
E 

 

Economic and Social 
Council 

UNITED 
NATIONS 
 
 

Distr. 
GENERAL 
 
HBP/WP.7/2003/5 
02 April 2004 
 
ORIGINAL : ENGLISH 
 
 
 

ECONOMIC COMMISSION FOR EUROPE 
 
COMMITTEE ON HUMAN SETTLEMENTS 
Working Party on Land Administration 
 

 
 

WORKSHOP ON ORGANIZATIONAL SUSTAINABILITY AND CAPACITY-BUILDING 
 

Report prepared by the delegation of the United Kingdom in cooperation with the secretariat 
 
 
 
Introduction 
 
1. The workshop on organizational sustainability and capacity-building was held in Edinburgh 
(United Kingdom) from 1 to 3 October 2003. It was organized by Registers of Scotland, the land 
and property registration organization for Scotland. 
 
2. Representatives of the following countries participated: Albania, Armenia, Australia, 
Austria, Canada, Croatia, Cyprus, Czech Republic, Denmark, Finland, France, Germany, Greece, 
Hungary, Iceland, Ireland, Latvia, Lithuania, Malta, Netherlands, Norway, Poland, Russian 
Federation, Serbia and Montenegro, Spain, Sweden, United Kingdom and United States. A 
representative of the UNECE secretariat also took part.      

 
3. The workshop was officially opened by Mr. James Meldrum, the Chief Executive of 
Registers of Scotland. On behalf of the Scottish Executive and its Ministry of Justice, he   
welcomed the participants of the workshop and underlined the importance of stable and efficient 
land registration systems for economic development. He noted that the theme of the Workshop 
reflected the need for land administration organizations to maintain the quality of their services  
while incorporating advances in technology, responding to customer needs and developing the 
knowledge and skills of their staff. He also underlined the importance of the workshop to allow   
the exchange of ideas and experiences among land administration organizations. 
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4. Mr. Dave Sharp, Director of International Consultancy at Registers of Scotland, provided 
an overview of the theme of the workshop and introduced the speakers during the welcome 
session. He defined “organizational sustainability” as the ability of an organization to maintain the 
quality of its services indefinitely, and “capacity-building” as the process of ensuring that the 
development of knowledge, skills and attitudes was undertaken in order to ensure that the 
necessary infrastructure was in place to achieve organizational sustainability.  
 
5. Ms. Christina von Schweinichen, Deputy Director, UNECE Environment and Human 
Settlements Division, welcomed the participants on behalf of the secretariat. She stressed the 
importance of the work of the Working Party on Land Administration and the contribution that it 
was making to the development of standards in land administration practices across the UNECE 
region.  
 
6. Mr. Bengt Kjellson, Chairperson of the UNECE Working Party on Land Administration, 
stressed the importance of the workshop and its contribution to the sharing of experience and 
expertise and the development of good practice. He provided an update on some of the activities 
and achievements of the Working Party on Land Administration.   
 
7. Mr. Peter Dale delivered an opening address on operational sustainability and capacity-
building, during which he stressed the importance of this theme to the future of land administration 
organizations. He also introduced the main themes and sub-themes of the workshop.  
 
8. In order to promote discussions and the exchange of information, the workshop was 
organized into two groups per theme, followed by plenary sessions, during which the results of the 
discussions of the groups were reported, with an opportunity for questions and a general 
discussion. Chairpersons and facilitators were selected to assist with the work of these groups.  
 
9. The following participants were selected as chairpersons:  
 

• Theme 1: Mr. John Manthorpe (United Kingdom) 
• Theme 2: Mr. Mike Traynor (United Kingdom) 
• Theme 3: Mr. Bengt Kjellson (Sweden) 
• Theme 4: Mr. Ted Beardsall (United Kingdom) 

 
The following participants were selected as facilitators for the groups: 
 
• Themes 1 and 3: Mr. Peter Dale (United Kingdom) 
• Themes 1 and 4: Ms. Ailsa Robertson (United Kingdom) 
• Themes 2 and 4: Mr. Ken Young (United Kingdom) 
• Themes 2 and 3: Ms. Margrét Hauksdóttir (Iceland) 

 
Mr. Robin McLaren (United Kingdom) took on the role of Facilitator during the plenary sessions. 
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I.  TOPICS FOR DISCUSSION 
 
