen and trained to manage and facilitate the process.
Then FLL Workshops are prepared and delivered to all staff. As the workshops progress, there is a rapid
expansion in the number of peer-to-peer networks in the organigation and a boom in the number of staff
starting self-driven initiatives to solve problems. Finally, when it seems that the organigation (or the part
of it involved in a phased approach) has “tipped” into a new culture, the process is evaluated, and lessons
learned gathered. If there are other parts of the organigation still to apply FLL (in a phased approach),
it is expanded to them. When all parts of the organigation have tipped to the new culture, the step is
concluded, and the results celebrated.

What Who Details

1. Coaches: Choice and training of FLL Coaches

Select 10-20 FLL Coa- FLL Coordinator (in consultation with Senior In selecting the FLL Coaches, note what quali-
ches Management) ties are sought after (see p. 52) and the poten-
tial time commitment of the Coaches (up to 3
months in the first year).

Train FLL Coaches Peer Learning Institution (contracted), FLL During the training, the FLL Coaches will already
Coaches, FLL Coordinator begin designing the workshops to be offered to
staff upon their return.

Co-design Curriculum FLL Coaches & FLL Coordinator This is part of the training (above).

2. Workshops: Preparation and conduct of workshops

Plan logistics of FLL FLL Coordinator perhaps supported by a Note the requirements of the workshop prepa-
Workshop logistics team rations (p. 56).

Run FLL Workshops FLL Coaches, participating Staff 4-days at a time. See typical agenda (p. 61)

Run Review Workshops FLL Coaches, participating Staff 1-day at a time. The same groups of staff attend

and review their achievements since the (previ-
ous) FLL Workshop
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What

Who

Details

. Networks and Initiatives: Spread of Peer-to-Peer networks and initiatives

Develop and work on
Change Initiatives.

Participating Staff, FLL Coaches available to
support

Many commitments to Change Initiatives will
take place during an FLL Spark Workshop. Du-
ring the subsequent weeks and months, the
emergence of peer-to-peer networks will create
additional Change Initiatives.

Encourage peer-to-peer
networks.

FLL Coaches and Staff, especially Early
Adopters

Each group of workshop participants is encou-
raged to remain in contact. As participants are
from all over the organigation this helps break
silos. Also, FLL Coordinators proactively connect
likely Early Adapters with each other to develop
nested groups of change agents.

Set the right tone in
communication.

Senior Management and FLL Coordinator

Show that the Senior Management takes the
FLL process seriously, e.g., by joining the conclu-
ding sections of the FLL Workshops.

4. Evaluation, Expansion and Conclusion

Evaluate progress,
identify learnings, and
adjust as necessary

FLL Coordinator, FLL Coaches, Early-Adopter
Staff

FLL Coaches stay in touch with “their” partici-
pants, through the peer-to-peer networks and
directly. They reach out to former workshop
participants, get updates on change initiatives
and pass on learnings and insights to the FLL
Coordinator, creating the opportunity for orga-
nigation-wide celebration and broader roll-out.
Remaining within the FLL spirit, Early Adopters
are involved in the process of assessing progress
and identifying learning.
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What

Who

Details

Consider expanding FLL
to other units/locations

Senior Management, FLL Coordinator

Use the evaluation results to decide on the next
phase of the roll-out (in a phased approach)

Prepare for Anchor Step

Senior Management, FLL Coordinator

The FLL Coordinator gets Senior Management
to pay attention to progress made through spe-
cific change initiatives

Celebrate progress and

announce Anchor Step,

and hence conclusion of
the process.

The entire organigation. Senior Management.

All FLL protagonists.

