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INTRODUCTION

Public Financial Management (PFM) reforms are a key component for improving the governance and
accountability in Bangladesh. Thanks to past efforts by successive governments, Bangladesh is now well-
placed to further modernize its PFM system, increase government efficiency, and encourage investment in
transformative social and infrastructure projects.

While successive PFM projects have initiated many important reforms, several systemic issues remain to
be addressed. The earlier PFM reform experience in Bangladesh points to the need for a greater focus on
fewer priorities to effectively advance the reform strategy. In addition, there is a need for an effective change
management approach to ensure that reforms are solving functional PFM problems and that improved
PFM systems and processes lead to better service delivery, public resource management, and economic
development.

Bangladesh is entering this new phase of PFM reforms with three key strengths:

a. The senior leadership recognizes the PFM challenges and how they impact the public service
delivery and economic development. The comprehensive PFM Reform Strategy is a testimony of
this recognition. The Strategy not only identifies the key goals and objectives of reforms but also lays
down the key principles and approach towards carrying out these reforms;

b.  Bangladesh has made huge investments in building civil service capacity in the past. These
investments are not limited to post-graduate degrees, professional certifications, and foreign
trainings. Country-own institutions such as the Institute of Public Finance (IPF) and Financial
Management Academy (FIMA) have been developed to provide high-quality trainings that are most
suitable for the local context. These institutions will play a central role in PFM reforms going forward;
and

C. Finally, through the rich PFM reform experience of the past, there is an evolving understanding
on what works and what doesn’t; how to keep the implementation teams motivated and manage
resistance to change; and how to reach out to thousands of budget-holders in the country to adopt
new and efficient PFM practices.

Given the context above, this PFM Action Plan (2018-23) is approved by the Finance Minister in September
2018, to support effective implementation of the PFM Reform Strategy (2016-21). The PFM Reform Strategy
clearly sets out the key goals and objectives of the PFM reforms and identifies the priority reform actions.
This PFM Action Plan provides the implementation roadmap for those priority actions with clear institutional
responsibilities, cost-benefit analysis of sub-activities, and results indicators to monitor the successful
implementation. The PFM Action Plan also elaborates on the governance structure for reforms and the
change management approach introduced earlier in the Strategy. The PFM Action Plan fulfills the need for
an operational document, as such it should be read with the Strategy to get a complete understanding of
the PFM reforms in Bangladesh.
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The Strategy was developed by a cross-institutional team from the Ministry of Finance (MoF), the Comptroller
and Auditor General (C&AG), the Planning Commission, and the National Board of Revenue, among others and
identified the following five goals for PFM reforms:

B Goal 1: Maintain aggregate fiscal discipline compatible with macro-economic stability and pro-poor growth;

B Goal 2: Allocate resources consistent with Government priorities as reflected in National Plan;

B Goal 3: Promote the efficient use of public resources and delivery of services through better budget execution;
B Goal 4: Promote accountability through external scrutiny and transparency of the budget; and

B Goal 5: Enhance the enabling environment for improved PFM outcomes.

5.  Besides this short introduction, the PFM Action Plan contains two key parts: (a) the PFM activity matrix and

(b) governance structure and change management approach. A few PFM technical briefs are separately
available, which were heavily relied upon during the development of the PFM Action Plan. Each of these
parts is briefly described in the next few sections.

The PFM Action Matrix

6. The PFM Action Matrix is the core of the PFM Action Plan that describes the reform activity in an intuitive
manner. The Matrix describes the reform activity and why it is needed, identifies sub-activities eluding to
the understanding of a methodology to implement the reform activity, provides the rough cost estimate and
the intended benefits, defines the results indicators with baselines and end-of-plan targets, and finally fixes
institutional responsibility at the Wing level within the specific Divisions/Ministries. This way, the Matrix provides
a clear implementation roadmap that has been developed in an extremely consultative manner over months
of engagement led by the Finance Division (FD) with the respective authorities responsible for each area.