10. The overall topic of the workshop – organizational sustainability and capacity-building – 
was divided into the following themes and sub-themes: 
 
Theme 1: corporate planning 
 
• Long-term vision 
• Managing short-term objectives 
• Meeting expectations 
• Operational funding 
 
Theme 2: information management 
 
• Collection of data 
• Maintenance of data 
• Dissemination  
• Accessibility 
 
Theme 3: managing change 
 
• Institutional restructuring 
• Introducing changing activities 
• Introducing a business culture 
• Staff retention 
• Continuing professional development 
 
Theme 4: customer dimension 
 
• Understanding and meeting customer needs 
• Promotion of services 
• Development of new services 
• Cost recovery/charging 
 
11. The following rapporteurs made presentations:  
 
Theme 1:  corporate planning 
• Mr. Bengt Andersson (Sweden) 
• Mr. Damir Pahic (Croatia) 
 
Theme 2:  information management 
• Mr. Peter Creuzer (Germany) 
• Mr. Hajk Sahakyan (Armenia) 
 
Theme 3: managing change 
• Mr. Alvin Gardiner (United Kingdom) and Ms. Margaret Archer (United Kingdom) 
• Mr. Alexander Sagaidak (Russian Federation) 
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Theme 4: customer dimension 
• Mr. Joaquín Rodriguez (Spain) 
• Mr. Antonio Vilches (Spain) 
• Mr. Marcus Mackenzie (United Kingdom) 
 
 

II.  CONCLUSIONS OF THE DISCUSSION 
 

A. Theme 1: corporate planning 
 

1.  Long-term vision 
 

12. It was recognized that clearly expressed forward plans, reflecting the longer-term aims and 
the medium- and short-term objectives of the organization, would form the foundation of financial, 
operational and strategic decision-making. Such plans had to be realistic, reflecting improving 
service delivery to customers but also the essential investments for a sustained and responsive land 
administration development in an evolving society. Such corporate plans also provided the basis for 
expressing to all stakeholders, especially to government, what the land administration organization 
aimed to achieve for the wider public good. 

 
13. It was noted that the environmental and social benefits of good land administration were 
often disregarded in favour of a focus on the economic benefits. It was recognized that the 
economic benefits of a stable and reliable land registration system were vital, but this had to be 
combined with public service, providing value for money and upholding the citizen’s faith in the 
system.  

 
14. Problems arose as a result of planning at many different levels. For example, the 
responsibility for developing the long-term vision did not always fall within the organization itself. 
Internal and external visions and expectations did not always match. There were often strong 
political influences. There was a need to encourage politicians to look beyond four- or five-year 
electoral cycles. In developing forward plans for land administration activities it was necessary to 
have regard to, and even influence, the wider government and public policies of the government. 
This required a coordinated approach. 

 
15. An attempt was made to ascertain if land administration organizations had a common vision 
of the next 10 or 20 years. It became clear during the course of the discussions that there was no 
such common vision, and that the different organizations represented at the workshop had their 
own opinions about how services and organizations should be developed and improved. In 
addition, it was suggested that, since countries of the UNECE region were at different stages in 
their development of land administration activities, any long-term visions might differ according to 
each country’s stage of development. It was recognized, however, that external factors would have 
an impact on the development of a common vision. For example, the introduction of electronic 
registration might bring changes to the role of each public administration in the land registration 
process. Also, customer demand and globalization might force a common vision.  For instance, if 
customers were aware that a service was available in another country, they might demand that the 
service should be made available in their own.  
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2.  Managing short-term objectives 
 

16. The existence of varying management approaches was recognized. While some 
organizations had a very structured approach, others defined and managed objectives on a more 
ad hoc and responsive basis, i.e. responding to crises and problems rather than planning for or 
predicting these problems. In general, the benefits of a more structured approach were recognized, 
but it was underlined that responsibilities must be defined, i.e. who is responsible for setting, 
measuring and reporting on objectives. Performance against objectives must be efficiently 
measured and reported in order to support their achievement. It was recognized that this often did 
not happen in the planning process of land administration organizations and that there was a general 
need for improvement in this area.  
 