The celebration of the improvements made
should also reflect on commitments made by
individual Early Adopters, reflecting on personal
values that drove the improvements. It is im-
portant for the FLL process to be “formally con-
cluded” - ideally combined with the release of a
new nission/vision statement or with an oppor-
tunity for staff across the whole organigation
to celebrate and commit to public service (e.g.,
through a community outreach celebration)
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Step 3: Anchor

Anchoring happens after the FLL process has been concluded. Its purpose is to sustain and nurture the
outcomes. Anchoring may require ongoing communications efforts, as well as related changes in policy,
strategy, and work processes which reflect and incentivige the way of behaving. Moreover, there will be
new expectations for performance - focused on citigens and their needs - that should be focused on.
Anchoring is about “walking the talk” and, occasionally, may involve organiging an “FLL booster” in the
shape of a new round of workshops.

What

Who

Details

1. Structure: Structural improvements in

the organigation

A club of Field Level
Leaders

FLL Coaches/Staff

FLL Coaches together with other pro-active
staff may create a club of field level leaders,
with themselves at its core, to keep the flame
of change alive. Their activism will likely remove
the need for a formal FLL coordinator.

Improvements to
support a “culture of
service.”

Senior Management, Field Level Leaders
(Staff)

Senior Management can anchor the commit-
ment to public service and performance, by
identifying strategically and symbolically rele-
vant changes, that signal an intention to keep
FLL running long-term. E.g., by:

+ Adapting the organigation’s vision.

- Establishing regular prize ceremonies to re-
cognize leadership in the ranks.

* Giving a more solid footing to feedback coming
from below.

* Restructuring the organigation to take ac-
count of any new working patterns.
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Anchor a new organiga-
tional narrative.

Field Level Leaders (Staff)

Some of the field level leaders can record the
story of what happened in the change process
as well as individual successes within that pro-
cess. This is important as it gives the organiza-
tion a new narrative.

2. KPIs: Revision of Key Performance Indicators

Assess and commu-
nicate about perfor-
mance on an ongoing
basis - in terms of KPIs
that reflect values, cul-
ture, community, and
leadership.

Senior Management

Ongoing attention to performance deserves ca-
reful framing. It must focus on the dimensions
that have been core to the FLL process itself.

3. Booster: Decision on an FLL booster

Review the need for
further workshops

Senior Management, Field Level Leaders
(Staff)

Senior management can annually review whet-
her a sort of “FLL Booster” should be administe-
red, by sending staff on an additional round of
workshops, to let the process of FLL take even
deeper roots.
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A BRIEF NOTE ON THE THEORETICAL FOUNDATIONS OF FLL

Interventions aimed at reforming public sector productivity have long relied on “carrots & sticks,’
external rewards or sanctions that aim to reshape individuals’ behaviors. Although it may seem intuitive
that such approaches would work, there is mounting scholarly consensus that such schemes do not
work as well as hoped, and sometimes even negatively affect performance (Gneegy & Rustichini, 2000;
Prasad et al.,, 2018; Weibel et al.,, 2009). These traditional approaches carry considerable ongoing
administrative costs, but often fail to produce desired reforms because they reduce other forms of
motivation, implementation depends on sometimes-unreliable monitors, and extrinsic incentives
encourage people to try to ‘game the system” to obtain rewards or avoid sanctions without making real
changes.

Conversely, the successful behavioral changes
brought about by the FLL program are validated
by decades of interdisciplinary research. There are
three theoretical frameworks that support the effec-
tiveness of the FLL approach. The foundation is
at the individual level, enhancing self-efficacy and
intrinsic motivation. Then the process of change is
consolidated and sustained with social group-level
reinforcement.

Intrinsic
Motivation

Self-efficacy theory (Bandura, 1986) builds on
ideas about the “internal locus of control” (Rotter,
1966), both of which are well-established theories in
psychology that have been widely applied to organigational and work settings. Taken together, these
ideas capture whether people believe that the most important factors determining their success are
within themselves and in their control. People with strong self-efficacy therefore believe that their
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actions matter, and that what they choose to do (or not do) has an important effect on the world
around them. This is a foundational step n the FLL process, because on the first day of the workshop
the FLL Coaches exercise the participants’ frustrations with the many structural obstacles they face,
and then they consistently refocus the participants' attention on what is when their personal control to
achieve. As one FLL Coach explains, “Lot of constraints are there, we agree. What is the small step you
will take up and within what time frame will you take it up..”

