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Enabling Business Strategy with IT at the World Bank

In the spring of 2003, CIO Mohamed Muhsin prcpared for hi5 annual review of IT sbategy and
performance with the Management Committee of the World Banl. The gloup of Managing Directors
chaired by the President of the World Bank, James D. lvolfeNohn, had s€t aside the day to discuss
how ITcould furt]ter enable tie Bank's business.

As Muhsin contemplated the key topics for discussion, he gazed through the glass walls of his
office at a so-inch plasma display on the lobby wa[. The scr€en fli.kered a steady stream of color-
coded, real-time information relaying the status of all activities of their global lT infrastructure - clear
evidence of the organization s rcliance on 2,1x7 support for videoconferencing, enterprise
applications, and web seNices around the globe. Muhsir began to shape his presentation arcund the
two key questions he would be addressing: Now that r,r'e have the foundation in place, how can IT
help the core business serve our clients better? How do we measure aid communicate the valu€ that
IT contributes to the business?

The CEO's Vision

When Wolfensohn arrived from the private sector as dle new President of the World Bank Group
ir 1995, he took time to listen to staft analyze the Bank's business, and especially to tavel extensively
visiting the Bank's clients. Within two years, he made a Shategic Compact with his Board of
Directorc to implement broad reforms based on what he observed to be two powerful Eends:

The development business is und€rgoing diamatic change: surging private capital flows
and declining support for oflicial aid; greatly diversified sources of advice and technical
assistance; and re{ognition of a broader development paradigm-with greater emphasis on
Iocal capacity and social, environmental and governance dimensions.

At the same time, a powerful technological revolution is facilitating access to knowledge, a
crucial factor for development. It is also having profound effects on how all organiz?tions do
business: more competitive, faster, flatter in thefu structures; more networked and eager to
partner; and more learning-oiented, with knowledge recognized as a key driver of
effectiveness. r

Wolfensohn's assessment was translated into a business stlategl leveraging IT.

I Th. Strahgn Cosp.ct R@$ing the BdI's E {etivens ro FiSht P@ert-v, F€bruary 13, 1997.
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TIe lT Mission

Two fundamental shifts in business sbategy took placel

7. Decentralizatiat Moving the Bant's business operations closer to the clients by decentralizing
staff and decision-rnaking to local officcs in more than 100 client countries

2. Creation of a KnouledSr Bnnh Delvering more comprehensive and integrated (and therefore
more effective) development solutions by rncreasing collaboration, consultation, and
knowledge-sha ng both within the organization and with partners and stakeholders at all
points in the development process-especially in tle design stages to ensure buy-in and
( apa(iry for sur cesslul implementation.

Wolfensohn tumed to his newly appointed CIO, Mohamed V. Muhsin, and told him to revamp
the information systems and build a global network. IT staff from around the Bank were consolidated
into Muhsin's group. Their goal was to achieve two competing objectives:

1. enable a global clecenttalized organization close !o the customer, and

2. provide the collaborative tools and global development knowledge that would help the far-
flung Bank staff and stakeholders $'ork more clos€ly and effectively than ever before to scale
up the impact of the Bank's work

Muhsin's responsibilities spanned the globe (S€€ Exhibit I for a view of the Bank's global
conmunications network.) WolJensohn then announced to his shareholders and the public:

My goal is to make the World Bank the first portofcall when people need knowledge about
developmenL By the year 2000, we will have in place a global communications system with
computer linls, videoconferencing, and interactive classrooms, affording our clients all around
the world full access to our information bases-the end of geography as we at the Bank have
I.nov/n it.2

Muhsin's organization, shown in Exhibit 2, was named the tnformation Solutions croup (ISG).
By 2003, ISG had a staff of 415 individuals. Muhsin worked closely with individuals throuShout the
World Bank-see Exhibit 3 for biographies of a few of thes€ senior leadeE - estabushing IT plans and
strategies.

The Business of International Economic Development3

The World Banl Group includes the lnternational Bank for Reconstruction and Development
(IBRD) the Intemational Development Associalon (IDA), the lnternational Finance Corporation
(IFC), the Multilatenl Investment Guarantee Agency (MIGA), and the International Centre for
Settlement of Investment Disputes (ICSID). Together, IBRD and IDA are refered to as "the Bank."
(See Exhibit 4 - Five Agencies, One Group.)

2 
ldes D. WoLfeMhn, Worl.l Bar* G.oup President, Asual Meting Addre$ 199

3 Deiptive intomation for the WorLd Bank i5 adapted lrco <w.worltlba.k,org> e e:lE6tive webte providinS
detailed md multi@dia hJornEhon about Bank Froj{tt hrcuShout the sorld.
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Tlis was no ordjnary bank, as seen from its mission statement:

. Our dream is a world free of poverty

. lo fight poverty with passion and professionalism for lasring r€sults.

. To heip people help themselves and thei environment by providing resourc€s, sharilg
knowleclge, building capacity, and forging partnerships in the publi( and private sectors.

. To be au excellent institution able to attra.t, excite, and nurture diverse and comrnitted staff
lr,ith exceptional skills who know hor,r,to listen and learn.

The Bank is owned, financed, and run by -184 member countries (all of whom are also members of
th€ United Nations.) As one of the lvorld's largest sources of devejopment assistance, the
Bank s pports efforts in.1udin8: buiiding schools and healrh cerrter<, providint water and electricity,
fighting disease, protecting the environmenL and helping to create a betrer inv€stment climare and
more efficient public sector. II 2003, rhe Bank financed 240 proiects in 92 countries divided between

. $7.3 biliion for 141 projects as assistance to 55low-income count jes unable to borrow monev
in open markets. Lora-income countries are eligible to receive ilterest-free loans, and techni(;l
assistance from the World Bank. Countries have 35-,10 years to repay loans, with a l0 year
grace perrod.

. $11.2 billion in 99 projects as loans to 37 middle-income devetopjng count es. Some of these
countries could bortow from commercial sources, but generally onty at v€ry high interest
rates. They receive loans fuom the IBRD at more favorablc terms than from a commercial
bank-15 to 20 yca.s wiih a three,to fiv€-year grace period before the repayment of principat
begins. Loans can be used for specific proganu related to poverty reductio[ social services,
environmental protection, and economic growth.

In addition to financing, knowledge services have grown in importance-including poticy advice,
poverty reduction strategyj aid coordinariory project design; supervision; teclmical assistance; and
capacity building through training programs for pubtic officials. Known originaly as a tunder of
large infraskucture projects, the Bank now finances many more projects ir the social sectors. For
example, the Bank connitted more than 51.6 billion in the last few vears to combat the spread of
HIV/AIDS arouid the rvorld as one of the largest financiat 5upporrrs of HIV/AIDS programs in
cleveloping countries.

Transforming the Bank's Business

ln March 1997 the Bank's Exeotive Board voted in favor oa the Strategic Compact_,,to lower the
institution's costs, raise productivity, and improve the quality of the projecG ano programs 1r
supports."r l,art of this initiative included a major inJormation svstems renewal effort to strean{ine
administrative and operational processes includLng Y1K compatibLlLry. Key obje(t^,es of the Srrategic
Compact inclucled:

r From web site <na.sorldbar .org> a.c.ssert s€ptenbcr I 5, rooi.
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Dece trnlizatioil

A key objective was to move Or€ Bank's operations and activities closer lo clients to improve
responsiveness and stengthen collaboration and country ownership of development programs.
Before decenhaUzation, about 38% of aront-line stafi were lo{ated in field offices, aJterwards about
50% are Iocated in full service country offices. About one-third of the Bank's staff members work
from one of the 110 country of6ces around the globe. This entailect a radical rethirtking of the Bank's
systems to become more effective deliv€rjng programs for achieving dre basic mission of reducing

Povefty.

A'eafiotl af tlrc K1rc 'Letlge Batk

Wofensohn envisioned a "Knowledge Bank." To rhat end, a specific objective in t}le Strategic
Compact was the establishment of a robust knowledge management system. This required "a souncl
knolvledge base to support nonlending (as well as lending) activities" of the Bank.'