17. The importance of communication and dissemination was recognized, particularly with staff, 
in order to ensure that all were aware of their aims and objectives and of their responsibilities. Staff 
motivation was highlighted as an issue to be addressed, and problems with retaining key staff were 
also underlined.  
 
18. The importance of understanding the operational environment and the effect that any short- 
or medium-term objectives would have on the business and on the long-term strategy was also 
highlighted. 

 
3.  Meeting expectations 

 
19. It was agreed that there was a need for independent surveys of customer needs and levels 
of satisfaction. Although not all of the organizations represented at the meeting conducted such 
surveys at present, the value of obtaining constructive feedback was recognized.  
 
20. The importance of involving all stakeholders, including customers, in the corporate planning 
process was also recognized. Disseminating the long-term plan and the short- and medium-term 
objectives to all stakeholders and staff was also seen to be important. However, often the 
mechanisms to allow this involvement and dissemination were not in place. 
 
21. It was recognized that building trust in institutions in some countries where the public was 
sceptical about the integrity of civil servants and the organizations they work for was vital.  
 

4.  Operational funding 
 
22. This sub-theme created the most debate within the groups, and there was no consensus on 
how much State involvement there should be in the operational funding of land administration 
organizations. Some favoured full cost recovery, while others supported full State funding. It was 
recognized that there could be conflict, particularly in the eyes of the general public, between the 
concept of operating as a State monopoly and operating as a profit-making organization. Some 
customers may be happy, however, to see the divorce of land administration finances from 
government funding, in order to create proper “businesslike” relationships between land 
administration organizations and the customer base. 
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23. It was recognized that public financing, for those land administration agencies that still 
received it, could not be taken for granted and that there were likely to be significant changes for 
most organizations in relation to efficiency and financing over the next decade, even if it did not 
result in a move to full cost recovery.  
 

B. Theme 2: information management 
 

1.  Collection of data 
 

24. The need to develop land administration organizations by providing appropriate structures 
and technology for information collection was recognized. It was also felt, however, that although 
modern technology may provide optimum solutions, these solutions were not always necessary to 
support the statutory requirements of the organization and the efficient delivery of these 
requirements. There had to be a balance between what the organization needed to know, what it 
would like to know, and the cost of getting such information. Customer requirements must also be 
a consideration. There should be a justified focus for data collection. If customers needed the 
information, they should be willing to pay for it, which could lead to  
future marketing opportunities for the data.  
 
25. Sources and mechanisms in the collection of data varied from country to country, 
depending on a number of factors including size, infrastructure, and the nature of central and local 
authorities. No “right” or “wrong” way was identified. It was recognized, however, that in order to 
achieve progress, standards were crucial. In addition, while levels of private sector involvement in 
the work of land administration organizations varied, it was generally recognized that well-managed 
private sector assistance with some aspects of data collection, e.g. mapping and surveying, using 
proven, efficient, cost-effective technology could be of benefit to these organizations.  
 
26. It was recognized that there was widespread duplication of effort in the capture and 
management of data across organizations, and that this was very costly and inefficient. This matter 
could be addressed through greater cooperation between organizations. This would require a 
concerted effort to promote openness and to abandon the “silo” mentality. 
 

2.  Maintenance of data 
 

27. Under the topic of data maintenance, there was much discussion about quality. For 
example, who was responsible for maintaining the quality of data, what levels of accuracy were 
required, and at what cost? It was agreed that quality requirements depended on the use or 
purpose of the data in question (for example, law enforcement agencies needed information that 
was as up to date as possible) and that ultimately a duty of responsibility lay with the collector of 
each data entity. In addition, it was agreed that there was genuine scope for engaging stakeholders 
in the definition of quality standards. There was no point in creating data that were not of a high 
enough standard for the customer. By the same token, time and effort might be wasted creating the 
ultimate product when the customer only needed a lesser product. It was vital, therefore, to agree 
service and expected data quality standards with the customer. 
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28. It was recognized that there was a need for collaboration between institutions, particularly 
in countries where these institutions were decentralized. This was also where the benefits of 
centralized data collection as opposed to decentralized data collection and maintenance were 
raised. Again, duplication of data held by different organizations was recognized as a problem, 
because of the difficulty in reconciling data in one database with another database. Unless updates 
were effected in all the databases that stored the entities in question, true integration could never be 
achieved. Harmonization and rationalization were also hindered by organizations being protective of 
their valuable data. 
 