7. Under the five strategic goals, fifty priority PFM reform activities are primarily derived from the PFM Reform
Strategy. The consultative process provided an opportunity to rephrase and reprioritize them among 14
reform components, each under the direct implementation responsibility of a relevant government authority.
The consultative process was also helpful in organizing reforms as either an activity or a sub-activity
supporting an activity thus, creating a hierarchy depending on the significance. Finally, the consultative
process also ensured to capture the progress under several ongoing reform initiatives — especially after the
approval of the Strategy in 2016.

Act #| PFM reform Why this activity? Activity/sub-activities description
activity title (underlying
problem/challenge)

Activity details Measurement Accountability

C_OSt Duration | Planned | Start | Indicator Baseline Target Ministry/| Wing/
Ssété"jgéz (Months) | Benefits | date (2016) (2023) | Division | Section
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8. Thelist of sub-activities is likely to change during the implementation period as stakeholders’ understanding
of the underlying challenges evolve overtime. Setting the results indicators at the activity level (and not by
sub-activities) allows the flexibility to the implementation teams to course-correct. So, the implementation
teams would be able to carry-out new sub-activities designed as and when needed and abandon the ones
currently mentioned in the Matrix, as far as they ensure successful achievement of results targets for the
overall activity.

9. The PFM Action Matrix is provided in Appendix A.

Governance Structure and Change Management Approach

10. The PFM Reform process has a two-tier governance structure comprising of a Steering Committee (SC) and
a Program Execution and Coordination Team (PECT). The Steering Committee (SC) headed by the Finance
Secretary will comprise senior representatives from major spending ministries, Cabinet Division, Comptroller
and Auditor General, National Board of Revenue, Economic Relations Division, and Planning Commission.
SC will oversee implementation progress and create the right enabling environment for change to happen.
The Finance Division, the PECT, would lead the coordination of the reforms with an active support from
the line ministries as well as the development partners. PECT will consist of at least six members from the
Finance Division and at least two members from other lead PFM institutions. PECT can invite observers
to their meetings and PECT is expected to invite selected development partners for inputs and advice.
The PECT will also be responsible for establishing a forum for institutional collaboration (PFM Reform
Learning Hub at the Institute of Public Finance) for areas requiring collective action and mutual learning and
accountability and for more systematic capturing, sharing and replication of reform lessons.

Steering
Committee
Program Execution P_Fl\/l
and Coordination =} Learning Hub
Team (PECT) (IPF)
Program P Program . p
Implementation | lrogram. Implementation I Irograml
Team mplementation Team (SOE mplementation

(MEW, FD) Team (CAG) Monitoring Cell) Team (-- -)
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11.

12.

Change management interventions are both mainstreamed as well as separately pursued through a set
of systematic learning, leadership, and motivational activities. The PFM Action Matrix promotes incentives
for change at two levels: (a) at each activity level where the risks and challenges in achieving the change
have been thoroughly discussed, and sub-activities are designed to manage those risks and challenges.
For example, advocacy and coalition building sub-activities are built in where the government’s current
ownership is not at the highest level, or capacity building sub-activities are designed to cater for capacity
challenges etc. and (b) separate set of activities under component 14 to promote leadership and learning
in program implementation and enable mutual accountability. Together, these change management
interventions will enable the implementation teams to effectively deal with both technical and non-technical
challenges that come up during implementation. With that in mind, 4 closely connected pillars underpin the
change management approach for PFM in Bangladesh:

a. Systematic Learning and Sharing of Good Reform Practice: Increasingly institutions recognize that a
culture of knowledge sharing, and learning may exist but is neglected as staff focus on more immediate
issues. Also, capacity gaps have dramatic impacts on the effective achievement of organizational
mandates, sustainability of day-to-day operations, and replicability of success. Three lines of activity
will be introduced: i) Knowledge Events and institutionalizing mechanisms for Knowledge Sharing
of Good Reform Practice; ii) Supporting a Learning Hub function on PFM reform in IPF; iii) Capacity
Building and Training for selected change agents.

b.  Communications and Stakeholder Alignment: Stakeholders will be involved and informed throughout
the implementation of the Action Plan through the PECT meetings. In addition, several activities will
be designed to foster institutional collaboration, alignment, and learning, such as bi-annual retreats
for the program implementation teams and multi-institutional field visits to observe PFM practices on
the ground. Throughout implementation there will be space for all stakeholders to provide ideas and
suggestions.

