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The World Bank
Washington, D.C. 20433

U.S.A.

JAMES D. WOLFENSOHN
President

July 12, 1995

Mr. Mark Malloch Brown

Dear Mark:

I attach all the materials sent to me by Nancy Barrett. I am keen that

we should get into this whole question of Business Process Innovation once we

know who else is working in the area. I am sending the material to you to be

sure that we remember it.

cc: Atsuko Horiguchi



THE WORLD BANK/IFC/M.I.G.A.

OFFICE MEMORANDUM C V
DATE: June 19, 1995

TO: Mr. James D. Wo ohn B y1

FRoM: Nancy Barrett

SUBJECT: Business Process Innovation

Following our recent discussion, you asked for a brief note on the Bank's re-engineering
efforts. This note will focus on the EAl experience as that is the one with which I am familiar.

Background. From the beginning it was decided to call this Business Process Innovation
(BPI) since the term 're-engineering' evokes somewhat'negative images. Under the auspices of Mr.
Shahid Husain, five departments were selected in February/March 1994 to pilot BPI within their
VPU. These departments included East Asia and Pacific Country Department I (EAI) for regional
operations, International Economics Department (IEC) for DEC, and General Services Department
(GSD), Personnel Management Department (PMD) and the Information Services Group out of
Organization and Business Practices Department (OBP) for Management and Personnel Services
(MPS) VPU. Independently of the structured BPI, other organizational innovations were explored
and implemented by Mr. Picciotto in Operations Evaluation (OED) and in the Africa, LAC and
MENA Regions. The EAl BPI group collaborated with these areas to exchange ideas and adopt the
appropriate aspects.

The objectives of the EA1 exercise were to:

* serve our clients better,
* increase our development impact,
* reduce paper work and costs,
* shorten processing times,
* reduce staff stress.

EAI conducted three phases:

* Phase I: Planning - identification of processes needing redesign,
* Phase II: Diagnosis - mapping of processes and recommendations for changes, and
* Phase III: Social Systems Redesign and Implementation - piloting recommendations in

EAl, which would then spread throughout EAP and to the other regions.

EAP has reviewed the outcomes and will implement the changes Region-wide in July. Attached are
background materials with more detailed information, in case you might like to see it. Pages 6-16 of
the "blue book" gives a good overview of the key issues and recommendations of Phase II. Also
attached are the newsletters on the Social Systems Redesign and updates to staff.



Mr. James D. Wolfensohn -2- June 19, 1995

Implementation. The proposals for process redesign and streamlining have been incorporated
into several projects in each of the sector divisions within EAI, as well as in other operations
departments, with satisfying results in time and cost savings. One of the significant
recommendations on process, which has not yet been implemented, is the consolidation of the
various documents prepared during project processing - the time from project identification to Board
presentation - into a single "evolving document". Since speaking to you of the delay in getting
approval of the "evolving document", I have learned that while there were delays for one reason or
another, it was decided in the end to clear it with you before presenting to the Executive Directors
for a decision. Mr. Choksi is preparing a background note for you and the Managing Directors for
your review.

During Phase II, it was recognized that in order to be more results and client oriented,
changes in Bank culture would also need to be addressed, specifically, clarity of goals and roles,
incentives and accountability, management and flexibility, and client focus. Culture change is the
most difficult to implement. The areas in greatest need of support include:

" the shift into a support-oriented management rather than one that is control-oriented.
Currently management turns to staff with demands for explanation and correction. This
promotes a culture which learns to justify actions rather than change them. A support-
oriented management would offer assistance through help and guidance to turn unwanted
situations around. This would, of course, impact on the many reviews and advisory roles
by making them demand driven instead of supply driven.

* review of Operational Directives to be more flexible and fit established guiding principles.
This would require managers and staff to use their judgment on appropriate steps and
timing, as well as direct accountability for the quality of projects, their impact and
performance.

" modify our measurements for success. A review of the impact Bank lending and economic
and sector work has on each country, e.g. adoption of policy changes, increases in output,
relative poverty levels, etc., used in conjunction with numbers of loans would encourage
focus on quality along with quantity. For lending the primary focus is now on the number
of loans and not on development impact. Country Assistance Strategies have not been an
effective instrument for determining our activities in and the budget resources allocated to
a country. Economic and sector work have not been sufficiently driven by client demands.

