
PRIVACY NOTICE: This survey is administered by the CLA Case Competition. The information will be used to further the understanding of CLA 
Case Competition participants and allow staff to follow-up with participants, in limited cases. The information from this survey will be available to 
USAID staff and contractors supporting the Case Competition and associated learning events and analyses. Email contact information is being 
collected for follow-up communication, in limited circumstances. Completion of this survey is a mandatory component of the Case Competition 
submission package. Questions? Email submissions@usaidlearninglab.org 

Case Title:  

Name: 

Organization: 

Summary: 

USAID EEJ-supported court reduces case 
backlog using improved case management 
practices. Credit: USAID Efficient and 
Effective Justice Activity 

mailto:submissions@usaidlearninglab.org


1. WHAT: What is the general context in which the case takes place? What organizational or
development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff),
organizational culture, or business/work processes - influenced your results? How would
you advise others to navigate any challenges you may have faced?

Photo Caption & Credit: Upload a photo, including a description and photo credit, to the Web 
Form. You do NOT need to upload a photo to this submission case form.

If you are submitting a case on behalf of an Implementing Partner, please inform the 
country Mission of your intent to submit a case. If the country Mission plans to submit 
a case, please work on a joint case submission. 

The CLA Case Competition is managed by USAID's CLA Practice in the Bureau for Planning, Learning and 
Resource Management (PLR) and by the Program Cycle Mechanism (PCM), a PLR mechanism implemented by 

Environmental Incentives and Bixal. 
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	Case Title: Introducing Best Practices to the Sri Lankan Courts System: a Journey of Collaboration, Learning, and Adaptation
	Submitter: Jeffrey K Walker, Chief of Party, USAID Efficient and Effective Justice Activity
	Organization: USAID/Sri Lanka, Chemonics
	Summary: An average case in Sri Lanka can take over ten years to conclude due to inefficiencies in the country's courts. This situation has resulted in a loss of public confidence in the justice system due to extensive delays and high costs incurred in litigating a dispute. These delays affect the country's "doing business" environment, as drawn-out dispute resolution discourages foreign investment in Sri Lanka. 

The USAID Coherent, Open, Responsive, and Effective (CORE) Justice Program and its successor, the USAID Efficient and Effective Justice (EEJ) Activity, implement the Sri Lanka Model Courts Initiative to help courts reduce case backlog and delays. The projects faced difficulties in receiving required approvals and support to introduce best practices in case management due to the sensitive nature of case and court information, changes in leadership, rigid court organizational structures, ossified leadership styles, and inadequacies in staff skills and physical infrastructure. The projects worked in collaboration with the judiciary's leadership body, the Judicial Service Commission (JSC), to gain its confidence and reform case management processes within Sri Lankan courts.

The two USAID projects tailored case management plans for each model court and worked closely with judges, court staff, and the JSC to introduce best practices in case management. EEJ continued to learn and adapt its implementation approach in introducing these practices to JSC-nominated model courts. As these courts yielded results in reducing case backlog and delays, JSC expanded the number of model courts from seven to eighteen in 2023, with an additional three authorized in 2024.

	Context: The USAID Coherent, Open, Responsive, and Effective (CORE) Justice Program commenced in 2017. It worked with key justice sector institutions to modernize service delivery and promote the rule of law in Sri Lanka. The project partnered with justice sector stakeholders as it  worked to strengthen the effectiveness of key justice institutions, processes, and actors, enabling them to fully exercise their authority and core competencies. 

There were 620,297 active pending cases in Sri Lankan courts in September 2017. This number grew within a year to 750,544. The increase in pending/aging cases was a matter of grave concern as it undermines public confidence in the country's justice system. 

The leadership of the Judicial Service Commission (JSC) sought CORE Justice Program's support to reduce case backlog and deliver timely justice. Continuous collaboration helped CORE Justice receive  approval to introduce case management procedures in select courts in Colombo. This approval was a significant milestone as it was the result of the project's continuous engagement and collaboration with JSC for activities such as training programs for court registrars and court staff. Despite delays that arose due to multiple changes in JSC leadership, CORE Justice launched the Model Courts Initiative in February 2020. 

The USAID Efficient and Effective Justice (EEJ) Activity commenced in September 2021. As successor to the CORE Justice Program, EEJ continues to implement the Model Courts Initiative, seeking to improve the rule of law in Sri Lanka.  
	Dropdown2: [Adaptive Management]
	CLA Approach: The CORE Justice Program received required buy-in to implement the Model Courts Initiative when JSC witnessed their structured outcomes-based approach in conducting court staff training programs. JSC then approved CORE Justice's proposal to introduce international best practices in case management in Sri Lankan courts. The project tailored these practices to reduce case backlog and case processing time. CORE Justice's Court Performance Advisor presented the benefits of introducing these best practices in case management to the JSC Board. JSC thereafter approved testing of proposed case management steps at select pilot courts--Model Courts--in the Colombo District. These courts included most Sri Lankan court types; namely, Commercial High Courts, High Courts, District Courts, Magistrate Courts, and a Labour Tribunal. 