By 2003, this vision became realiry as client countries wanted to ra,ork witl the Bank as mu.h for
iE de.'elap1 ent kt,o 'led$e (e.g., the expertise of specialized staff skills and ability to transfer learning
and expeience ftom projects in one part of the n'orld to another) as for its ntoney nt fnatcutg. hr
1980, 21% of the Bank's lending went towards the construction of power projects. By 2003, that had
fallen closer to 7%. In the salne period, social services lending (health, nutrition, social safety nels)
gre*'from s% to 22%. Knowledge was b€.oming more critical than physical development.

A Mntrfu of Regiolls fit1d Net:alotks

Guided by dre Strategic Compact, the Bank reorganized from a hierar.hical organization (with
staff organized primarily around R€gional geography) to a matrix of Networks and Regio$ (with
emphasis on professional network of staff from related areas of expertise.) These Network were
created to encourage greater knowledge shadng and collaboration across Regrons. Vadous thematic
groups6 emerged around development jssues like gcnder, poverty monitoring, and government
decentralization. More and more Bank projects have taken on multi-sectoral dimensioni, working
across oid "stovepipes" of specialization. ITl\as considered a kcy enabler ofthe matrix.

Counhy managers negoLiated overall assistance strategy {or a country "contract"i specialists fuom
various Networks would work on specific projects. The Iargest networks are I Iuman Developmenb
Environmentally and Socially Sustainable Developmen! Finance, Private Sector and Infrastructure;
dnd I 'o\ert)  Redu. Uon dnd fLonorru'  Mdnagemeni.-

One example of how dre organizatior operates in practjce is evident h a project wi$ the
Government of Nigeria. Initially, Nigeria r€quested assistance developing a globat best practice for

J lhe shategrc Cohpa.t war dewib€d in Lh€ 1997 AMual Report, from i\'€b sit€, <http:/ / slvl .worldban('org/ htnn/eatPb/
alwepg'/ovcrui.$.hhn>, acccsscdgttcmber 11, 2003.

b "Thenati. Grcups ftcr. a-lso *IoM as communities of Fa.bc€, are SrouPs oI PmPle eho de Pdsionate about a.omlon
subj{t rFadeishiF nd memb€$hip in dy Thendti. Crolp is voluntary and open to aI staf TCs abo hare ertetul
pdlies, ed lno\aledge shdinB b&lnes seadrlc$ ac!o$ the 6roup duough the email diihibution lists and b .bsites." Fronr
Nr1!.r$ldl'in\.org a..essed Nov.dberl, 2003:

7 kminS m.l tnowtedge shding $ere the $o primart objectives or lnemaric Sroups. The Bar* estabBh€d dd fullY
supportert 80 different "thenatic 8!oups.'
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their Transport Sector Strategy. The Bank's Task Team l-eader (ITL) was located in the matrix at the
intercection of the Infrastructure sector and Africa Region (see Exhibit 5). The TTL sent e-mail to the
17O-person Trarsport Sector Thematic Network (a thematic group within Infrastructure Network)
s€eking help wit]r best practice examples. The first response came within minutes from a Bank staff
memter in Beirut. Eleven country examples were obtained and the most relevant replies were shared
with the Govemment of Nigeria.

Leveraging the World Bank's knowl€dge expertise, the Nigerian Govemment was able to save
signifirantly on technical assistance costs and improve thc timeliness of its own tiansport sector
strategy. Bank staff concluded, "Thematic network, combined widr modern communication tools,
make knowledge sharing an efficient new tool for improving the quality of Bar ( assistance.
Knowledge sharing and leaming are two sides of t}te same coin---€verybody within a thematic group
stands to gain through such exchanges."

Bank proiects addressed numerous challenging global issues (see Exhibit 6) and relied on groups
operating incrcasingly ir multi-sectoral ways. For example, lhe TTL might also consult with other
groups, such as Environmental and Socially Sustained Development for environmental impacl input.

Knowledg€ sharing through networks was vieh'ed as morc effective in meeting client needs than
had been possibl€ in a hiemrchy organized primarily around geography. ln addition, these network
also helped address one of the biggest knowledge sharing challenges the Bank faced: knowledge
retention- Typical Banl proj€cts took years, iI not decades, to complete. Even with loyal long-berm
staff, it $as difficult to sustnin continuity of knowledge throughout the life of a project. These
networks help€d sustain the knowledge of the proiect tearns through the years as increased efforts
were bcing made in assessing the long-term effectiveness across the entire life of the project.

Wolfensohn views lT as "the central nervous system of the institution" and has (onsistently
supported the budget lor IT. "We're not spending in a profligate way but nther in a measured way,
as raliotul invesiment to generate organizational leverage." He beljeved in the linkage between a
global communications network and the intensive consultations and knowledge sharing inherent in
the Banl.s ner{ business strategy. Wolfensohn connected the role of IT to the Bank's overall strategy
in his speech at the'1996 World Bank Amual Meeting:

We have been in the business of rescarahing and disseminating the lessons of development
for a long time. But the revolution in informahon technology increases the potential value of
these efforts by vastly extending their rcach. To capture thls potential, we need to invest in the
necessary svstems in Washington and worldwnie, that €nhance our ability to gather
development information and exp€rience, and share it with our clients. We need to become, in
eff€.t, th€ Knowledse Bank.8

Aligning IT to Enable the Bank's New Business Strategy

When Muhsin became CIO, high priority IT issues included Y2K, detivering round-thedock
global support, and building a foundation fof global knowledge sharing. To me€t a temporary
increase in budgetary needs, additional functs were providect during a five-year period (See
Exhibit 7-lT Exoenditures.l

3 i\'orLi Blnt intemal correspondeNc
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The funding mechanisms were an impenetrably compler mix of individual service chargeback
with rebates and nontransparent rat€-setting combined with direct administrative budgets for some
systerns units and oveBight of dedicat€cl overhead accounts for things like the central libraries. In
tle last five years, Muhsin substantially simpliJi€d the funding and strengthened the governance
process so that it becam€ more transparent. There is clearcr accountability for the lT function for
service delivery and clear accountability for the govemance groups as they make investment
decisions with long t€rm impacts.

There are now three main catesories of ff services available to all Bank offices:

1 .

2.

3.

Basic Sewice package-These are fixed cosl standard underlying network infrastructure
services which provide the platform that all users need to access infomation -enterpiise
desktop software, email, workgroup file storage, all local and global netivork (onnectivity,
and well as the standard intranet pladorm and the global support center. Thjs shared s€rvices
model recogniz€s that adding or removing even 100 users to the network doesn't alter the cost
of the underlying hfrastructure. These investments are essenrially a step function where an
email se er cluster, for exampl€, is aclded or r€moved only if there is a swing of 1400 users.'l'lle 

Basic Package is generally viewed as a "common good." In F'{ 04, the ltfonuatiotl
Technologll Scn'ircs Boani (ITSB)-which oversees the IT chargeback system-proposed to the
Itfarnntio Palicy Cou|cil (lPc:) that network link to all country offices should b€ rolled into
the Basic package rather than paid locally by each country office. This $'as the last step in
creating a truly Glolrnl Mnsler sct1,ice Lepel Agreenext where all staf{ no matter where tley are
located get the same package at the same per capita cost. The total co6t for providing these
services is shared amomg all units pl9!9lu9&!-llq_tgLbgelkq!I!.

Corporate lnformation Services-These services provide systems and applications
infrastructure to support entrerprise functions such as financial and human resource
management/ front linc operations and backroom administration. Each year, the IPC looks at
the investrnent plan for supporting corporate systems. The cost for these services is centrally
budgeted and not charged back - al locations are part of the annual budgeting pro€ess.

Opfional IT services-This includes the purchase of standard and notebook rcs,
videoconJerencing activity, remote access, wireless devices, and long distance telephone calls.
(Point to point calls within World Banl are carried on their private network over the internet
protocol; external calls were handled by common carriers.) The fIsB reviews and approves
rates for these services and any new services each year. These seryices are charged back to
oPerating groups based upon usaec.

