Sri Lanka Tsunami Case Study

 Finance & Resource Management
Context:  

CRS had no office in Sri Lanka when the tsunami hit.  CRS had a relationship with Caritas Sri Lanka (SEDEC) through funding a peace building program, managed from Delhi by a Regional Program Manager.  

Day # 3 -7

· Bank Account at Colombo opened. 
Weeks # 2

· TDYers as Finance Managers deployed in the field and at Colombo. 
· Draft Finance policy and procedures manuals issued for field offices.
· CRS spending on behalf of the partner (SEDEC) for SOA activities initiated (this system continued for 3 months) in absence of financial and procurement structure at Partner offices at the Diocese and National level.
Weeks # 3 - 4

· ERT Finance Technical Advisor arrives at Colombo. He starts working on systems, procedures, policies and starts dealing with HQ on finance issues – specially implementation of Sun system in Sri Lanka.
· Sun Systems implemented.
· Kalmunai office yet to have a finance manager. The Base Manager handles finance duties.
· CRS – Sri Lanka send the first month end files to HQ.
· Procurement Policy, Field financial policies implemented.
· Process to open Bank accounts for each field office initiated.
· Decision to make the Partner offices computerized taken. Decision to implement Tally as the financial software at Partner offices undertaken.
· Recruitment of a finance Manager and a finance assistant done for the partner office at Galle.
Months # 2-3

· Training of finance undertaken for all financial managers, Diocesan Directors undertaken at the beginning of Month 2.
· Finance Manager deployed at Kalmunai.
· Training on Tally undertaken for finance staff.
· Implementation of Tally done at 5 Tsunami affected dioceses.
· SEDEC bank accounts opened and partners start spending directly (instead of CRS spending on their behalf).
· Mango (financial assessment tool) Assessment done at dioceses. (Not so well accepted).
· Partner finance staff in Kalmunai recruited. 
What worked well:

1. Using Sun Systems from start.

2. Bring Finance Managers for CRS and recruit Partners finance staff immediately. CRS recruits, trains and manages the partners in the meantime.

3. Have Partners use computerized accounting and inventory software.

4. Open CRS accounts in the fields immediately to reduce cash transactions.

5. Formal training and manual provided to partners in addition to on the job capacity building of partner finance staff.

Lessons learned: what would we do differently the next time

1. Placement of staff at each office is most important.

2. Staff deployed should be well informed on CRS policies and procedures, able to set up systems and train staff (not simply assess compliance). 

3. Have CRS systems, policies, tools in a ready to implement stage on day 1. This helps in more efficient deployment. A resource CD having all details should be developed.

4. A standardized data entry system (for description) should be encouraged for the agency worldwide. Eg. Sri Lanka Sun Description policy or Europe Description policy.

5. Use of standardized T1 codes for tracking different aspects of emergency like shelter, livelihoods etc.

6. CRS needs a user friendly field financial system to tie up to Sun from day 1. (Finance software of CRS/India or Tally can be the options)

7. Finance assessment should have a constructive focus rather than being like an audit.