c.  Rewarding Performance: ltis critical to keep the program implementation teams and other stakeholders
motivated for them to adopt the change in behaviors and practices due to these PFM reforms.
Performance-based incentives play a central role in changing behaviors of the program implementation
teams and PFM practices at ground level. The Government already has considerable experience of
using these incentives (though mostly non-financial) to keep the motivation high.

d.  Adaptive leadership skills through Implementation Coaching: Adaptive leadership coaching emphasizes
co-ordination, collaboration, empowerment, and learning. It brings to government leaders the tools
and practices required to facilitate implementation of the reform activities and surface and address
challenges during implementation, including culture change. Activities and areas of coaching will
include four main areas: i) the introduction of Rapid Results Initiatives or other short cycle coaching
models; i) understanding of stakeholder interests and force fields; iii) implementation workshops to
discuss technical and adaptive challenges and solutions; iv) coaching on culture change.

Details on the Governance Structure and Change Management Approach are provided in Appendix B.
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PFM Technical Briefs

13. Though not included in the PFM Action Plan, several technical briefs were prepared to contextualize the
PFM challenges in Bangladesh and prioritize reform recommendations for the short and medium term in
a facilitated dialogue with respective PFM institutions. These technical briefs will be separately available
and will help refocus the reforms to key issues during implementation and help as a quick reference for
newcomers on the implementation teams. The list of technical briefs is given below:

a. Budgeting

b. Domestic resource mobilization
C. iBAS++

d. State-owned enterprises

e. Performance management

f. PFM legal framework

g. Fiscal forecasting and debt management
h. Public investment management
i. Procurement

j. Financial reporting

k. Auditing

[. Pensions

Financing for the PFM Action Plan

14. The benefits of the reform, e.g., improved public service delivery, increased collection of revenue and better
control over public money would certainly exceed the expenses of the implementation by far. A global
comparison between countries’ PEFA ratings and per capita income show a clear positive correlation
between the two, which assures significant returns against the cost of PFM reforms.

15. The financing for the incremental costs of PFM reforms will come from the government budget as well as
from the development partners. Some of these projects are already ongoing, for instance, the multi-donor
support through the Strengthening Public Expenditure Management Program and World Bank’s projects on
VAT Online and e-Government Procurement System (e-GP). The Finance Division is also preparing a new
Bank-financed program to implement eight out of fourteen components of this PFM Action Plan through a
results-based mechanism where Disbursement Linked Indicators (DLI) are used to incentivize results. The
PECT will maintain a mapping of all PFM reform activities with the respective funding source and periodically
share with the stakeholders.
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GOVERNANCE STRUCTURE AND CHANGE MANAGEMENT
APPROACH

A. Context and Key Lessons
1. Context and Rationale for an Effective Change Management Approach

1. PFM has been a cornerstone of Bangladesh’s governance reforms. There is a clear correlation between
countries’ per capita income and the respective strength of their PFM systems; thus, there is a pressing
argument for investing in PFM reforms. The 2016-2021 Bangladesh’s PFM Reform Strategy is a
milestone accomplishment for the Government of Bangladesh, consolidating on-going PFM reforms and
establishing momentum for subsequent initiatives, to be detailed in agreed action plans.

2. To implement the strategy and subsequent activities successfully, focus on the right technical priorities
will need to be complemented by adaptive challenges and change management that both look at the
‘how to’ of a reform process. While there are several theories and lessons from other countries on the
‘how to’ of reform, a simple recipe for (replicating) success does not exist. Many PFM reform efforts in the
recent past in Bangladesh have been considered only partially successful.

3. Getting the ‘change approach’ right will be crucial. This note will build on existing experience and context
in Bangladesh and on lessons learnt globally, to suggest a pragmatic and workable set of measures that
could drive the change management process in the country and as such complement and accelerate the
successful implementation of more technical financial reform areas.

2. The context of Bangladesh

Bangladesh is truly unique

4. Inless than 50 years of independence since 1971, Bangladesh has demonstrated impressive economic
growth and has emerged as a young democracy. This transformation has been enabled by increasing
exports, chiefly of ready-made garments and labor services. A key factor has been a political settlement
comprising elites, ordinary citizens and external actors to enable economic growth through openness to
global markets, basic protection against ecological disasters and global economic volatilities, and basic
standards for public services like health and education. As a result, Bangladesh does far better on key
health, education and gender equality indicators than its income and stage of economic development
would suggest (Hossain, The Aid Lab, 2017: 3-11).