IT Framework 1995-2002

lvith strong support from s€nior management, ISG €stdblished a "Five-Point Program" as the
Bank s IT Strategy (see Fiture A.) As the foundation of this strategy, global connedivity-built on
standarcls-would provide a global customer base a high degree of reliability and service. To provicle
a .eliable and cost-€ffective foundation, Muhsin's team standardized and integrated the IT
infrastiucture, including desktop and laptop computers arld software; along with workgroup, storage

'The council r€preqts operatiotu (e.9., cnd-ss in l{egioE ard Nct$ork Vi.€ Presidencies) od o$rers oI systcnrs and
pr6€ss (c.E., dre conttolle! reprenrs Controls a Fhec€, rh€ Dir(to! or Resouce J'1a@8emmt repr*nis the budgcting
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arrd database servers, A robust information management architechrre r /as created to provide a solid
foundation for the nert generation of Web services and portal applications.

Figure A IT Framework 1996-2002: Building the Reliable IT Foundation

lT Frahenork 1996 -2002i
Buildins the Reliable IT Sertic€s Foundatior
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Source: World Banl

Exhibit 8 conhasts IT before the tPoint Progiam was implemented and after. The IT group
accomplished a great deal over six years and, with senior managehent support, they are pushing the
frontiers of how inlormatron technology can help the Bank a.hieve itsmission.

A Unique Network Solution

Although all aspects oI the FivePoint program b€came critical to delivering on the Prcsiden(s
visio& the Global Communications Network is clearly the essential highway on which everything
else rides. As such, it continues to be a critical lever in transforming the organization. Upgading of
the network is an ongoing process with annual investments to improve perlormance reliability, and
covelage.

The Bank is able to provide voice, dald, and videoconferencing services to counFy staff and clients
from 110 country offices and related disfance learning centers/ rnany where local telecommuni-
cations infrastructue was not reliable or available. The network is momtored real-time in a modem
control room (built in 1999) staffed with 30 support personnel.

Counhy offices vary considerably in size and design but an average office environment has ftom
20 to 50 staff members. Offices are typically freestarlding buildingr though they might aiso be a few

Globd Xrc ledgr Shrdng
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floors in a shared office building. Power generators are located nearby, and relied on regularly. An
Uninterruptible Power Supply (UI€) safeguards the office intranet and neh ork se ers. Staff offices
have rcs.

Video(onferencing facilities were
available and increasmgly utilized, as
d€scribed h the sidebar. Additional office
space with PCs is available for anyone
visiting on a "mission" from the Bank.
Clients vGit Country offices about as often as
staff members visit the Client offices.

In som€ countries a distance-learning
center is co-located with the Bank oftice. ln
thos€ cases, a second videoconference facility
shares network inftaskucture with the office
but has its own dedicated bandwidth. (Most
office locations now operate on highly
reliable service at 786 kbps-kilobits per
second.)

About three-fifths of the country offices
are connected by geo-stationary satellite-a
dish sib on the roof or out in the yard. The
remaining twoJifths of the country offices
a.e connected h'ith fib€r optic cables. The
World Bank partners with Intelsat as well as
various private sector vendors for satellite
sewices and link maintenance, but given the
clEllenges of local conditions, the mesh
network connerting the 110 offi(es is
rranaged as a private global network.

Over tie years, many vendors have
suggested dle Bank could outsou(e its

A Day in the Li(e
of the Video.onfer€ncing Service

On a Thursday in October 2m3, the Banl
conducred 67 videGonfer€nc6 reaching a total of 2r5
sil6 sorldwide. The conJ€rences started at a little
after midnight Washington time md ran throughout
th€ next 24 houre. ConJ€rences included distance
learning sessions, proje.t coordimtion m@tings,
conferencB of govement officials from different
countrie6 with shared issues dd con ems, regular
staff meetings and team meetings of teams that
gather virtually as they are located all over the world.
A sample listing of the topics for the da) includs:

. Stra[egis lo Alleviate Rural Povert]
' ReliCion and Healdr
. L?banon Hydrocarbon Study
. Ugmda Poverlv Strategy Credits
. Indon6ia Catchmenl Prot€ction
. Tajikistan Public Erpendihrre Review
. Judicial Reform lmprcving Governmce in Kenya
. UNICEF / UNDP Partne6 Meeting
. Argentina Counry Assistance Stn[egy
I Peru Decentrali"ation Adjustnent lran
r HR Isfles consultation wilh the Indonesia Office
. De.entralization in lvtadagascd
. Ghda Urban lvater
. CoNultative Crcup on Agriculture

Source: World Bank

global network needs. As the Bank evaluated these offers, a routine question was asked: "Do you
provide network service in Ouagadougou?lo Do you know wh€re it is? We need to enter transactions
from virtualy any place in the world, including Ouagadougou." For many vendors, "global" means
Pacfic Rim, Europe, and North anct South America. MulEin says with a smile, "we sometimes refer
to this as the Ouagadougou Factor."

Network connections to the corntry offices enable Bank st'aff members bo speed consultation and
decision rnakin& to share knowledge and experience, to process transactions, and to conduct
businegs via video<onferencing as well as email and other network-based appiications. In some
cases, the offices are able to cornmunicate over equally modern cornmunication infrastructure with
their clients, but just as often that is not possible. Virtually all counbies are looking to advance their
information technology infrastructure at a rapid rate.

'" Ouagadougou (pronounced wah-ga,lcg@) is lGated in Bu.kina Fa$, a coutrl lctsi in west Afri.a rcrth oI Ghana,
Thc countF Eaine.j in,iepcndemp frcm fruee d loc0.
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Neht'ork Arclitect re

The llani's network integratcs capacity from three satellites that-togethcr with a few dedicated
terrestdal link-cover all world Bank offices worldwide- The network makes use of a number of
different technologies to optimize utilization: Demand Assigned Multiple Access (DAMA) alowed
flexible allocation of bandwidth among sites; Single Channel Per Carrier (SCrc) allowed dynamic
sharing between voice, data, and video s€rvices; and Time Division Multiplexing/Time Division
Multiplexing Assigned (TDM/TDMA) a or1ed sharing of satellite capacity.

In 2003, the Rank completed convcrsion of its full net$'ork-voice, video, and data-to run over a
singlc protocol, IP. Working clos€ly with cutting edge technology, the Bank was one of the first in the
world to optimizc all its traffic across a single protocol data stream further increasing the efficiency of
utilization of the total network bandwidth and further standardizing the technology to eniance
reliability and support new functionality.

'lle Barlk's network d)namically allocat6 satellite resources gaining time-zonc efficienci€s; it
automatically dist butes capacity between voice, data, and video s€rvicls to maximize utilization of
bandwidth. Not or y is the same standard quality of service available to every office, it is easily
s.alable, upgadeable, and can be re-€ngineered as busin€ss r€quirements evolve. (See Table A.).

Table A Technical Attributes of the Global Communication Network at the World Bank

Satellile bandwillh p,ovider

Nuhber ot simulaneous voice channels

Numb€r of simultan€ous video channels (256kbps)

Dara handling capaoity

Daia handling capadty per offrce

64 19 26

96Mhz 16Mhz 36Mhz

320

64

50Mbps

T6atbps

Odon Intelsat

Odon 3 HemiBeam 64 degees Hemi
Ku-Band Beam--{ b.nd

'114 130

19 26

14Mbps zoMbps

T6akbps T6akbps

Sou-rcer world Bank

Netu'ork Asb

As a rritical lever in transforminS *rc organization, the implementation and up$ading of the
neth,ork b€came an ongoing process with annual investments to improve performance, retiability,
and coverage. The Bank invested $4M a year since 197 on development and upgrades to the Global
Communications Network. Table B details the annual operating cost of $12.3 million:
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Table B World Bank ITOperating Costs for their Global Netr,rork

Labor (Manasement Fee)
Salellite Bandwidth + Satellite Eouioment l\,4aintenance
Nelwork and Video Equipment lrainlenance

$1.393 mil l ion
$10.295 mil l ion
$0.604 million

Source: World Bank

One assessment of dre Global Communications Network by industry analysts found that World
Bad< unit cost5 per gigabyte of data bansmission were lower than all compa son organizations in
their database; cost efficiency normatized for rvorkload was about twice as good as the peer average.
Business Benefits of the Global Network:

The global network acheved many of the benefits envisioned by Wof€nsohn. The rest of the 5
program strategy improved the cost effectiveness and productivity of the Bank. Tabl€ C captures the
scopc and s(ale of ll-enabled business changes betw€en 1996 and 2002.