29. The costs of maintaining data were also discussed. The consensus was that the payment of 
transaction fees was the fairest way to fund the maintenance of the entire database. Clearly costs 
were incurred in the maintenance of data, but these were not passed on to individual owners as 
regular fees; rather, fees derived from new transactions paid for the maintenance of all the data. 
With careful planning it was possible to model the future costs of data maintenance, once it had 
been realized that data maintenance could not be neglected. This might involve an entirely new 
model and authority being established which might be contrary to traditional responsibilities in this 
regard. 
 
30. It was generally agreed that self-financing status contributed to an organization’s long-term 
sustainability. In addition, the need to collaborate with other organizations, sharing data and 
expertise, was highlighted as a key to reducing the cost of data capture and maintenance through 
economies of scale; this was true of all sectors, not just land administration. It was suggested that a 
land register’s primary function was to support the creation of wealth by providing security and also 
enabling greater liquidity. The lowering of transaction costs should, therefore, be one of the 
overriding priorities of land administration organizations. It was noted that, in some cases, 
transaction costs had been reduced steadily over the past 20 years. While there was a statutory 
obligation to fulfil, there was also potential to exploit data through information services that would 
enable the reduction of the overall cost of conveyancing to the public. 
 

3.  Dissemination and accessibility 
 

31. The issue of access to, and dissemination of, information was the topic of much discussion, 
and there was little consensus. Practice in relation to access to and delivery of information varied 
from organization to organization across the UNECE region. Data protection and freedom of 
information principles were discussed, but again interpretation of these principles in relation to the 
functions and responsibilities of land administration organizations was varied. These differences 
existed mainly for historical or cultural reasons. In general, however, it was agreed that some 
organizations had overt tendencies towards control and centralization of information that should be 
much more transparent and accessible. Growing awareness of accessibility levels in other countries 
might encourage a more liberal approach and greater consistency. 

 
32. The fees charged for delivering information were also discussed at length. Some 
organizations provided more limited information for free, while others had fewer limits on what 
could be provided, but charged for all information. The funding status of the organization, i.e. 
whether it was a self-financing or not, obviously had an impact on its approach to charging.  
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33. Again, it was felt that there should be more effort to involve the end-users on decisions in 
relation to dissemination and accessibility, for example using advisory boards and focus groups, 
and that there was a need to let more people know about the information available. While some 
organizations represented at the workshop did use advisory groups to influence their decision-
making, there was an overall feeling that there was much room for improvement in this process, and 
a need for a more proactive approach to enable the views of all stakeholders to be taken on board.  
 
34. The technological considerations related to dissemination and accessibility were no longer 
an issue, i.e. for many of the organizations there were no longer any technical barriers to 
disseminating information. Web technology and the development of online and electronic services 
enabled land administration data to be made available to all. There were several issues connected 
to the application of technology, including data protection and the implications of such services on 
the traditional players in the land registration process, e.g. lawyers, notaries and other information 
providers. Again the different organizations represented at the workshop had different approaches.  
 
35. The issue of whether land administration organizations should be involved in the creation 
and marketing of new services was also discussed. Some felt that this should be left to the private 
sector, while others thought that governmental organizations had an important role to play. The 
experience of the participants suggested that the greater the exposure of an organization’s data or 
information, the greater the volume of requests for additional data. It was noted that it was 
important to protect the organization’s core business when developing new services, since the sale 
of data or information could introduce risks to the business. Wider use and exposure of data also 
heightened expectations for reliable, high-quality data. It was, therefore, considered critically 
important to all connected issues in parallel. 
 

C. Theme 3: managing change 
 

1.  Institutional restructuring 
 

36. It was recognized that restructuring aims often needed to be forced through, or at least led 
from the top, since human attitude was, at times, resistant to change. In today’s society there was 
more need for continuous restructuring; there was an ongoing need to be more efficient. When 
restructuring was undertaken, it should be preceded by a thorough analysis of the processes 
employed and an understanding of the work done, before any changes were introduced.  
 