5. Bangladesh is one of the ‘Next Eleven’ (N-11) countries; a group of countries that could potentially have
a BRIC-like impact and be among the worlds’ largest economies in the 215t century, mainly because they
are the next set of rapidly growing large-population countries beyond the BRIC. It also aspires to become
a middle-income country by 2021. Yet plenty of challenges remain.

Technical solutions are insufficient for reform challenges in Bangladesh

6. Bangladesh is a country in transition with many opportunities and challenges. Despite the benefits of the
settlement discussed above, the country is one of the most over populated in the world with an estimated
165 million people. The World Governance Indicators show that though there has been improvement
in most governance indicators, Bangladesh lags behind the regional averages. These are some of
Bangladesh’s development challenges. PFM effectiveness has also been challenging. PFM reform has
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taken place since the mid-1990s but proven difficult regardless of substantial support in this area from
development partners. Various projects were undertaken that only partially achieved their objectives.
Nonetheless, Bangladesh remains committed to PFM Reform and has demonstrated this through its
continued support of iIBAS++ development and implementation as well as the production of the PFM
Reform Strategy 2016.

7. Inan environment like Bangladesh, technical solutions must be complemented by non-technical activities
to adequately implement reforms. Technical experts can help prepare country tailored proposals based
on realistic assessments and requirements which can provide the ground for greater progress. Yet,
no matter how high the technical quality of the proposals, there will be many non-technical challenges
such as the need for high level political support, adaptive leadership, stakeholder analysis, shared vision
and communication strategy, readiness of reform teams and leaders, well defined deployment plans,
milestones and incremental achievements, capacity building and appropriate institutional frameworks,
system integration, managing resistance, and assessing risks. Therefore, a change management
approach is essential, considering the unique context of Bangladesh as well as lessons learnt from
previous projects and reform efforts.

3. Key Lessons Applied

8. Basics First and Ownership. It was recognized in the Reform Strategy 2016 that given existing capacity
limitations, Bangladesh would best develop gradually based on clear priorities and accountability. The
PFM Action Matrix 2018-2023 as a result focuses on the highest priority (activity) clusters and establishes
clear accountability for implementation anchored in different government departments. The basics-first
approach also emphasizes the importance of strengthening institutional capacity in support of more
sophisticated and continued PFM reforms over time. Country-own institutions such as the Institute of
Public Finance (IPF) and Financial Management Academy (FIMA) have been developed to provide high-
quality trainings that are most suitable for the local context and will be further strengthened going forward.
These institutions would play a key role in supporting the change process.

Course-correction and learning
during implementation. Progress wil
not be linear. There will be some steps
forward, some steps backward. Some
reforms may be achieved rapidly when
all the actors involved are in alignment.
Other reforms may need a slower pace
to allow absorptive capacity to catch up,
accountability toincrease, or public support
to be rebuilt. To this end the governance
bodies suggested have a clear role to play
through consultative feedback, helping to
bring out good ideas and screen out bad
ones, with support from implementation
coaches. Systematic capturing and sharing
of good reform practice will be promoted
and anchored in a PFM Reform Learning
Hub that is foreseen for Bangladesh.

Box 1: The Essence of Change Management

“Change management is a process of helping people
understand the need for change, and to motivate
them to take actions which result in sustained changes
in behavior.” It is agreed as critical for PFM reform in
Bangladesh. Change management does not only refer
to a set of basic tools or structures intended to keep
the change efforts under control. More importantly, it
is about adaptive leadership (or change leadership) for
addressing non-technical challenges, by evaluating and
managing risks, (further) empowering a group of leaders
in the government of Bangladesh and mobilizing a large
number of people with a shared vision to introduce
sustainable changes in social and organizational culture.
With change management realized, better results can be
achieved faster and more sustainably.
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10. A tailored approach to Political Economy. Political Economy (PE) assessment seeks to understand the
specific relationships of power between relevant stakeholders, so that interests and influences can be
better understood. And with better understanding, implementation challenges can be circumvented, and
breakthroughs can be enabled through windows of opportunity. A tailored approach to PE assessment
is thus required. PE assessments that have been done in the past, were mostly driven/written by
development partners and have had somewhat limited use for the (government) implementing teams
on the ground. Hence a more tailored and dynamic approach to using PE assessments is suggested.
In alignment with each implementing government authority, a simple stakeholder analysis and force field
analysis will be done during the implementation of the Action Plan that highlights which are opposing
forces (and actors) and which are supporting forces to intended changes. This will generate clear lessons
and suggestions to overcome/prevent challenges and bottlenecks in the implementation process at the
activity level.