Table C lT-enabled Business Chans€s Bebveen 1996 and 2002

7996 2000 2mz

1 . Decentralized Global Organization
Counlry Di.ectors in the lield
Regionalslaffin the field (out of4,700 total)
Projects iflvolving civil socjety
Travel (in number of trips)
rravel (in days)
Video conference with counlry offc€s

Standardized and Streamlined Business Processes
Projecl preparation time
Cycle time for project approval
Satjsfaclory project ordcomes
Projects at Rask

Capacity Building and Development Knowleclge-Sharing
Distance learning cenlers
Dislance learning confu rences
Commun jties of practice

o./"
38%
50%
37,000
405,000

24 months
9 months
66'/"
29'/"

48'/"
45%

15 months
5 months
77%
'15%

1 6

1 1 0

66%
50%
7Oa/o
35,800
354,800
9,678

15 months
5 monlhs
64./"
15./"

37
875
1 1 0

0
0
30

Soulce: Worl.l Bank
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The network has multiple benefits, according to Vinod Thomat formerly Vice-president of the
World Bar* Institute and presently Counhy Dire.ior, Bmzil:

The use of technology in the country officcs not only provides connectivity among the staff
and gives th€ vital link to headquarters, but also as an instrument for dialogue with the clients.
lndeed, technology initiatives in the tsrazil Office are designed to allow seamless interachons
among counby-based and headquarters staff and government authorities. Through the use of
high-speed satellite link to country officet regional staJf has real time access to key
information and maintain close collaboration r,! ith headquarters colleagues.

Videoconferences take place on a daily basis, often connecting several sites simultaneously,
and allo\,\' broad participation among staff and government authorities. Decision-making
abilities by the Country Director, Sector Leaders and Task Managers, an increasing number of
whom are in the field, have been strengthened by the close contact with Hobased senior
managers. For examplq key m€etings for the Cou tnJ Assistn ce Stftt.'3y are now condu(ted
across Brazil and the US, l{ith decisions made ard implemented more swiftlv than before.
Also staff are increasingly able to improve effi(iencies in their responsrbiliries and in their
interaction with clients-be it in procurement, disbursement, or e<onomic and sectur worK.

The chief knorvledge officer for the Latin America and Caribbean Region, David Gray, recountr
the following example of improved performance as a dir€ct result of leveraging the Bank,s network
to do business differently:

As well as being home to over 50% of tsrazil's poor, the Northeast of Brazil is chara€terized
by large wealth inequatities (human, phvsical, and social) among its states and its people. The
World Banl has been working $'ith these states for over three decades both supptying loans
ancl technical assistance. A review found that th€ Banl's haditional approach was both failing
to deliver timely advice and that the capacity to absorb and appty this advice was generally
Iacking. Bascci on this, a new approach has been developed, based on the use of a
videoconference network. By working with partners, the Banl has convened stakeholders ftom
across the region tirough NOS - The North and Northeast Network for Social Inclusion and
I'overty Reduction.'lhe network, which can corur€ct many hlmdreds of participants over nine
statet has extended participation to areas and groups normally er.clud;d from dialogue and
allowed open and transparent policy debate between actors, including the federal government,
local government, the international community and civil society. This is resulting in new levels
of trr6t and cooperation and renewed hopc in the fight against poverty.

Stnnrlorrlized nd Shea i ed GIobaI Business Processes

Prior to the deployment of the clobal Communications Network each local office was a
disconnected island with its own standalone information system and custom business processes_
World Banl staf{ in the field werc cut off from the rest of the World Bank, and managers often felt
they r,vere'flying blind' because they did not have access to information they needed to manage the
country office work program. Proiect team leaders could not collaborate with team members in the
Washington office and with other country offices. Budget inJormation was centralized and country
tearns had no access with the result that budget management was very difficult. The business
shategy of decentralizing Woyld Bank staff and decision making to the field was not feasible under
these conditions.
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With the deployment of the Global Communications Network, th€ Bark was able also to
standafdize and centralize the World Bank's information systems, which also brought standardized
business processes to each country office and reduced the World tsank's cost of doing business. Some
eliamples include:

1- 'Ihe 
SAI'system consolidated 65 disparate business systerns into one, and standardized the

processes for project cycle work, reducing cycle time with electronic approval of project steps.

2. Real-lime project status reports liom ficld-based p(oject staft central to the analysis of project
pordolio risk and proachve proiect management of risky projecls, became accessible to team
Ieaders in the .o niry offices. This included inaormation on project and country budgets-no
matter where the expense is incuned and booked. Budget management and forecasting
inproved to making the Bank better able to deploy resources to high priority areas.

3. Tle World Bank's knolvledge systems and documents are readily searched ard access€d on
the intranet from any access point in ihe Clobal Communications Network, by users with
appropriate acc€ss and securert conn€ctions.

4. Global payroll operations and standardized HR processes h(tped the Bank deal with complex
retroactive payroll adjustmenG, benefit processing and leaning programs/ and protected the
Bartk ftom consequences of inconsistent application ofcomplex policies in each office.

5. Electronic workf:low approvals can be access€d from any remote lo.ation, improving
processinS cy.le time for project work as we[ as administrative and budgetary approvali.

Standardized processes in country offices helped the World Barlk ensure better fiduciary controls
in remote offices and to use stafa more produchvely for value added work instead of struggling with
idiosyncraLic pro.esses invented by each office. Ior example, the col!1try office procurement process
is now identical to that used by the Washnrgton Headquarters office, allowing transparenc)' in
procurement contractin& reduced cycle time of procurement and, more importantly, fungibility of
staffbeh^een Washington and count y offices-

lhe Global Communications N€twork and systems enabl€d the World Bank to make its
decentralization strategy ra'ork-enabling improved client responsiveness and improved project
surcess indicators. "As elegant as aI dns may s€em now, getting to this point and geiting people to
accept standardization r'\'as like a real battle," Muhsin quipped.

Offshoring

A revier'!'by external consultants determined that indeed there was a sbong business case for
locating work in L{ifferent parls of the world and leveraging highly skitled staJf and providing better
client sewicc while being costeffective.

The World Bank established an accounting office in Chcnnai, India for all account related back
office processing. lnvoices are scann€d in Washington and processect overnight in the Chennai office.
Payroll operations, iravel accountin& loan accounting ancl disbursement fun tions arc other
processes moving to the Cnemai office. Helpdesk 24x7 support ofworldwide operahons is becomrng
a viabl€ proposition. Experts were added through contractors working on new systerns requested by
the owners of various business processes-buclgeting, accounting, human resources, etc. With a
global model and standardized business processes and systems, transactions no longer need€d to be
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processed at Headquarters but could be positioned at any location tiat offers comparative advantage
over Washington.

The offshore model provides rapid delivery of business systems leveraging a cadre of highly
skilled resources, quick project ramp up and taking advantage of a 24-hour development cycle-all
enabled by the World Bank s Global Communications Network. Muhsin supplements hjs staff of415
full-time World Banl Employees with between 150 and 250 contactors depending on cufient
projects about half of which are locad offshore. A few Bank IT staff located offshore to facilitate the
contract management,

As a result of offshoring, World Bank improved client servic€s with highly qualified statr. This
sourcing sbategy helped the Banl reduce costs and deliver on its IT strategy.

