Annex 2

Policy Life Cycle functions

a) Competences required for each of the functions

b) Assessment of existing competences within MSTTD

Management

a) Competences required:

By management we understand the responsibility for setting the overall policy direction, leading and coordinating the range of agencies involved, overseeing – and taking overall responsibility for the entire policy life cycle process, including vouching for the work of other institutions involved in different stages of that cycle. The managing body takes the lead in the ensuring effective consultation, as well as in negotiations with third parties such as the European Commission. Management assumes the responsibility for achievement of objectives and transparency of financial transactions. Another important task is to set up and ensure a functioning monitoring and evaluation system. Typically, the Managing Authority for a Regional Operational Programme in the context of EU Structural Funds (Integrated Regional Operational Programme) will have ten to fifteen members of staff. (e.g. Border, Midlands and West Managing Authority for BMW Objective 1, Ireland). They work with a wide range of stakeholders from final beneficiaries, county and local authorities and public institutions, central government and the European Commission. 

b) Existing competences within MSTTD:

There is little evidence of policy direction outside the political context, which is periodically subject to the abrupt changes. As a result, there is little policy continuity. Senior administrative managers seem more preoccupied with implementation than policy or strategic questions. The question “why?” is rarely addressed. While data is available, its reliability may be in question and in the absence of more coherent policy priorities, the data needs are not always clear. Consultation with relevant stakeholders is not systematic or open. Policy and programme evaluation is non existent as is the practice of reporting against objectives independently of line management. Coordination is poor, both within the Ministry and across the other institutions of Government involved in the delivery of regional development, including the Fund for Regional Development. Traditional, more hierarchical systems of management prevail as opposed to a more adaptive, problem solving culture. The chain of command from policy decision to implementation is obscure. 

Programming

a) Competences required:

By programming we understand the responsibility for preparing multi-annual strategic and operational documents as frameworks for translating policy directions and priorities into practical effect. This involves analysis, strategic reflection, prioritisation, building measures, identifying indicators, describing arrangements for implementation, delivery and monitoring – in consultation with all relevant stakeholders. The accomplishment of these tasks calls for a wide range of skills and competences. Those involved with programming are in frequent contact with beneficiaries, implementing bodies and wider stakeholders. Programming can involve a dedicated team or be spread across a number of units or bodies. It has been estimated that between three to nine members of staff are involved in programming for an OP depending upon its size. It should also be borne in mind that programming is time consuming – up to a year and a half for drafting a programme. 

b) Existing competences within MSTTD:

While there is some practical experience of programming and preparing strategic documents, this is rarely against clearly stated national policy objectives – and tends to be driven by foreign donor demands. (The experience in preparing the National Programme for Sustainable Islands Development Programme is a first step towards policy based programming). Developing indicators for programme management is limited to physical outputs (only in certain cases) and there is no experience of designing and using result or impact indicators. The practice of consultation is limited – either with those involved in implementation or with beneficiary groups or stakeholders. Financial programming and coordination is poorly developed. There has been some experience of negotiating with international financial institutions in the context of exercises such as the WB co-financed Social and Economic Recovery Programme, EIB and CEB loans, EU funded CARDS projects, etc. There is limited separation of function between programming and implementation. Frequently those responsible for programming are also implementing – and monitoring – their “own” programmes.

Implementation

a) Competences required:

By implementation we mean the delivery of measures, schemes, forms of assistance to final beneficiaries. This requires a clear and transparent chain of transactions from training/briefing for all points along the chain, including awareness raising for potential beneficiaries, preparation of guidance and promotional material, launch of programme and individual measures/schemes, selection systems and process, project control mechanisms, reporting on activities. Those involved in implementation include staff at central and county/local level involved in the actual delivery of measures in the programme. In the case of Croatia, in addition to central units in MSTTD and Fund for Regional Development, these will involve other Ministries and government institutions, such as the Ministry of Education and Science and the Croatian Employment Service. These may also include county and local self government as well as the county development partnerships and county development units. The actual number of staff required depends on the type of measures/projects managed. 

b) Existing competences within MSTTD:

The MSTTD directorates responsible for implementation carry out the work directly, launching calls for proposals, setting selection criteria, making awards. There is no real evidence of effective checking systems in place. There is no experience of transparent and accountable delegation to other institutions – all of which operate quite independently, including institutions like the Fund for Regional Development. As a result, the systems for implementation are very poorly developed. There is overlap and duplication in the support provided. Furthermore, in the absence of above, little attention has been paid to the need for capacity building, including creating “project pipelines”. 

Some good structures and procedures for carrying out implementation are developed and used in Fund for Regional Development. Still, consequence of the lack of coordination (gaps and overlapping) between FRD and MSTTD is to weaken positive practices.   

Monitoring and Evaluation

a) Competences required:

By monitoring and evaluation we understand the responsibility for setting in place and servicing arrangements for ongoing monitoring as well as evaluation (ex-ante, interim and ex-post). 

In the case of monitoring, this entails setting up a monitoring committee comprising representatives from all relevant stakeholding groups based on partnership group model (approximately 30-35 members for an operational programme). The institutional demands include: - preparing reports on programme activities, collated from implementation activity reports; preparing agendas for monitoring committees, minutes and follow-up reports. These can be time consuming tasks – for six monthly meetings. 

A central feature of an effective monitoring system is the IT system for data gathering and reports. In the context of managing EU Structural Funds, this usually involves putting in place a central monitoring system. It will be important to consider the need for compatibility of an IT monitoring system for regional development with that for the NDP.  

Effective evaluation requires capacity both outside and inside central government. In many cases, evaluation of programmes is carried out by independent entities, research institutes and professional consultancies. However, there is a need for central government officials to specify the requirement - format, sometimes methodology and standard. If evaluation is carried out by a functionally independent unit within government, this would most likely be a central unit – outside the Ministry responsible for the programme in question. 

b) Existing competences within MSTTD:

Both in terms of setting up and managing a monitoring system, there is no existing experience. Much the same can be said about managing evaluation, although there is growing experience of policy evaluation experience outside central government. 

Financial Management and Control

a) Competences required:

By financial management we mean responsibility for multi-year budget programming, coordination of co-financing, forecasting expenditures, setting in place systems and conditions for financial expenditures, managing payments, making sure beneficiaries receive payment quickly, reporting on expenditures, recovering unsubstantiated payments. In addition to a central unit (approximately 10-12 people, the overall system will require officials outside the direct line of command, to be trained in verification and certification of expenditures. 

By financial control we mean the arrangements in place for ensuring correctness and eligibility of expenditures. These are usually carried out by internal audit units within central government but can also involve private companies. Internal audit teams verify the effectiveness of the existing financial management and control systems in place. At present, the system in place in the Croatian administration is embryonic. 

b) Existing competences within MSTTD:

Not enough is known about the functioning of the Directorate for Finance (MSTTD), particularly in relation to the overall management of regional development policy to make it possible to arrive at any real assessment. The same may be said of audit and control systems, other than to point to a fairly total absence of any such established unit. 
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