B. Governance Structure for PFM Reforms

11. A key principle of PFM Reform is that local authorities are firmly in charge of the reform process, with
external advice in a supporting role. There will be a two-tier governance structure comprising of a Steering
Committee (SC) and a Program Execution and Coordination Team (PECT). Full details on the mandate
and composition will be outlined in a Terms of Reference that will be shared with all relevant government
agencies as well with the public.

12. The SC is chaired by the Finance Secretary. Members are senior representatives from major spending
ministries, Cabinet Division, Comptroller and Auditor General, National Board of Revenue, Economic
Relations Division, Bangladesh Bank and Planning Commission. Through its mandate, SC will:

m  Oversee implementation progress, approaches, and stakeholder communication;
m  Create a conducive enabling environment for change to happen;
m  Review the Action Plan implementation status and the progress towards results;

m  Decide on possible course-corrections based on implementation lessons and suggestions from the
PECT.

13. SC will meet twice a year, with additional ad hoc meetings as and when required. The location of each
meeting shall be at the discretion of the Chair, who shall give notice of the date and venue for each
meeting to the Members no less than seven (7) working days prior to the date of such meeting. The SC
will make decisions by consensus, to the extent possible. Where a member of the SC has a dissenting
opinion, the opinion will be recorded in the meeting minutes. Where consensus is not possible, the Chair
may decide based on the views of most of the members of the SC present during the meeting. The SC
may make decisions in person or through virtual (email) approval on a no objection basis within five (5)
working days. The SC will commit to sharing implementation progress and lessons with stakeholders
outside the government openly and in ways that makes it possible to receive suggestions and additional
ideas to improve implementation.

14. The Finance Division, through a PECT, will lead the coordination of the reforms with an active support
from the line ministries as well as the development partners. PECT will consist of 4 members from Finance
Division and 1 member from each Program Implementation Team. PECT can invite observers to their
meetings and PECT is expected to invite selected development partners for inputs and advice. The PECT
will also be responsible for establishing a forum for institutional collaboration (PFM Reform Learning Hub at
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the Institute of Public Finance) for areas requiring collective action and mutual learning and accountability
and for more systematic capturing, sharing and replication of reform lessons. PECT will be undertaking
several activities, including:

m  Develop progress and performance indicators for each (activity) cluster, in consultation with each
Program Implementation Team as well as an annual monitoring and progress reporting schedule.

m  Support the capacity development of each Program Implementation Team to develop effective
PFM-focused monitoring - building on existing systems where possible - and development of
quality and timeliness standards for the semi-annual reports

m  Prepare semi-annual Progress Reports for the SC based on inputs from implementing agencies and
periodically monitor data quality, accuracy, and reliability

m  Develop a detailed communication plan

m  Create a PFM Reform Learning Hub in IPF, that brings together government experts and, among
others supports a series of semi-annual Learning Activities (LA) to identify, capture and share (local)
implementation lessons between ministries and agencies and prepare suggestions and reports for
the SC to overcome (local) implementation challenges in areas that are relevant across all Ministries

15. PECT will meet approximately four times a year (quarterly), with additional ad hoc meetings as and when
required and will ensure there is continuous support for and attention to the implementation of the Action
Plan. The location of each PECT meeting shall be at the discretion of the Chair, who shall give notice
of the date and venue for each meeting to the Members no less than seven (7) working days prior to
the date of such meeting. Reports prepared for the SC will be compiled by the PECT and can include
specific suggestions (where applicable) for course-corrections or scaling of good practices, based on
implementation lessons.