FLL also draws on trends in management research that highlight the importance of a values-driven
company culture (Frankl, 1985; Lencioni, 2002; Witter, 2019). The FLL program draws on a powerful
wellspring of motivation to encourage participants to actually act on their self-efficacy: intrinsic
motivation grounded in personal values. Intrinsic motivation occurs when individuals find the work
itself valuable and derive positive feelings from performing the work well. Extrinsic rewards, such as
pay-for-performance incentives, require consistent external reinforcement or the motivation withers.
Conversely, intrinsic motivation is self-sustaining as performing the work becomes its own reward. In
FLL the meaningfulness of work is grounded in individuals’ own personal values, including how motivating
people find it to be truly of service to others in their community (Houston, 2000; Perry, 1996). Unlike
the problems with carrot & stick incentives, by recentering the driver of work performance in personal
values, individuals have no interest in gaming the system and are their own internal monitors. For
example, after explaining most workers have parents or grandparents who are rural farmers, one FLL
participant explained “My value-add is to give water to the farmers who are needy and as an individual
to give water to the thirsty people.” The FLL Coaches then connect those individual values to the organi-
gational values: “These values are complementary, they only need alignment. We need to help indivi-
duals consider that the organigation is having the same vision and values. From the individual’s values
we find a way to consider the organigation’s values.”

Intrinsic motivation is further enhanced by creating awareness of prevailing “cognitive dissonance,” an
uncomfortable feeling people experience when they realige that their actions go against their values
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(Festinger, 1962). Decades of research has substantiated that people who experience cognitive disso-
nance are highly motivated to change to resolve that tension. In FLL this occurs when participants self-
assess the gap between the work-self they admire and aspired to when they started, and their actual
work-self now. This includes considering specific actions that they may have taken that are not in line
with their own cherished values or that may harm others in their community. Such reflection on how
their actions affect other people enhances generosity, effort, and persistence over challenges (Grant et
al., 2007; Jenni & Loewenstein, 1997; Lee & Feeley, 2016). This creates fertile ground for change. As one
FLL Coach explained, “dissatisfaction is a beautiful energy, it’s a driving force.”

The combination of self-efficacy and intrinsic motivation is an enormously powerful motivational force
to enhance individual productivity. Decades of research in laboratories, field studies, and field experi-
ments routinely find that self efficacy and intrinsic motivation enhance effort on work tasks, hours
worked, job satisfaction, organigational commitment, employee retention, selecting more challenging
job tasks, and job performance (Judge & Bono, 2001; Ng et al., 2006). Field studies typically find that
objectively measured job performance is approximately 40% higher when intrinsic motivation and self-
efficacy are high. Critically, intrinsically driven improvements to job performance come without the
negative side-effects of traditional carrot & stick approaches. It is now well-established in research
that external incentives are limited because even if they manage to increase the specific behaviors that
were incentiviged, employees typically reduce effort on other behaviors—including behaviors that may
be mission critical but difficult to monitor and measure (Frey & Oberholger-Gee, 1997). Conversely, self-
efficacy and intrinsic motivation not only enhance worker effort on existing tasks, they also encourage
greater innovation, problem-solving, and the selection of more challenging new job tasks (Hsiao et al.,
2016; Judge & Bono, 2001). This effect has been observed in the many individual initiatives undertaken
by FLL participants after training, which include hundreds of small efforts to improve service delivery
and reduce obstacles.