Responding in n Crisis

Not su.prisingly, the global nehvork proved indispensable immediately after the events of
September 11, 2001- Restrictions on staff havel made reliance on the voice, data, and video FaJfic
over the network critical to continued operations. Again during the SARS crisjs, key members of a
project team were unable to travel to China to n€gotiate a huge and critical agr€€ment. Instead ofjust
canceling everything and stopping the negotiation until a tearn could be sent, the Bank suggested -
and China rcpresentatives agreed-to negotiate by video(onfererce. Local IT staff from the China
country office arranged for a network connection to be established in the Finance Ministe/s ofJices
and the meetings went on-often at night for one of the parties, given the l2-hour time diJference.

Frannie A. L€autier, the newly appointed Vice President of the Wo d Bon* lnstit e (lNBl), was
involved in the negotiation with China: "[:ven though we weredt able to sit down and look at each
other in the eyes. in a fa.e-to-face sense, the technology let you zoom in and read someone's body
langrage. People felt quite comfortable by the second day of negotiations, and by the third day they
were actually more efficient than if people had been face-to-face."

Spuring tlre Knot'ledge Relohttio in Del'eloping Countries

WBI had a strong outreach program, increasingly relying on technology leverage to a(complish it9
goals. WBI'S overall vision is to "spur the knowledge revolution in developing countries to be a
global catalyst for creatin& sharing, and applying cutting-edge knowledge necessary for poverty
reduction and economic development."

WBI is a 160-person organization responsible for learning and knowledge proglams supportin8 a
wicle range of areas: poverty teduction, environmentally and socially sustainable development,
financial and private sector development, human development, and infraskucturc.

WBI faced a number of IT challeng€s- First, there were many global difnences in connectivity,
affordability, and access to technology. Another challenge was the nature of ldrif /oro?rl€dge-unique
knowledge in the heads of the individual experts and professionals who delivered services
throughout the world. Tacit knowledge was irnmensely difficult to document and share. (One
example of tacit knowledge is how to approach a tough negotiation-a common activity for World
Eank staJf members, and an especially important area of learning for new staff members.) It was
widely rccognized by WBI and otherc at the Bank that technology alone would not be sufficient. The
power of II can be b€st leveraged when other non-technical issues are addressed at the same time,
such as management supporL staff behavior, incentives, ek.
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l\tsI and regional vice presidents became active in a project called "tacit downloading." A
manager returning from an important mission (i.e., a Eip to a client country) is debriefed in a
journalist-styled interview. A few key questions are asked: (1) What was the most important element
of this mission? (2) Wlat did you learn? (3) What were the challenges? The "tacit downloading"
session is videotaped, digitized, and immediately made available over the Bank s intranet for us€ by
other staff members. The online video is linked to related project documenq project evaluations,
and client feedback to aid future projects.

WBI runs 500-600 learning programs for clients amually. 'l'hey work with 48,000 client
participants in more than 150 countries. WBI arranged formal partnerships with more than 115
organizations, and inlormally with 250 more. The Global Development Learning Network (GDLN)-
a network of some 60 distance leaning centers - leverages the World Bank's Global network

The launch in November 2002 of the GDLN along with the Municipaliti6 NetB'oik (MUNINET)
was marked by the participation of World Bank PresidenL James D. Wolfensohn from Brasilia.
Eleven interactive sites (including Washington DC) pllrs points dislributed in some 2,300
municipalities in the country werc.onnected through the GDLN Network bridge, allowing
Wolfensohn to interactwith over 2,000 mayors.

L€autier described a fundamental shift made possible by communication technologies:

By 2003, country directors were responsible for creating the three-year country assistance
strategy.ll Previously, a staff member in Washingto& D.C. prepared this. The world changed:
we moved toward having much more inclusiven€ss in the decision-makinS at the couJltry
level. Improving cljent service required putting together a strategy with much more teamwork
between the professionals in the Bank and the country team.

Lessons Learned

Muhsin's expe ences since be{oming CIO were many. He had been through numercus change
programs utilizing lT as a key business lever-and in each case the technology interacted with
changes in business process€s, systems, and applications. Several important lessons stood out:

kep tltz busituss lerclers f ly engnged on mnjor cllange initinti|tes lerteraged ,itlt IT

The inJormation technology platrorm moved from cllstom applications to a $50 million systems
rcnewal effort relying on commercial off-the-shelf software (e.9., Peopleso0 SAP). This happened
despite a cofimorily held belief that the Bank's operations were unique and could only be
administered with proprietary systems. To make thjs transformation successful, Mullshin reached
out to other leadeG in the organization to help.

Muhsin asked tean-Louis Sarbib, who was Vice-Presid€nt of the Africa Region at the time (and
presently Senior Vice President arrd Head of the Human Development Network) to chair a "Syst€ms
Rerewal Stccring Committee" where business userc could bring their "questions, doubts, nagging

" ftc Povgty R€duction SEate8)l Pl,n (PRSP) is !r codqr's overdl phn for ptugrcss. Ihe Banl s rcle is defined in the
coutry Arsistrffe St ate$/. The CoDrpreh€Nile Developmenr FlmeNork {cDF), as derribcd in Erhibit 6, is the overall
app.@h the Wodd Ban\ adveate rbr helpinS ountrie r4luce pov€rly.
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feelings, and problems." Sarbib set forti with an objective to get Proiert concerns out on the table for
discllssion, with the ultimate goal being to create cons€nsus around the project. Sarbib recalled,

The derision was made to go for the "big bang" approach; this would totally revamp all the
systems. It would also require different behavior and much more ownership-taling by people
for their transactions. As i\'ith any effort of this magnihrde, it generated a lot of advocates and
a lot of antibodies. Mohamed decided to create the Systems Renewal Steering Cornmittee,
which was a way for all the stakeholders to come together on a regular basis, to be made awarc
of th€ progress and also to have a way of managing the political economy of the
transformation.

Muhsin rcporLs to Shengman Zhang, one of the Bank's Managing Directors. At on€ point, the
"systems renewal projecf' was coming under fire for costing too much. Zhang, who reported
directly to President l{olfensohr! protected the IT organization from "getting too many arrows."
According to Zhang:

We start out saying "These projects will save us money." BrrL the fact of the matter is the
savings they generate are mosdy indirect and difficult to capture - they make work easier and
better, but they don't generate savings directly. This (Systems Renewal Proiect) enables us to
do work faster, better, and more efficiently.

Another area Zhang helped u ith $ as implementation. Systems renewal created dramatic change;
even basic processes like expense reporting and new hire referen€e checking changed. This led to
considerable resistance and nearly derailed the implementation. ISG established a "war ioom" to
deal with complaints and confusion. Zhang helped here as well:

First and foremost "I s,as in a position to tell them, when they complained, that the decision
has been made. 

-Iheir job is to help get it donel" Another key was making timely decisions
when issues did arise: we wouid analyze, assess, and decide on them quickly. lnitiatly, Ive met
in the war room on a daily basis, relaxing that to weekly and eventuallv monthly as the
systems were installed.

Mnnagitg expectntiolls cn sm,e your progrunr

Major initiatives likc the Five Point Program 1T strategy implemented by the Bank inevitably
resulted in a huge challenge for managing change. Staff and clients are asked to change the way they
do business and often to use new interfaces and systerns. Even if there are clear t'enefits to the new
services, there is a period of adjustmert that cannot be avoided and should notb€ underestimated.

For Muhsin, one of the most useful pieces of advice he got during the last few years of intensive
implementation was from Michael Harnmer, who wamed of the need to manage the "emotional
timeline" during the system driven changes that were being made. Hammer desc bed the emotion
of paticipants in these changing systems as moving from srroc/. a d disrelicfat the time of the system
going live to more general sk?fficisrr and eventual nccepta ce. It often took a long time after the initial
implementation for staff to re.ognize the fnrc po(,er and ber.fl of transformative business systems.

Muhsiris experien.e confirmed Harnmer's advice: right at the time of "go livd', II people were
relieved and excited to be on the home shetch while end us€Is wer€ being pushed to the limits of
their capacity for change. "[t is important to be out there talking with youl clients and sponsors about
$'hat to expect and warning your staff that there will be push-back," says Muhsin. "We referred to it
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as IrE DlF. You actually go down in productjvity right aJt€r 80 live before you really begin to get the
benefits."