C. Change Management Pillars for Bangladesh

16. Change management interventions in the PFM Action Matrix are mainstreamed as well as separately
pursued through a separate set of systematic learning, leadership, and motivational activities. The PFM
Action Matrix promotes incentives for change at two levels: (a) at each activity level where the risks and
challenges in achieving the change have been discussed, and sub-activities are designed to manage
those risks and challenges. For example, advocacy and coalition building sub-activities are built in where
the government’s current ownership is not at the highest level, or capacity building sub-activities are
designed to cater for capacity challenges etc. and (b) separate set of activities under component 14 to
promote leadership and learning in program implementation and enable mutual accountability. Together,
these change management interventions will enable the implementation teams to effectively deal with
both technical and non-technical challenges that come up during implementation.

17. For the mainstreamed change interventions under each reform activity, a prioritization and change
management framework was used (Box 2). This framework helped in clearly identifying the strengths and
risks involved in implementing each activity, and thereby designing sub-activities to manage those risks.
The following criteria were used to rank and evaluate each activity. The first criterion ‘impact’ was helpful
in prioritizing among the activities, while other criteria helped in identifying the potential risks that need to
be managed during implementation.
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18.

19.

Successful PFM reforms require both ‘causality’ and
‘discovery’. The PFM Action Matrix provides a high-
level causal logic needed for reforms to maintain the
focus and direction to achieve the desired results
indicators. Nevertheless, the exact pathway to drive the
reform agenda in Bangladesh should build in sufficient
flexibility for course-correction. Therefore, the sub-
activities described in the PFM Action Plan present the
current thinking of the program implementation teams
on how they can achieve the desired results. These
listed sub-activities will be considered as a guide
and will be subject to change as such understanding
evolves overtime.

Reforms must show that they are cost-effective relative
to the improvements and progress expected, or they
will be changed or dropped. Costs are significant, but
the cost of missed opportunities associated with the
current institutional setup is greater. There should be
alignment and communication with key stakeholders
and clear support and coaching to deal with challenges
that arise during the implementation. While the pathway

Box 2: Prioritization criteria

(for change interventions at activity level)

Impact
* |mportance
e (Cost/Benefit

Ownership
* Problem Recognition
e Commitment
e [egal Mandate

Implementation readiness
e SKill Set Available
e Understanding the Activity
e Activity Plan

Resistance to Change
e (Governance
e |nstitutional Interest to Change

Complexity/Multiple Implementers
e Technical Sophistication
e Number of Units/Actors Involved

may be complex, the approach should remain simple: simple to envision, simple to communicate, simple
to own. With that in mind, 4 pillars are formulated to underpin the change management in Bangladesh as
outlined earlier in the Component 14 of the PFM Action Plan. These 4 pillars are listed in the figure below
and are introduced in more detail one by one in ensuing paragraphs.

1. Systematic
Learning and
Sharing of Good
Reform Practice

4. Adaptive
Leadership skills
Implementation

Coaching

3. Rewarding
performance

2.
Communications
and Stakeholder

Alignment
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1. Systematic Learning and Sharing of Good Reform Practice

20. Organizations around the world recognize they are not making efficient use of their internal knowledge
and staff capabilities. Lack of institutional capacity is listed as a critical factor for under-delivering on day-
to-day operations and policy reforms. On the lookout for international expertise, leaders in many countries
fail to recognize that solutions can also come from their own local experiences and learning can take
place continuously and systematically. However, organizations can be poorly equipped to systematically
identify, capture and share indigenous and personal knowledge. This also holds true for PFM reform in
Bangladesh.

21. Capacity gaps in Bangladesh can have dramatic impacts on the effective achievement of organizational
mandates, sustainability of day-to-day operations, and replicability of success. Teams may not adequately
communicate, share what they know, or collaborate. When critical know-how goes unshared, work
programs are put at risk when the experienced staff retire or leave the organization. Younger staff are
often not adequately prepared for assuming new responsibilities. New programs are forced to “reinvent
the wheel” if old lessons are never incorporated and the latest thinking is never shared among partners.