37. There was also discussion related to the drivers of change. Change could be customer- 
driven. If so, it was very important to accurately identify who the customers were, and realize  
that they and their needs changed. If customers and their needs were accurately identified then it 
was easier to foresee what change was needed and to plan to accommodate it. There were also 
other external drivers of change, such as government policy, which could be more difficult to 
predict and control. It was felt that land administration organizations should know their own 
purpose and worth, and should be more proactive in communicating this purpose and worth, so 
that they were more able to influence such external drivers. The formation of alliances with key 
stakeholders was recognized as a means to influence government policy. It was noted that it was 
often easier to drive change internally, since people in the organization knew their own business  
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and also had an awareness of the working environment of that organization.  
 

2.  Introducing changing activities 
 

38. Communication was seen as the most important tool in the introduction of change, and vital 
to the successful introduction of changing activities. The importance of involving people at an early 
stage in the change process, and incorporating their ideas and comments into the change process 
was recognized, though it was also acknowledged that it was sometimes necessary to force 
changes on staff. There was a consensus that managers should take the lead when change was 
needed, but that communication with the staff should be an ongoing strategy. Staff would be 
insecure if the reasons for change and the impact of the changes were not understood, and change 
was unlikely to happen easily or be successful unless staff were willing to cooperate. 
Communication = listening and speaking.  
 
39. The negative impact of continual, and often unnecessary, change was also recognized. For 
example, constant restructuring could lead to disaffection among staff and to a loss of credibility in 
management. Change needed to be well planned, and well justified. If change was not properly 
managed and planned, this could adversely affect the functioning of an organization. Managers 
should take the lead in planning for change before it happened and it was crucial that they should 
receive the right training for this. 
 

3.  Introducing a business culture 
 

40. Most public sector land administration organizations were facing a shift in focus towards 
being more business-oriented in terms to customer awareness, service provision and in some cases 
cost recovery. There was a degree of discomfort, however, with the idea of a “business” culture, 
since many felt that such a culture was at odds with public service responsibilities. While the public 
sector had multifaceted objectives, including a social responsibility, the goal of the private sector 
goal was profit-oriented. Others, however, felt that public service responsibilities could be 
balanced with cost-efficiency, and that the introduction of other efficiency measures would have 
benefits for the general public, both in terms of improved service delivery and, ultimately, in 
reduced transaction costs. They felt that the term “business” did not need to be equated only with 
“profit”. The alternative term “professional” was suggested, since introducing a professional culture 
was felt not to have such negative connotations for public sector organizations.  
 
41. It was recognized that land administration organizations needed to meet the changing needs 
of their customers, who were becoming more sophisticated and demanding. They needed to ensure 
that there was no duplication in their services if they were to provide an efficient, cost- effective 
service. Meeting the needs of customers might involve being creative in identifying new products 
and services. 
 
42. It was felt that the less developed an organization, the lower the capacity it had to deal with 
change. However, it was important to build the capacity for change into the management structure 
of that organization. For this, training was necessary and emphasis should be given to management 
training, even in small organizations. If there was no capacity for training within the organization, it 
should be arranged outside the organization. 
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4.  Staff retention 
 

43. Retaining and attracting qualified staff was an issue for many of the organizations 
represented at the workshop. The salary levels in the public sector made it difficult to attract staff 
from the private sector. Also, members of staff were often given training to help them to do their 
job better and then left to get better-paid jobs in the private sector. It was recognized that staff 
turnover was often influenced by the economy. When there was high unemployment it was easier to 
recruit and retain staff. In addition, those organizations that did not have staff retention issues did 
not just rely on higher salaries to retain staff. There were other factors to be taken into account, 
such as working conditions, location, job satisfaction, staff development, pension provision and 
other benefits. Communicating with staff and primarily listening to their problems and desires could 
help to retain them.  
 

5.  Continuing professional development 
 

44. Several main issues were discussed under this sub-theme, including who should be 
responsible for training the trainers, the advantages of internal and external training, how training 
should be funded, finding time for training, the value of mentoring and the importance of 
management training. No definitive conclusions or solutions were offered, but the general 
importance, not only of training, but also of continuing professional development was recognized. 