" better linkage of incentive and reward systems to the Bank's objectives and guiding
principles, e.g. emphasis on development impact of loans and economic and sector work,
rather than on the number of loans or the internal appreciation of the quality of economic
and sector reports; emphasis on cost-effectiveness and the do-able, rather than excessive
completeness and depth of analysis.

I understand that Mr. Preston was very pleased with the presentation made to him on the EA I
BPI experience. The EAI work has now also been broadened. It fed into a Regional BPI effort
where new procedures, processes and systems are being adopted effective July 1. If you would like
a presentation on this at some appropriate point, it could be arranged.



June 30, 1995

Mr. Wolfensohn,

Further to my note to you on Business Process Innovation, I now have
some information on some of the cost savings that have resulted from the
new process. Most of the projects had already begun in the processing
cycle when some of the recommendations were being piloted, which makes
it difficult to make solid comparisons.

However, 2 projects (Korea Waste Disposal and Cambodia Social Fund),
which were fully processed under the new procedures, took about 3 to 4
months to process as compared to approx. 11 months under old
procedures between the time of appraisal departure and Board
presentation.

The main savings resulted from a more streamlined review process and in
combining project appraisal with negotiations in the field.

We hesitate to generalize conclusions from this experience as there were
other projects processed under the new procedures where negotiations
were not conducted in the field, or where after appraisal delays were
incurred from the government side and the processing times were longer as
a result. However, we could probably expect under new procedures
savings of approx. 3-1/2 to 4-1/2 months on average could be realized, as
compared to current procedures.

Nancy
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THE WORLD BANK/IFC/M.I.G.A.

OFFICE MEMORANDUM
DATE: June 19, 1995

TO: Mr. James D. Wolfensohn

FROM: Nancy Barrett

SUBJECT: Business Process Innovation

Following our recent discussion, you asked for a brief note on the Bank's re-engineering
efforts. This note will focus on the EAl experience as that is the one with which I am familiar.

Background. From the beginning it was decided to call this Business Process Innovation
(BPI) since the term 're-engineering' evokes somewhat pegative images. Under the auspices of Mr.
Shahid Husain, five departments were selected in February/March 1994 to pilot BPI within their
VPU. These departments included East Asia and Pacific Country Department I (EAl) for regional
operations, International Economics Department (IEC) for DEC, and General Services Department
(GSD), Personnel Management Department (PMD) and the Information Services Group out of
Organization and Business Practices Department (OBP) for Management and Personnel Services
(MPS) VPU. Independently of the structured BPI, other organizational innovations were explored
and implemented by Mr. Picciotto in Operations Evaluation (OED) and in the Africa, LAC and
MENA Regions. The EAl BPI group collaborated with these areas to exchange ideas and adopt the
appropriate aspects.

The objectives of the EAl exercise were to:

* serve our clients better,
* increase our development impact,
* reduce paper work and costs,
* shorten processing times,
* reduce staff stress.

EAl conducted three phases:

* Phase I: Planning - identification of processes needing redesign,
* Phase II: Diagnosis - mapping of processes and recommendations for changes, and
* Phase III: Social Systems Redesign and Implementation - piloting recommendations in

EA1, which would then spread throughout EAP and to the other regions.

EAP has reviewed the outcomes and will implement the changes Region-wide in July. Attached are
background materials with more detailed information, in case you might like to see it. Pages 6-16 of
the "blue book" gives a good overview of the key issues and recommendations of Phase II. Also
attached are the newsletters on the Social Systems Redesign and updates to staff.
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Implementation. The proposals for process redesign and streamlining have been incorporated
into several projects in each of the sector divisions within EAL, as well as in other operations
departments, with satisfying results in time and cost savings. One of the significant
recommendations on process, which has not yet been implemented, is the consolidation of the
various documents prepared during project processing - the time from project identification to Board
presentation - into a single "evolving document". Since speaking to you of the delay in getting
approval of the "evolving document", I have learned that while there were delays for one reason or
another, it was decided in the end to clear it with you before presenting to the Executive Directors
for a decision. Mr. Choksi is preparing a background note for you and the Managing Directors for
your review.

During Phase II, it was recognized that in order to be more results and client oriented,
changes in Bank culture would also need to be addressed, specifically, clarity of goals and roles,
incentives and accountability, management and flexibility, and client focus. Culture change is the
most difficult to implement. The areas in greatest need of support include:

* the shift into a support-oriented management rather than one that is control-oriented.
Currently management turns to staff with demands for explanation and correction. This
promotes a culture which learns to justify actions rather than change them. A support-
oriented management would offer assistance through help and guidance to turn unwanted
situations around. This would, of course, impact on the many reviews and advisory roles
by making them demand driven instead of supply driven.