22. To institutionalize continuous and systematic learning and sharing of good practices, two lines of activity
will be introduced. Firstly, a Learning Hub will be supported and developed at IPF, positioning the institute
at the heart of the reform effort and facilitating the identification, capture and sharing of critical reform
elements and implementation lessons across government departments. Training needs will be further
informed by Readiness Assessments. The Hub will be supported to strengthen capacities on:

a) Assessment of institutional capacities on systematic knowledge sharing;

b) Visioning and action planning for systematic knowledge sharing and change;

C) Capacity building and training for selected change agents;

d) Providing support packages to help institutions identify and capture good practices and local

solutions (with templates, video formats etc.); and
e) Organizing knowledge and learning events.

23. Learning events, capacity building and training in are part of an ongoing process, where lessons are
distracted and shared more widely across government departments and skills are strengthened to
improve and refine the ongoing implementation of activities. Activities that have already started including:

m  Knowledge Exchanges with India, South Korea and China

m  PFM Program with Harvard University

m  Organizational Knowledge Sharing Certificate Program with Bangkok University
2. Communication and Stakeholder Alignment

24. People are at the core of any successful change. Stakeholders will be involved and informed throughout
the implementation of the Action Plan through the PECT and SC meetings. In addition, several activities
will be designed to foster institutional collaboration, alignment, and learning, such as bi-annual retreats
for the program implementation teams and multi-institutional field visits to observe PFM practices on
the ground. Throughout implementation there will be space for all stakeholders to provide ideas and
suggestions.
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25. Communication is one of the most important elements of a successful change process and sets a tone
of transparency and openness. As foreseen in the PFM Strategy, a detailed communication plan will
be prepared by PECT bearing in mind the reform objectives and actions and how they will affect the
stakeholders, including those within the government (line ministries) and external stakeholders such as
citizens and the private sector. These actors are particularly important on the ‘demand side’ to ensure
they are informed of progress (or lack thereof) and are better able to maintain interest and a measure of
accountability through social scrutiny of progress on PFM reforms.

26. Activities that have taken place are already meaningfully involving a larger group of stakeholders. In
Knowledge exchanges to India, China and Korea, for example, multiple departments and ministries were
represented to facilitate cross-learning and alignment.

Moving forward, participatory workshops, for a, press conferences and implementation updates will be the most
likely means to ensure effective commmunication.

Key activity areas foreseen in the communication/outreach plan and initial activities are
listed in the table below.

Area for

communication/ Remarks

Activities (tentative)

outreach

1. Governance ToRs for SC and PECT are openly available for SC and PECT will collectively
structure the public and shared actively with key relevant commit to provide maximum
stakeholders transparency on how the
SC progress note and key decisions are shared reform is implemented;
at least annually with the relevant government implementation updates and
agencies, the public and for interested moments to receive ideas,
stakeholders, with the invitation to provide ideas suggestions, and feedback —
and suggestions both to internal (government)
A mechanism is established to channel ideas and external stakeholders
and suggestions from external stakeholders ona  (Non-government).
continuous basis
2. External A detailed stakeholder communication plan is Press conferences are foreseen
communication prepared and detailed by PECT and approved by  at the launch of the Action
and alignment SC Plan and further on an annual
Government website informs the public on PFM basis. Both successes and
reform activities challenges are shared openly.
Research agenda planned studies and evaluations  gocial media will be
will be announced and summary results will be considered as additional
made available to the public. outreach channel
3. Internal PECT will launch a PFM Reform Learning Hub SC and PECT commit
collaboration, Field visits and retreats are organized in collectively to engage relevant
alignment, and Bangladesh line ministries and other
learning, Field visits and results-oriented knowledge government agencies to ensure
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3. Rewarding performance

27. The effectiveness of public servants matters. However, it is often difficult to closely monitor the
performance of individual employees. When employees feel as if they are meaningfully engaged in their
work, they are more likely to be creatively productive. Management can play a critical role in fostering
this motivation. Motivating public servants is a challenging but important part of improving public sector
productivity and outcomes. Changing management strategy is a low-cost way for institutions to maximize
their agent capacity. Itis easily replicable and scalable across public-sector institutions and organizations
that display similarly motivated bureaucrats. Other incentives that have worked in various settings include
increased contact with constituents, increased community accountability mechanisms, more autonomy/
local control, nonmonetary incentives/awards for good performance, transfers, and pay for performance.