A JSC board member--a senior Supreme Court Justice--coordinated with CORE Justice as the focal point to implementing the Model Courts Initiative. CORE Justice closely liaised with the Justice to receive required approvals, guidance, and support in working with model court judges and court staff. The project copied all communication with model court judges and other counterparts to this focal point for his information and necessary action.

On receiving required approvals, the project coordinated with model court judges and registrars to understand:
- Current court practices,
- Organizational structure at each court,
- Case backlog at each court,
- Progress reports submitted by the courts to JSC and the Ministry of Justice (MoJ).

CORE Justice worked with its Court Performance Advisor to review and analyze the above information in the context of Sri Lanka's laws and procedures in managing civil and criminal cases.
CORE Justice then designed a case management plan (CMP) for each model court, comprising practices for improved case management and case processing targets. The project designed these processes to help model courts reduce their case backlog and case processing time. CORE Justice shared these CMPs with JSC and model court judges and incorporated their feedback in the proposed plans. The project worked extensively with the judges and JSC to finalize these CMPs.

CORE Justice launched the Model Courts Initiative in February 2020. Subsequently, the Colombo High Court (HC) 4 judge commenced implementing case management practices at his court. CORE Justice introduced a simple case management system (CMS) for HC 4 to track CMP outcomes.  

The CORE Justice Program concluded in August 2021 and the EEJ Activity commenced in September 2021. EEJ could not work with model courts for an entire year until it received implementation approval from its line ministry, MoJ. 

The project observed that the HC 4 judge's focus was mainly on CMS technology and not implementing case management steps. EEJ assessed that this approach was unsustainable and adapted its implementation approach for other model courts.

EEJ encouraged model court judges to implement CMP processes, installing CMS hardware and software at these courts only after six months of CMP process reforms. This approach helped EEJ focus the judges on CMP processes to reducing case backlog and delays and creating sustainable outcomes. This approach produced results at a Magistrate Court by October 2023.

EEJ adapted a similar approach in working with the second group of JSC-nominated model courts. However, EEJ was unable to track CMP outcomes in case backlog reduction due to inaccuracies in existing court-maintained data. EEJ re-adapted its approach to simultaneously implement CMPs and install a limited version of CMS at these courts. The restricted features of CMS helped focus the judges’ attention to CMP process reforms, using CMS technology as a tool to reach efficiencies in the court system.

	Dropdown1: [External Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: The CORE Justice/EEJ projects implemented this CLA approach due to the sensitive nature of Sri Lanka's justice sector and the need to avoid any public appearance of US interference. It was important that CORE Justice/EEJ won the confidence of JSC and other stakeholders in introducing best practices in case management, especially during a time of change in JSC leadership. Both projects required a learning and adapting phase as the management of each court changed according to the leadership style of the respective judge. EEJ therefore customized its approaches for each court. 

The Sri Lankan work ethic and culture drive staff to achieve set targets. Staff often resist admitting mistakes as they fear it will affect their annual performance reviews. This culture reduces EEJ's opportunities to learn from mistakes and adapt implementation strategies to ensure such mistakes will not recur. 

Similarly, EEJ's Key Performance Indicators (KPI) focus mainly on outputs and outcomes and not processes. As a result, its technical specialists focus on achieving output and outcome KPIs as they reflect positively on their annual performance reviews. They do not give adequate attention nor importance to the processes involved in achieving these KPIs. The project's MEL focal point works closely with senior management and technical specialists to ensure the quality of activity implementation processes.

The implementing company's understandable business interest in burning the monthly activity budget for these cost-basis contracts encourages the project's technical teams to expedite activity completion. This approach may not be conducive to "pause and reflect" learning opportunities that encourage project staff to practice adaptive management. 
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: CORE Justice received required approvals and support to implement the Model Courts Initiative only once JSC was confident that the project could deliver the proposed activities and planned outcomes. CORE Justice's training collaboration with JSC resulted in the project obtaining required buy-in for introducing improved case management practices to Sri Lankan courts.

The structured approach to implementing the Model Courts Initiative has resulted in an increase of model courts from seven to 18. These new courts include Sri Lanka's Supreme Court.

The CORE Justice and EEJ projects studied the operating context of Sri Lankan courts in implementing the Model Courts Initiative. The projects learned that the success of this initiative relied on:
a) The capacity and willingness of judges to implement CMP process reforms,
b) The capacity of court staff to manage the CMS system and accurately maintain court records,
c) The ability for successful knowledge transfer to newly assigned model court judges and staff,
d) The availability of infrastructure at courts for CMS installation and operation.

EEJ adapted its implementation approaches based on the learning areas listed above. These approaches include:
a) Initial and refresher training for judges and court staff,
b) Coordination with MoJ to manage court infrastructure,
c) Transition package for model courts to ensure knowledge transfer of CMP and CMS trainings to newly-appointed model court judges and staff,
c) Awareness sessions for lawyers practicing in these courts, and
d) Planning for procurement needs.

As at June 2024, EEJ has achieved the following results:
- 17 model courts use new case management practices,
- CMS is installed at 14 courts,
- HC 4 uses CMS to generate progress reports for JSC and MoJ, and
- HC 4 has achieved a 57 percent decrease in cases older than six years during the April 2023 to March 2024 period.