* review of Operational Directives to be more flexible and fit established guiding principles.
This would require managers and staff to use their judgment on appropriate steps and
timing, as well as direct accountability for the quality of projects, their impact and
performance.

" modify our measurements for success. A review of the impact Bank lending and economic
and sector work has on each country, e.g. adoption of policy changes, increases in output,
relative poverty levels, etc., used in conjunction with numbers of loans would encourage
focus on quality along with quantity. For lending the primary focus is now on the number
of loans and not on development impact. Country Assistance Strategies have not been an
effective instrument for determining our activities in and the budget resources allocated to
a country. Economic and sector work have not been sufficiently driven by client demands.

* better linkage of incentive and reward systems to the Bank's objectives and guiding
principles, e.g. emphasis on development impact of loans and economic and sector work,
rather than on the number of loans or the internal appreciation of the quality of economic
and sector reports; emphasis on cost-effectiveness and the do-able, rather than excessive
completeness and depth of analysis.

I understand that Mr. Preston was very pleased with the presentation made to him on the EA I
BPI experience. The EAI work has now also been broadened. It fed into a Regional BPI effort
where new procedures, processes and systems are being adopted effective July 1. If you would like
a presentation on this at some appropriate point, it could be arranged.



THE WORLD BANK/IFC/MIGA

OFFICE MEMORANDUM

DATE: July 18, 1995

TO: Mr. Mark Malloch Brown, EXTDR

FROM: Ismail Serageldin, ESDVP

EXTENSION: 34502

SUBJECT: Bank Committees

In response to your request of June 30, we are not involved with any committees
currently studying Bank initiatives.

We have, however, a number of ongoing activities and committees, that we would
consider part of the ongoing work of ESD. We are reporting them here in case you
needed to know. We have clustered them in four groupings: improving internal
efficiency, raising quality of Bank staff, improving external partnerships and promoting
development differently

1. Improving Internal Efficiency:

Re-organizing Agriculture: (Completed)

On July 1, 1995, AGR reorganized itself; from three to two Divisions. This was
done to better align the work and integrate staff skills with the new Vision Statement
and goals set for the Department. Previously, technical staff working on water,
agronomic, animal, fish and forestry issues were in two Divisions. The economic,
social and financial staff were in the third Division. The reorganization of the
Department better integrates skills and sharpens the focus on rural sector development,
for which agriculture, forestry and the associated management of the natural resource
base are central.

Environmental and Social Policy Advisory Group: (Ongoing)

A new group chaired by the Director of ENV, established by the MDs in April to
help bring coherence to interpreting the Bank's environmental and social operational
policies. This group, comprising specialists and managers from around the Bank, gives
guidance on complex, sensitive or ambiguous project-related issues relating to
environmental or social issues. By clarifying issues, and providing guidance early, the
group can help staff avoid losing time and potential costly mistakes.
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Social Policy Thematic Team: (Ongoing)

Chaired by the chief of ENVSP, this group is designing and testing approaches for
social assessment of projects and investment programs. Draft guidelines are being
tested, and a paper outlining the costs and benefits of social assessment will be

submitted to senior management in the late Fall.

Improving synergies between Bank and GEF financed projects: (Ongoing)

A Steering Committee, consisting of VPs and chaired by Mr. Sandstrom has just

been established to ensure effective procedures. A middle management group, chaired
by the Director ENV, coordinates all operational activities financed by the GEF.

Sub-sector groups in TWU: (Ongoing)

Ensuring linkages between cross-support and own managed work--(i) the three

sub-sector staffing groups (one for transport, water, and urban) are consulted regularly
to identify the sectoral priorities and strategic issues/themes that should form the focus
of our cross-support and own-managed work; (ii) each TWU division has developed its

cross-support program after examining regional work plans to identify areas of mutual
interest and comparative advantage, and visited with SODs to discuss possibilities for

involvement; (iii) for the own-managed work program, in addition to the above
consultations, regional steering groups have been constituted to advise on major own-

managed tasks; (iv) each division has developed a specific cross-fertilization strategy in

consultation with regional staff and several thematic groups have been formed to

provide a forum for regular interaction among Bankwide professional groups.

2. Raising quality of Bank staff:

Core training ro ram for agriculture: (Ongoing)

AGR is leading a small task force to develop a core training program for
agriculture and natural resource staff across the Bank designed to respond to the

dynamics and diversity of the Bank's work and borrowers' needs.