These powerful individual-level behavior changes are consolidated and reinforced through the social
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group. The social group context of FLL helps convert the first-mover individuals into a bigger movement
by encouraging others to join. This leads to a renaissance in organigational culture and creates a sense
of distributed leadership and peer monitoring. Across a wide array of social situations—riots, strikes,
migration, or wearing facemasks—scholars consistently find that a person’sinclination to joinis affected
by their perception of how many others are already participating, especially people like them and people
they respect (Granovetter, 1978; Macy, 1990, 1991). FLL shifts perceptions. Public sector workers often
perceive that the modal worker is disinterested or even corrupt, but do not perceive a silent majority
of workers who want to work well and in the public interest. FLL makes that silent majority visible and
creates networks among these like-minded actors who want to work in the public interest. Behavioral
economics experiments around the world on “conditional cooperation” regularly find that if people can
be assured that others around them are willing to cooperate in the collective interest, a majority of
people are willing to make personal sacrifices that benefit the larger good (Gdchter, 2006; Gdchter &
Thoni, 2005). Moreover, social accountability in goal setting dramatically enhances the probability of
effort and goal success. For example, at the end of the FLL Spark workshop, FLL participants set goals
publicly, providing social accountability for their intrinsically motivated self-efficacy goals. Ninety days
later they return for the FLL Review workshop to report to the group on their efforts. An FLL Coach
explains, “The follow up workshop is celebration of success as well as failures. They declare in front of
all the 25 participants from my individual capacity these are the things that | will try out.’

Scholars who study the most effective public sector organigations in low-income countries have long
observed that these organigations all possess a distinctive organigational culture in which indivi-
duals strongly identify with the organigation’s goals and are oriented to achievement (Grindle, 1997,
McDonnell, 2020; Tendler, 1997). FLL offers a method for cultivating such performance-oriented organi-
gational cultures. FLL combines self-efficacy and intrinsic motivation to enhance employee effort and
creativity, as individuals come to believe that their individual actions can have a real impact on work
outcomes that they find personally meaningful. Those individual efforts are sustained by the social
reinforcement that others within their organigation share their values, will support them, and will hold
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them accountable. This process accomplishes many of the stages associated with successful change
in management research, such as the celebrated ADKAR model of change: “Awareness of the need to
change, desire to participate and support the change, knowledge on how to change, ability to implement
desired skills & behaviors, reinforcement to sustain change” (Hiatt, 2006). However, the process is more
powerful and more sustainable because it originates within the authentic and deeply held personal
values and unleashes the collaborative innovation and problem-solving of a wide range of rank-and-file
employees.

RESOURCES @ o o o o 83



LINKS TO FURTHER READING
Addis Ababa Water and Sewerage Authority (AAWSA), Results of Field Level Leadership. Addis Ababa: Ethiopia.

Bandura, A. (1986). The explanatory and predictive scope of self-efficacy theory. Journal of Social and Clinical Psychology, 4(3),
359-373

Champions in the Ranks (2017). Cross the Waters. Youtube. https://www.youtube.com/watch?v=LbviQhc1WTk

Bartlett, C. and Ghoshal, S. (November-December 1994). Beyond Strategy to Purpose, Harvard Business Review, https://hbr.
org/1994/11/beyond-strategy-to-purpose.

Centre of Excellence for Change (2011). Dream Catchers. Youtube. https://www.youtube.com/watch?v=10kdHgOiAxI

Festinger, L. (1962). A theory of cognitive dissonance (Vol. 2). Stanford university press. https://books.google.com/
books?hl=en&lr=&id=voeQ-8CASacC&oi=fnd&pg=PA1&dqg=festinger+a+theory+ofcognitive+dissonance&ots=9xcaMtwa-
sA&sig=MB4NWEuJbb8IHFqf345z2Mie7rc

Frankl, V. E. (1985). Man’s search for meaning. Simon and Schuster.