Sustnined suryort fron t!rc top nnkts nll tle tlifferc ce

Muhsin attributes the II group's success to several key factors, but most cdtical was strong
support of the World Banl Group's top management. One meeting with WolJensohn is most
memorable. In 197, shortly after Muhsin became CIO, implementation delayt s<ope changes, and
training demands increased projected costs of the ERP SAP system by $10 million over the original
budget. Wolfensohn was upset. Muhsin brcught in Ken Thomton-Ceneral Manager of IBM'5
Clobal Public Sector Practice and shat€gic partner in the ERP implementation-to discuss the
problem. Thomton assured WolJensohn that overruns occur in 80% of ERP implementations.
Wolfensohn made it clear he wanted to be in the other 20%l As the meeting came to a close,
Thomton implored Wolfensohn not to lose faith and to keep pressmg on with the project. As he left
th€ me€ting, his parting message to Wolfensohn was a simple one: "Don't blink." trter that day,
Muhsin ran into Wolfensohn at the elevator. "Don't worry," Wouensohn said, "I won't blinll"

Muhsin notes, "As the Bank has gone through many stages of lT-enabled transformation with
their altendant trials and tribulations, Wolfensohn has not blinked." Indeed, Wolferrsohn has kept
his eyes on the progress. "My biggest worry," says Wolfensohn, "G to maintain the pace of IT
systerhs development-which has been quite extraordinary." A deeper worry is utilizahon.

According to Wolfensohn:

We are ahead of our culture's willingness and ability to utilize and absorb the technology.
Although we are way ahead of any other intemational development organizations. v/e still
have a gap in adoption. Ihe gaps between availability and usage are major. How do we close
that gap?

At my level, you hav€ to keep talking it up. Using it. Talking about it intelliSently. These
are not iust toys but knowledge tools enabling a change in scale and effectiveness in our
efforts. I believe in a kno$'ledge-based organization. Knowledge can drive organizational
direction - if you present people with information I think they will act rationally.

Wolfensohn viewed communication technology as the key to scale, not just for internal use but
also for reaching outside the organization. To fully benefit from this, widespread usage was key.

Assenfule a First-Rnte lT Teanr

Muhsin came from the business side of Bank to take over leadership of the IT function. His
business perspective helped to get the IT function a seat at the table. But Muhsin is the first to point
out that you need world-class m talmt and an m s€nior leactership team with unquestioned
commitment to deliv€r. He explained, "At every opportunity I told the President about the quality of
my stafJ and their long hours and dedication. The President always made 6me for us. When we had
meetings of the IT function, he could be counted on to stop by and show his appreciation. It made a
huse difference. '
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IT Framework 2002 - 2006

Builrling on tlte fotndation nnd nneting the neu clnllenges

By 2003, the basic IT foundation was in place to support 2000 staff membeE in Washingto& 3,000
more staff members Iocated in country officet including 16,000 desktop and laptop PCs. Managers
tfuoughout the Bank could look at the same data-whether from Washington headquarters or as a
Countv Director in South Africa.

In planning for tle future, Mu]lsin and his staff consulted with variolrs stakeholders throughout
the areas of operations, regions, and networks. The consensus was that over the next tkee t; Iour
years, the II function needs to leverage the investments in the technology and systems platforms
described in the 2002 - 2006 plan to enable kel, Banl business stategies. (S€e Fiture B: IT Framework
2002-2006.)

Figure B IT Framework 2002 - 2006: Enabling the BusinesF Strategy

Outcomes

Stratew for Custonler Relntiottship Mnnogenent Portals

Web portals are increasingly being used to convey infornation (e.g., project stahrs, expenses, cash
flows, and financial/Ioan agteements) to clients in developing countries, hain new stajft help share

e- B us i n ess Tru nsfo tm atio n
. - Bualnel! Partn..3hlp.

Inlel|lal Simpllf lcatlon
.P.noir|!.d..ftL:ftonl.|ln..u.ri

Rl3k i lenegement

Rel iable lT Services Foundat ion
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in{ormation bewc-en protects and connect staff exp€rls across areas of expertisc, and also contribute
to lifelong learning (constant learning is needed and having access to the information and expertise is
key; in addition the convenience of online learning is important.) Progress on portals is being mad€
quickly (the overall architecture is shown in Erhibit 9- Internet Services Program Architecture).

ln many !{'ays, lhe Client Connection js emblematic of the
implementation of Wolfensohn's vjsion. Wolfensohn had been
pushnlg for systems investments to go beyond intemal processes
and really deliver value to the Bad<'s clients. "Why." he asked,
"shouldn't it be possible for clients of the Bank to s€€ and manage
their relationship with the Bank on line just like customers of, say,
Citibank? lve need to give them a card that gives them access to

their disbursement information, their lendine activiti€s, whatever
we are engaged in providing them. '

Wolfensohn says he fr€quentl)' provides tllese ideas to the Bank's Il team. IT and the busincss
units they work in partnership with ligure out how to do it and often come back irith something even
better. At the 2003 Bank Atulual Meetings in Dubai, wolJensohn announced the Client Connection as
a key element in the overall strategy to increase e-business partnerships. Th€ Client Conn€.tion is a
new se.ure website offerirtg govemment officials and proiect implementing agencies quicker access
to information related to their lending activities as well as the Eank's country analytic work. The
main objectives of the Client Connection are to support better-informed decision-making and to
simplify the pro{ess ofdoing business $'ith thc Bank.

'l he Client Connection gives cli€nts access to con{idential information about their proiects and loan
pordolio including:

' The status of individual loans, credits, grants, and trust funds
. Disbursements, loan charges, debt service ancl bills
. Related legal agreements and project documents
. Model forms for financial transactions
. Details of procuremenl transa.hons

World Bank knowledge resources includingi

. Country-specfic research, statistical data, economic and sector sfudies

. World Bank lending instruments and financial products

. World Bank news, reports, publications, policies, procedures, forms and templates

. World Bank-supported projects and progams

Client Connection is the World Bank's ansrver to online pordolio management lhe new website
is fully integrated with the Bank's business systems. "Clients want to make well-informed business
decisions," says Jan Wright, Loan Department Director. "By providrng accurate, up-to-the minute
information online, Client Connection will help clients plan and manage b€tter; and it h'ill also be a
place where they can initiate financial transactions with the Bank online and track their stdtus."

Consultations and testing sessions were held with clients and stdff during the development phase.
A high level of aftention was paid to security and access. Th€ Client Connection was s.heduled to
launch in 10 countries beginning in October 2003. A tull-scale roll out is planned beginning January
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200{. Over the next several months, a conrmunicatiorE and training campaign will help designated
Bank staff be.ome versed in the Client Connection so Olat they can help clients begin using this
powerful ne\{ tool.

IT ntul tlrc Frotttline Business

Nluhsin sal^ the need to refocus IT investment from modemization of internal back-room business
functions to cleliv€ring information to the front line business process, and out into the field in support
of client interactions. One way of doing this is through irJormation portals improving work efficiency
and effectiveness for managers and teams while also improving sewices for client5 and partslers. At
the same time, it was critical to maintain seamlcss integradon of the divers€ portals to make the user
experience-external to the Bank as ilell as internal-as productiv€ as possible.

One unanticipatecl resultof the Bank's experience with the us€ of IT in i6 transformation has treen
tiat governmental organizations in clienLs countries are now lookinS to the Bank for dire.t assistance
and advice on lT components of their development projects. The Bank's cxperience in implementing
its o*,n (omprehensive IT strateg,v has given it substantial rredibility with clients in this arena.

'fhey are especially inferested in the Bank's implementation experiences. The Information
Solutions Croup now includes Informatics Services to provide expertise to clients through the Bank's
front line collntry programs as they attempt to address the digital divide.