Environment training: (Ongoing)

In addition to increasing the number of internal training courses from 10 to 26
over the past 3 years, ENV has now made a joint appointment with EDI to produce a

series of joint courses in FY96.
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Infrastructure Training Program: (Ongoing)

(i) Sector/subsector staffing groups--originally set up by Personnel in 1992 to
advise on skill needs assessment and external recruitment, their mandate has been
expanded to advise on internal reassignment and training needs; and in the infrastructure

subsectors of TWU at least, they are a consultative forum for a whole range of TWU
work program issues. (ii) The new Infrastructure Training Program for professional
staff was initiated during FY95. Developed under the BPI, this ITP has become the
model for sectoral training in the Bank. Structure consists of a core curriculum that all
sector staff would take over three years, with extended program of special and regional
interest courses. Content of courses is agreed by Sectoral Staffing Groups and SOD
chiefs, and linked to Bankwide themes and business objectives. Advisory Group of
senior regional staff contributes to ensuring relevance of content. Courses developed in
collaboration inter-departmentally and inter-VPU, e.g. between TWU and FPD for
private sector development. There is an intensive post-course evaluation and review
process to strengthen quality of repeater courses and strengthen applicability to
operational needs.

3. Improving external partnerships:

Strengthening partnership with other agencies (UNDP. FAO. IFAD. etc.): (Ongoing)

Considerable effort is being given to strengthening partnerships with other
agencies (UNDP, FAO, IFAD) as well as with NGOs. Programs have been launched
with FAO to promote widescale uptake of more environmentally friendly pest
management approaches (IPM), to develop indicators to better monitor land degradation
at the national and global levels and to join forces in analyzing and prioritizing work to
address the management of the world's forests. Similarly, we are participating actively
in supporting the CSD inter-Governmental panel on Forests and the Commission on
Forests. Active and constructive collaboration with the NGO community is taking place
on a regular basis on such topics as (i) pesticide usage, (ii) biodiversity management,
and (iii) soil fertility management.

Environment Organizations: (Ongoing)

A series of formal understandings will be reached with some of the major
environmental organizations to promote joint work, and to help move the debate on
environmental issues from that based on advocacy--and in recognition that the Bank has

now built up considerable capacity (and an improving reputation) on the environment.
The first such agreement has been signed with IUCN, the largest international grouping
of environmental organizations in the World. A series of joint programs with leading
NGOs is being monitored with the aim of increasing the share of our work produced
jointly with environmental organizations in the future.
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Global water partnership: (Ongoing)

(i) UNDP-World Bank Water and Sanitation Program--in FY95, the Program was
merged into the water division, TWUWS. During this year, the division has taken the
lead in collaboration with the Regions to gain support among the Program donors and
clients for the creation of a global water partnership to improve the assistance available
from the international community by providing more coherent advice on comprehensive
water management issues. Within the Bank, the Water Partnership would be overseen
by a water council, whose membership would include regional sector division chiefs.
(ii) UNDP/UNCHS/World Bank Urban Management Program (UMP)--Now in its
second phase, the UMP is being decentralized and shifting to partnerships between the
UMP regional offices and the Bank's regional operating divisions.

4. Doing development differently:

New strategy approach to increased agricultural productivity and natural resource
managemen: (Ongoing)

The recently published Strategic Vision Statement for the Rural Agricultural and
Natural Resources sectors, which was developed through a broad collaborative process
across the Bank, refocuses attention on the need for the Bank to think in terms of rural
sector strategies and the intra-sectoral linkages between agriculture, infrastructure,
health and education. The focus has shifted away from such linkages over the past
decade because of difficulties in implementing the complex integrated rural
development projects of the 1970's and early 80's. The new strategy outlines approaches
to increased agricultural productivity and natural resource management, and greater
local participation, empowered through an enabling policy environment, better
knowledge transfer using modern information technology, and the financial resources to
participate in the development process through access to rural credit, fiscal
decentralization and targeting of vulnerable groups.

Environmental measurement: (Ongoing)

In ENV, we are seeking 10 countries in the next year to implement new measures
of adjusted accounts to reflect environmental concerns. And we are sponsoring a
conference jointly with World Wildlife Fund to launch this initiative.

cc: Messrs./Mmes. Horiguchi, McCalla, Pellegrini, Petit, Steer, von der Osten, Cohen,
Stover, Martin-Brown, Chadha