Frey, B. S., & Oberholger-Gee, F. (1997). The cost of price incentives: An empirical analysis of motivation crowding-out. The Ame-
rican Economic Review, 87(4), 746-755

Gdchter, S. (2006). Conditional cooperation: Behavioral regularities from the lab and the field and their policy implications.
CeDEx Discussion Paper Series.

Gdchter, S., & Thoni, C. (2005). Social learning and voluntary cooperation among like-minded people. Journal of the European
Economic Association, 3(2-3), 303-314

Gneegy, U., & Rustichini, A. (2000). Pay enough or don’t pay at all. The Quarterly Journal of Economics, 115(3), 791-810
Granovetter, M. (1978). Threshold models of collective behavior. American Journal of Sociology, 83(6), 1420-1443

Grant, A. M., Campbell, E. M., Chen, G., Cottone, K., Lapedis, D., & Lee, K. (2007). Impact and the art of motivation maintenan-
ce: The effects of contact with beneficiaries on persistence behavior. Organigational Behavior and Human Decision Processes,
103(1), 53-67. https://doi.org/10.1016/j.0bhdp.2006.05.004

Grindle, M. S. (1997). Divergent Cultures? When Public Organigations Perform Well in Developing Countries. World Development,
25(4), 481-95. https://doi.org/doi

RESOURCES @ o o o o 84



Hiatt, J. (2006). ADKAR: A model for change in business, government, and our community
Hamel G. (2007). The Future of Management. Boston: Harvard Business School Press.
Hiatt, J. (2006). ADKAR: A Model for Change in Business, Government and Our Community, Prosci Learning Center Publications

Houston, D. J. (2000). Public-service motivation: A multivariate test. Journal of Public Administration Research and Theory,
10(4), 713-728

Hsiao, C., Lee, Y.-H., & Chen, H.-H. (2016). The effects of internal locus of control on entrepreneurship: The mediating mecha-
nisms of social capital and human capital. The International Journal of Human Resource Management, 27(11), 1158-1172.
https://doi.org/10.1080/09585192.2015.1060511

Institute of Sustainable Development - ISD, (2012). Community Level Assessment of Change Management Initiatives. Evalua-
tion Report submitted to Tamil Nadu and the World Bank

International Water and Sanitation House - IRC - Report (2017). Data Collection and Analyses for Community-Level Impact
Assessment of Field Level Leadership Development. Netherlands, The Hague.

Jenni, K., & Loewenstein, G. (1997). Explaining the identifiable victim effect. Journal of Risk and Uncertainty, 14(3), 235-
257Kolb, D., 2014, Experiential Learning: Experience as a Source of Learning and Development.

Judge, T. A., & Bono, J. E. (2001). Relationship of core self-evaluations traits—self-esteem, generalized self-efficacy, locus of
control, and emotional stability—with job satisfaction and job performance: A meta-analysis. Journal of Applied Psychology,
86(1), 80.

Lee, S., & Feeley, T. H. (2016). The identifiable victim effect: A meta-analytic review. Social Influence, 11(3), 199-215Lipsky, M.,
1980.Street Level Bureaucracy. New York: Russell Sage Foundation

Kalam, A. (2011). Sustainable development systems for the nation. Speeches, lectures and a special address at the Conference
and Workshop on ‘Water Partnerships towards meeting the Climate Challenge’ by Centre of Excellence for Change.

Lencioni, P. M. (1July 2002,). Make Your Values Mean Something. Harvard Business Review. https://hbr.org/2002/07/make-
your-values-mean-something

Macy, M. W. (1990). Learning theory and the logic of critical mass. American Sociological Review, 809-826.
Macy, M. W. (1991). Chains of cooperation: Threshold effects in collective action. American Sociological Review, 730-747

McChrystal S. (2015). Team of Teams. New York: Penguin Publishers. (Pages 228-229,451)

RESOURCES @ o o o o 85



McDonnell, E. M. (2020). Patchwork Leviathan. Princeton University Press.