28. It is critical to keep the program implementation teams and other stakeholders motivated for them to
adopt the change in behaviors and practices essential to these PFM reforms. The PECT and SC will be
crucial in creating the enabling environment for that. Performance-based incentives will be considered
in changing behaviors of the program implementation teams and PFM practices at ground level. The
Government already has considerable experience of applying incentives (though mostly non-financial) to
keep the motivation high. A testimony of this is that most reform champions had accelerated progression
in their respective careers compared to other civil servants.

4. Adaptive leadership skills through Implementation Coaching

29. During implementation, technical challenges can be distinguished from adaptive challenges. Technical
issues can usually be resolved by benefiting from solutions that have worked in the past. On the other
hand, adaptive challenges require learning new ways to develop necessary solutions, and this necessitates
changes in behavior, roles, relationships, and approaches — and is therefore more complex but also more
rewarding and sustainable when managed effectively.

30. Adaptive Leadership Coaching is the process through which the program implementation teams will
be supported to seek to influence behaviors of stakeholders in a positive way and to solve concrete
problems or bottlenecks in implementation of the Action Plan. Adaptive leadership skills will be important
inside the government and members of SC and PECT are expected to set the right example. This requires
an acceptance of new ways of doing things, and part of the success depends on managing change
processes skillfully, and on the existing capability to overcome the “unpredictable” challenges that all
change processes face at some point during implementation. Adaptive leadership coaching emphasizes
co-ordination, collaboration, empowerment, and learning. It brings to the government leaders the tools
and practices required to facilitate implementation of the reform activities and to address challenges
during implementation, including culture change.

31. Activities and areas of coaching will be aimed both at the overarching governance bodies (SC and PECT)
as well as at the respective program implementing teams and include four main areas: i) the introduction
of Rapid Results Initiatives or other short cycle coaching models; i) understanding stakeholders’ interest
and force fields; i) implementation workshops to discuss technical and adaptive challenges and solutions;
iv) coaching on culture change. For this approach we envisage at least 4 part-time coaches that each
support 1-2 implementation teams The Rapid Results Initiatives is a structured process that mobilizes
teams to achieve tangible results over a rapid time frame and accelerate organizational learning. A draft
Terms of Reference and requirements are listed in Box 3 below.
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Box 3: Terms of Reference and Qualifications of Implementation Coaches

Objective of the Coach:

The objective of the coach will essentially be to assist managers in public institutions to design, launch and
implement Rapid Results Initiatives (RRIs) or other short-cycle coaching mechanisms. Each cycle will have
four objectives:

Deliver a result that will be specified by each team and is part of the Action Plan

Accelerate learning on the subject and with the cluster of activities (among team members and
others supporting the effort)

Strengthen management capabilities and teamwork of the team members and their team leader
Strengthen leadership and management capacity of the strategic and political leaders/sponsors

Scope of Work:

Helping “Implementation Teams” in participating ministries and institutions identify bottlenecks and
constraints to progress within a strategic focus area/cluster

Helping “Implementation Teams” shape these areas into specific challenges for (RRI) teams and
prepare (Rapid Results) challenge notes to the team

Preparing for launch events by orientating stakeholders and team leaders and identifying pre-
launch action items

Facilitation (RRI) Launch workshops - Helping teams develop 100-day, clear, challenging, work
plans that make the larger implementation clusters progress effectively

Helping the team leader plan effective team meetings

Coaching the “Implementation Teams” to play their role in maintaining focus and applying good
management disciplines

Facilitating the mid-point and sustainability reviews, and helping the teams clarify follow-up actions
that will ensure and sustain success

Working with other coaches to support the successful introduction and execution of the Results
Initiatives

Qualifications:

Strong facilitation and communication skills — empathy, knowledge of group dynamics, managing
conversations, conflict

Knowledge of tools used to help people adopt new approaches in their way of working, and
experience with capacity development

Natural results orientation and drive to get things done
Attention to detall
At least 5-8 years of relevant work experience

Experience with project management results chains, results-based management. Experience with
Rapid Results Initiatives is desirable.

Prior experience working with the Bangladesh government is an advantage.
University degree in relevant discipline
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