 
D.  Theme 4: customer dimension 

 
1.  Understanding and meeting customer needs 

 
45. The importance of identifying key customers and stakeholders was noted. It was generally 
recognized that “one size did not fit all” in relation to customers. Each organization represented had 
some kind of interaction and communication with their customers, and agreed that this interaction 
was necessary, though the methods of carrying it out varied from organization to organization. 
There were some discussions about these methods, with customer surveys, seminars, focus groups 
and workshops featuring in the approach of many organizations. While all of these methods were 
felt to have their place, there was a feeling that carrying out face-to-face discussions to establish 
ongoing dialogue with key customers on an individual basis could often be more productive. 
Several of the participants noted that their organizations had appointed account managers to 
facilitate this one-to-one contact with key customer sectors. Most organizations also sought 
feedback from their customers in relation to the services provided. Such feedback was recognized 
as a valuable source of validation for a chosen route. The value of using the private sector for 
gathering customer feedback was also recognized, since this provided reliable and unbiased 
feedback. 
 
46. Many of the organizations represented at the workshop noted that there had been a 
significant increase in market research functions within their organizations over recent years. Often 
customer demand had instigated this increase. For example, customer expectations and increasing 
use of web technology by citizens had supported the development of online services in many 
organizations.  
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47. Many observed that modern technology facilitated the production and marketing of 
“subset” data packages to give customers exactly what they required, such as customized reports 
and statistics.  

2.  Promotion of services and development of new services 
 

48. In relation to the promotion of services, it was noted that in some countries basic land 
registration and cadastre services did not need to be heavily promoted. However, the promotion of 
these basic services might be vital in countries with fairly new land administration services. The 
existence of two tracks in relation to promotion was recognized therefore: one to promote the 
organization and its aims in general and one to market products and value-added services.  
 
49. This led to a discussion about whether State organizations should be involved in the 
delivery of value-added services. Both practice and opinion among the organizations represented 
varied greatly. Some felt that land administration organizations should concentrate only on their 
core activities and leave the provision of value-added services to the private sector, while others 
felt that providing value-added services was not at variance with the organization’s duties. Many of 
the latter felt that there should be some distinction between the core services and the value-added 
services, for example a separate commercial department could be set up to deal with the value-
added services. It was agreed in general that the involvement of a State organization in the value-
added services market could help to regulate private sector fees.  
 
50. There were a variety of communication/advertising channels for those services requiring 
promotion, including the Web, leaflets, advertisements, press releases, etc.  The pace of 
technological progress was continually changing the public’s expectations of what information could 
be obtained and increasing their demand for additional information. Again, there was much debate 
about what information should be supplied, and the differences in practice among different 
organizations across the region were highlighted. Again, it was recognized that customer demand 
and increasing customer awareness of service provision across different jurisdictions might 
ultimately lead to standardization in practice and in service delivery.  
 

3.  Cost recovery/charging 
 

51. Opinion varied on this topic with some in favour of full cost recovery and others supporting 
the reduction of fees for customers. Again, the status of the land administration organization 
influenced attitudes, with those who worked within organizations that operated on a full cost-
recovery basis tending to favour charges in all circumstances for customers. Several participants 
proposed that basic data might be delivered free of charge to customers in the expectation that this 
would develop demand for value-added products, which could be charged for.  
 
52. Differential pricing might be appropriate on occasion to encourage customers to use 
particular services and discourage them from using less cost-effective and time-consuming services, 
i.e. to encourage them to use electronic service delivery rather than more traditional methods. 
 
53. The importance of making a distinction between cost recovery and profit-making for 
public institutions was noted. Many participants felt that it was inappropriate for State  
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organizations to make a profit. Others felt that small profits were acceptable to support the 
development of services for customers and to help finance new technology and training.   
 

E.  Conclusive remarks 
 

54. Discussion and the exchange of ideas and experiences of land administration organizations 
should be continued through the programme of work of the Working Party on Land 
Administration. The group sessions used during the workshop were a good way to discuss and 
share ideas and it was recommended that a similar format should be used for future workshops.  
 
55. Discussion in relation to the theme of organizational sustainability and capacity-building and 
its sub-themes should continue through the online discussion forum to be added to the Registers of 
Scotland web site.  
 
56. Good practice in relation to organizational sustainability and capacity-building should be 
discussed, developed and disseminated to all land administration organizations.  
 
 
 
 

---------- 