Nayar, V., (2007). Transformation of Public Service Management: A Journey in Organisational Change, IRC. https://www.irc-
wash.org/resources/transformation-public-service-management-journey-organisation-change

Mushtaq H.K., (2019). Knowledge Skills and Organisational Capabilities for Structural Transformation. Volume 48: Structural
Change and Economic Dynamics. Available at: https://doi.org/10.1016/j.strueco.2018.05.006.

Nayar, V. (2007). Rural Drinking Water and Sanitation - Change Management and Democratisation of Water - The Tamil Nadu
Experiment with Governance Reform, Infrastructure Report. Delhi: Oxford University Press.

Nayar, V., and Suresh, V. (2006). Democratigation of water management: Establishing a paradigm shift in the water sector.
London: World Development Movement

Ng, T. W,, Sorensen, K. L., & Eby, L. T. (2006). Locus of control at work: A meta-analysis. Journal of Organigational Behavior: The
International Journal of Industrial, Occupational and Organigational Psychology and Behavior, 27(8), 1057-1087

Perry, J. L. (1996). Measuring public service motivation: An assessment of construct reliability and validity. Journal of Public
Administration Research and Theory, 6(1), 5-22.

Prasad, M., Martins da Silva, M. B., & Nickow, A. (2018). Approaches to Corruption: A Synthesis of the Scholarship. Studies in
Comparative International Development. https://doi.org/10.1007/s12116-018-9275-0

Rotter, J. B. (1966). Generalized expectancies for internal versus external control of reinforcement. Psychological Monographs:
General and Applied, 80(1), 1.

Tendler, J. (1997). Good Government in the Tropics. Johns Hopkins University Press.

United National World Water Development Report (2003). Water for Life, Water for People (pdf). Available at: http://unesdoc.
unesco.org/images/0012/001295/129556e.pdf

UN General Assembly (2010). Recognising the right to safe and clean drinking water and sanitation as a human right. Re-
solution 64/292 (A/RES/64/292) of 28th July 2010. Available at http://www.un.org/ga/search/view_doc.asp?symbol=A/
RES/64/292&Lang=E

University of Birmingham (24 April 2017). Autonomy in the workplace has positive effects on well-being and job satisfaction,
study finds." ScienceDaily. www.sciencedaily.com/releases/2017/04/170424215501.htm

RESOURCES @ o o o o 86



Values Technology USA (2012). Analysis of Values Shift induced by Change Management program in Tamil Nadu. Report sub-
mitted to the World Bank and TN, India. The report was based on the Hall Tonna Value Inventory, Hall, B. O, et. al., 1986. Manu-
al for the Hall Tonna Inventory of Values. New York: Paulist Press.

Weibel, A., Rost, K., & Osterloh, M. (2009). Pay for Performance in the Public Sector—Benefits and (Hidden) Costs. Journal of
Public Administration Research and Theory, 20(2), 387-412. https://doi.org/10.1093/jopart/mup009

Wheatley, D. (2017), Autonomy in Paid Work and Employee Subjective Well-Being. in Work and Occupations;
073088841769723 DOI: 10.1177/0730888417697232

Witter, J. (2019). The Benefits of A Value-Driven Business. Forbes. https://www.forbes.com/sites/ellevate/2019/05/16/the-be-
nefits-of-a-value-driven-business/?sh=53f594ea5980

World Bank (2008). Public Sector Reform: What works and Why? IEG Report. Washington DC: World Bank.

RESOURCES @ o o o o 87



CONTACTS

Peer institutions: For further information from the Peer Training Institutions, please contact the:
Centre of Excellence for Change, Chennai, India

Email: waterandchange@gmail.com

Or

Addis Ababa Water and Sewerage Authority, Addis Ababa, Ethiopia

Email: meseret12000@gmail.com

World Bank: For further information from the World Bank, please contact:
The Field Level Leadership Team
Email: spahuja@worldbank.org; hjohnson2@worldbank.org
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