For example, as Afghanistan emerSed from the war, one of the first things WolJensohn did when
he met with President Karzai, r{as to offer to set up a global corffnunications capacity with a djstance
leafiing center. Karzi re.ognized immediately the power and the potential of inJormation
communications technoloSy- fhe satellite based.listance leaming and video conferencing center in
Kabul noiv connects Afghans, helps them share ideas, alrd transact busincss globally. It provides
them r{ith their first-ever robust govcrnment e-mail system. At the beginning, money for the
banking system had to transported in suitcases under escort to Dubai. Now, their connectivity
provides thcm an €lectronic money hansfer system.

Source:
Freeplay

Foundation

It's not only global scale and connectivity to bridge the digiral divide
that interes6 Wolfensohn. Hc is continually pushing the envelope for the
application of appropriate teclmology in international development One
of his favorite examples is a blue plastic hand-cranked and solar powered
radio on display in his office. It cost5 $40, is simple to use, indestructible
artd reliable in lvidely varyin8 environments. Given the exc€ll€nt sound
quality, .10 people can hear it clearly, ma-kin8 it a cost effective tool. Tra'o
minutes of cranking powers the radio for two hours-fully charged the
radio plays non-stop for 24 hours-expensive batteries aren't needed-
Language instruction, education, ard medical injormation can be
delivered via radio throughout developing nations. Without these kinds
of simple devices, "When the battedes die, learning stops" says Fre€play
Foundation (www.freeplayfoundation.org), creator of the Lifetine radio
(shown herer,.) lnspired by thb example, Wolfcnsohn ask, "Why not a
hand-cranked PC?"

': 5€€ $1v$' h€€plnlfourialion.org for morc nrtormah('n on the Freplar organiation, (h(e "ele Dri$ion is to edble
sunaimddcliven otladio informntim dd edu(ation to drc most vulrerable poFlatioE vi. *lf-powe@d r.diG."
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Conclusion

The expectations placed on the Bank's IT functron have steadily exPanded in the five years since
the function was consolidated and resources aligned to business needs. Indeed, Muhsin rePorted
that when he goes to conferences with other ClOs, most complain that their main Problem is lack of
support from the top management. Muhsin recalls, "My problem is somewhat different. T have more
support from top management than I know what to do with. My problem js managing
ex pectatiorEl"

Managing Director Zhang believes that busincss strategy and [T strategy are intertwined and he
commented:

Decenhahzation continues. Internally we are working on building caPability and capacity.
We are also focusrng more on the client side to nrake iteasier to become integrated with clients
(for disburcements, payments, and status of project imPlementation.) A key Part of our client
relationship is knowledge sharing. Sometimes knowledge is embedded in the relationshiP.
Sometimes it comes in the form of a loan. Other times it is in the form of a study ot simply a
convercation. A challenge is how to capture, package, and disseminat€ this to all parhes.

We continue to look for ways to link costs to benefits. The benefits of the technology are
constantly changing: we started with dle ability to have a video conJerence between two
people, and tiat expanded to five. Before you know iL you'll be able to have a
videoconference with the whole world. The question is, "Where do you cut off?" where does
the cost vs. trenefit make the most sense?

Informatron Technology is vety important to our strategy. These days we can't work
without it. By enabling speed o{ communi.ation and patallel operations and global finance, IT
innovation allows us to build in support for our work, including transParency of the
organizahon.

Muhsin thought to hinself about Wolfensohn's view that, "lT is the key to scale: our clients and
espe(ially the world's poor are depending on us to scale up our impact." As Mushsin prePared for
the annual 1T review discussion with WolJensohn and the management committee, he challenged
hims€lJ to think of new and innovative ways the Bank could increase the leverage of IT. Muhsin
believecl that the creative and productive utilization of I'f by staff pr€sented numerous oPPortunities
to support clients and directly assist developing countries in using IT to accelerate develoPment.
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Erhibit 2 Organizational Sbucture of the Information Solutions Group at the World Bank

Position ofIT
Functiotr itr
the World
Bank Organization

sourcc world BanL

Conce$rond frndcelnd

Chi.f lnfomaron Oficer
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Exhibit 3 World Bank Biographies

James D. Wolfensohn, President, The World Bank Group

James D. Wolfensohn, the World Bank Groups ninth president, established his career as an
intemational investment ban-ker with a parallel involvement in development issues arld the global
mvironment. He was appointed as President of the World Bank in 1995.

Sincc b€coming presidenL he has traveled to more than 100 countries to gain first-hand expetience of
the challenges facing the World Bank, and its 184 member countries. He has provided the leadership
of a maior tmnsformation of the Bank's strategy, its management culturq ard client relationships
emphasizing patnerships and inclusion, a comprehensive approach to developmenL and the key
role of kno$ledge services and inJormation tdhnology in building client capacity. He has
championed the focus on good govemance and the involvement of youth as the next generation of
dev€lopment advocates and practitioners.

Mr, Shengman Zhan& Managing Director of the World Banl Group

Mr. Zhang overcees the six Op€rational regions of the Banl and the Operations Policy and Country
Strategy Vi.e Presidency. He also ove$ees four of fte Bank's Sector/Thematic Netri'ork: Pove*y
Reduction and Economic Management, Human Development, InJrastructure, and Environmentally
anct Socially Sustainable Development. In addition, Mr. Zhang oversees the Information Solutions
Group, Human Resources, and Quality Assurance.

Mr. Zhang was Vice President and Secretary of the World Bank from 1995 to 1992 and Executive
Director for China from 199{ to 1995. Earlier Mr. Zhang held senior positions at the Ministry of
Finance in China.

MohamedV. Muhsin, Vi.e President and Chief Information Officer

Mohamed Muhsin oversees the development and implementation of IT strategy and services. He
joined the Banl in 1988 as Senior Country Officer for the Eastern Africa Department. He lns trecn
Pdncipal Country OfJicer and Chief Administrative Officer in the Aftica Regional Office, and Deputy
Director of tie Organization & Business Paactices Department. He was appointed Vice-President and
CIO in 1997.

Prior to joining the Bank, Mr. MulEin served as an Advisor on State Enterprise Reform to the
President of Zambia and as Financial Director of E€ Zambia Industrial and Mining Corporation.
Earlier, Mr. Mushin held senior positions in the private s€ctor in Sri t-anka.

Jean-Louis Sarbib, Senior Vice President, Human Development Network

Mr. Sarbib oversees the Bank's human development strategy and programs globally and advises
client countries on innovative and integrated approaches to improving health, education, and social
protection with aview to helping meet the Millenium Development Goals (MDGS).
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Mr. Sarbib was appointed Vice President of the Africa Region in 1996 and ttrcn Vice-President of the
Middle East and North Africa Region in 2000. He has pioneered new business models for combining
knowledge and lending services to diverse clients, emphasizing teamwotk and multi-sectoral
approaches. He draws on the experience of many front-Iine Operational positions since joining the
Bank in 1980

Vinod Thomas, Country Director for Brazil

Mr. Thomas manages the relationship between the Bank and the goverunent of Brazil and G
responsible for country assistance strategy and imPlementation. Until 2001, he was Vice President of
the World Bank Institute (WBI), where he sha-rpened the kEtitut€'s focus and qualty, expanded its
mandate and impact, and developed iLs knowledge services.

He ioined the Bank in 1976. He has held senio. academic appointments and is the author of a dozen
books and numerous iournal articles.

Frannie A. Leautier, Vice President, World Bank Institute

Frannie A. l€autiet is the vice President of the World Bank Institute. She was appointed to this
position in December 2001. Prior to that, Ms. Leautier was the Chief of Staff for the President of the
World Bank Group where she was responsible for providing oversight and guidance !o the staff of
the President's office in alt aspects of their work as wel as helping to enhance coordination of the
Presidenfs Office with other units throughout dle Bank. Prior to thit Ms. Leautier held senior
positions in the Bank's Operational Vice.Presidencies.

Sou(e: world BanL
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Exhibit 5 MaEix at the Intersection of the InfrasFucture Sector and Africa Region
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Exhibit 6 Global Challeng€s for the World Banl

Most ofte,L polert1l is n sihntio peoplc tttutl to escflpe. So pnert! is flcall lo actioi -hr tle Wor and tlE
1ealt|ry alike - a cnll Io clmnge tlE to d so that ttanll tttorc t ay hnlte enough lo eat, afuquate d8ltzr, n1ess to
edu.ation onLl heIlth, prolection frolt oiolence, md o loit:e in uhat hnppe s in their con t nihes.

- wl4.w.worldbank.org

. 2.8 billion people-more than half thc pcople in developing countries-live on less than $2 a
day. Of these, 1.2 bilion live on less than $1 a day.

. 33,000 children die daily in developing countries . . . each minute more than one woman dies
during childbirth. Poverty keeps more than 100 million children, mostly girls, out of s€hool.

. The average income for the richest twenty countries in the world was 15 times the average for
the poorest hventy countries in 1960. It is now 30 times that average.

. The workl population is forecast to increas€ by about I billion between the years 2000 and
2015. Of that increase,9T% will takc place in developing counhies

. ln the United States, betlveen 1990 and 198, 8 h,omen died for every '100,000 Iive births. In
Eritrea and the Central African Republic 1,000 women died.

. In 2000,36 million people were living with HIV/AIDS: over 95% of them lived in developing
counhies

. Of 3.4 billion adults in the developing world in 198,870 million (one in four) were illiterate

. 90% of urban s€wage in the developing world is discharged without any fteatment

Proiects supported by the World Bank are designed to carry out national poverty-reduction
strategies. lhe Comprehensive Development Frame$'ork spells out four principles, all of which
mark significant shifts in thftking about development since the 1990s:

DeL'eLol reflt stmteges slioltld tu cot,ryrele site ntd shnpeLl b:l a lon|-tert ttision. ln the pasL
d€velopment shategies emphasized short-term macroeconomic stabilization and balance-oI-payment
corrections. The CDF shesses longer-term structural and social considerations,

Each coutrtry shouli da,ise stfi direct its olon dLnelop,tent agendi based on citi.e porticipation. The CDF
view is rlhen countries "own" reforrns, governments and their citizens are more committed to them.

Co|emme ls, donors, cioil societll, e pnl'a|e sector and othEr sfnkehoklers should u'o* together in
patt ership led bll rccipient cawtries to carry o l denelopnett strntcges. Parherchips built on
transparency, mutual trust and consultation can increase the efficiency and effectiveness of aid.

Delelopute t felfor,tn ce should be et al atcd o| tfu bnsis af nAaswable rcsllfs. Traditionally, the Bank
tended to concentrate on disbursement levels and project inputs in evaluating development efforls,
an approach that measwed only rcsource allocation and consumption.

source Adapted trom $$v.No.ldbdt.or& a..€s*d on Web scptembcr 8, 2003.
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Exhibit 7 TT E\pendifures

200

180
160
140

Nf,XT THREE YOARS

FYO3 FYO4 FYOs
1,686.8 1,686.8 1,686.8

140.2 187.8 1A7.A

10.7% 11.10/" 11.1%

5-Year Trend in Balk IT Exoenditures

Global Connecliriry

FY97 FY98 F'Y99 FYOI FY02

$19.8 million increase over 5 years
2.71'/o per year

t
$148m

$ 167.8m

Souce: lvorld Bar i,

LAST FOUR YEARS

FY99 FYOO FYOI FYO2
Totaf BankAdmin.ExpenseC i ,5g2.O 1,5g7.o 1,575.0 1,686.8
Totaf Bank lT Expenses 160.1 1A2.O 162.A 168.4

Work Bank Estimates for Compa.ison
lndustry Average of 500 Companies 5.8% 5.60/. 5.6'k
Federalcovernment 10.lo/o ao.Oo/o 12.O%
lnvestment Banking 10.2o/d 11.A'/o 12.Oo/o

P€rcent ofTotalfor lT 10.5% 11.5% 10.30/. 10.O'/.
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Exhibit 8 Il Before the tPoint Program was Implemented (1996) and After (2003)

30.4.055

THEN_1996 NOW-2003

Computing lnfraskucture

. No lwo cornpuleG setlp exaclly lhe same

. Da y prcblemswith ireeze,up and re,boot

. Hepdesk is 6 people. phone # 1 shrft

. V tuses emersins as a majorprobem

. Every change required a visitlo lhe PC

. Unnecessary complexity driving msts

Slandard E.leprise Desklop Package
High reliabilily and user satisfadion
24x7 Globa Supporl Center
Enterprise vt!s conlrol program
Remote insla and ma.agement of seryLc€
Benchmarked standardization and compehive

Email s weak substtute for .clual network
Separale voice and data no video
Coffecllvlty s ow and capacity ow
Only 3 country oflces connecled to HQ neh{ork
No lechnology fordecenlra ized Operatons
Salel te icensinq ls a maiofbanier

. Globa enleiprse neh4ork with 109 sites

. ntegraied voice dala,6nd videoconferencing

. HO LAN speed increased by a facior of 1000

. Globallink capacly increased by a factor of 15
' 8a vdeoconference (VC) equipped rooms
' Averaqe 50 Vos/dav wlh 120 counlrv lnks

100 iffeconciable databases
6s+ fragmenled systems
l4zssive drp cate dala enlry
r',losl syslerns are home grown
lS uni ts ; l lover  of lhe Bank
Country otrc€s rely on ocal syslems
R sk exposu.e lor controls is high
Basic Trcasury Operaton

. Consolidated copo€te data slore

. Commercial inleg.ated sonware packages

. Control risks rcduced (aiso Y2K complaance)

. Executive Jinanclal managernent too s
' Foundation In pace for web services
' Off-shoring of somedeveopmenicosis
. Slngle rcsource mgmt system iorat otrices
' Sophisli€ledT,easury products-{Lobalbonds,

hedqinq products

Infomarion Management dd shding

Almosl entirely paper based
Large gaps in oJfca/ business recods
IniomaUon ofly n people s heads
Pholocopying is a major indLrstry
Librares iladilioia seryices only
No co ncept of knowledge rnanagemenl
rManualupdaling otthe few e ectronic documenls
No Bank Repods delivered online
Primitive intranet and Bank web page
Hardcopy publlcations on y for clienls
No collaboral ve infomalion solutions

Electro. c capture. slo.age and rcheval
Business recods captured ln electroniclonn
Enterprise eleclronic information warehouse
Eleclron c shared access to docLmenls
Eleclronic llbrary sources widely available
Knowledge communilies developed
Centra I calaloguing of a I kinds of lnfomation
43 000 Bank Repods online
Lend ng /partnerchip leve.aged wilh on ine
knowledge shaing networks (GDLN) and
informallon dissern nallon (Oeve opment Galeway)
Exlemalweb: 16 mrllion page vlews pe. monih:
2800 visits per hour 120,000 conienl pages

source wodd Ranl.



lxhibit 9 Internet Services Proqram Architecture
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. Bllls

. CAS

. Vlsltors to Country

. Prclects Inlormataon

Co.e Common Featu.es . Workflow 'View Calendar' View eMa ' Ale.G " Reports a News

  
coRE SERVICES (tsP)
Secudty t l.letegity
M.56691n9 t l4Q Series
Tnnstomation t Xl'|UXSl
Webstad$cs t Webdt€ Analyz€r

Apdlcdonscfl€rs t l8r.i $llbsdEre
$&bsav€rs .t lEanet
Us€r l'lan.lBnEnt t tl€t€grity Idenmy
Profil€s & Subccripuons Manager

/ COIIIE{I MAMGEI'IIIIT
Web Publlshhg t ePubllsh
Document l',lanagem€nt t lRIs
lletadEta t lnfo. warchoE€
@llaboradon t Tearn ll/orkploce
Portals€ 1c€s t lll,l Portalserver

lt st|ttllst rEu.lGEt|cE
lll5 l!,brehousng t SAP 8!she.s

W.r.hous€
Management Repoc 't corpor€te Dasnboard

\

i1d8 lrE!'gtion (AFI, Mq
Mll, t4-t'trv Conn€ctors) Application Integration S€rvic€s

Loose lnteqration (HIMUHTIP,
XMVHTTP, Mr.l, 3'd-Ferty)

Structured Cont Unstructured Content


