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1 Summary

The EU CARDS 2002 Strategy and Capacity Building for Regional Development project is a two-year programme which aims to assist the Government of Croatia to develop a coherent, consensus based policy for the balanced development of the regions. The project sits, on the one hand, within the context of Croatia's application for membership of the European Union and on the other, as a national priority to address the factors creating and widening disparities between the regions. It is an expression of national interest in ensuring that the regions have the capacity to contribute to and benefit from a sustainably competitive economy. It is consistent with the European model of economic and social cohesion as a cornerstone of the balanced development of the single European market. 

The overall objective is the development and implementation of Croatia’s regional policy in line with EU principles and practices. The inception phase of the project has confirmed and validated this objective. It is clear that unless appropriate political institutional and policy frameworks can be established, the potential for Croatia’s national and balanced economic growth will be limited, and Croatia will incur increasingly greater social and economic costs. 

The Situation and Problem Analysis undertaken in the Inception Period indicates that Croatia currently lacks capacities to adequately address the problem of severe and growing regional disparities. In national policy formulation – despite many sectoral programmes and regional instruments - there is no effective inter-institutional coordination. There is a marked lack of consultation or involvement of social partners, and a limited capacity for analysis of regional issues. Weak capacities in strategy development and operational delivery at sub-national level further compound the problem.

 The specific objectives of the project set a number of high level target outputs which will be facilitated through the work of the project; these include 

· A National Strategy for Regional Development, together with a corresponding Action Plan, prepared on the basis of a wide participatory process

· Effective Government structures and capacity for co-ordination of regional policy and for programming and implementing regional development programmes;

· A legal framework for regional policy consulted with relevant stakeholders;

· A culture of partnership amongst stakeholders at national and regional level 

This report describes in detail the approach to the tasks and the scope of the activities which will achieve these outputs.  The challenges facing the current project are to provide appropriate instruments capable of building such capacities. A guiding principle has been the need to ensure that the substance of the project is grounded in the real world. The Strategy will be the product of a broadly based consensus around the needs and priorities for regional development in Croatia. The Action Plan will provide the opportunity for the real-life, real-time pilot in coordinated programming linked to the new discipline of three year budget programming. The focus on a number of funding programmes which have a potential impact on regional development will offer a timely test case for building capacity inn the vital areas of financial programming and management by objectives. The legal framework will reflect the integrated and participative quality of regional development and will facilitate joined up decision making, linking top-down with bottom-up as will the recommendations for new institutional arrangements. 

The essence of the project is its work in stimulate and support the creation of capacity within the institutions across society of national and regional level for participative and integrated regional development. The project will work across three inter-related spheres of action – the Ministry responsible for regional development policy, the wider sphere of inter-ministerial coordination and the different national stakeholder groups.  The work will be driven through three key groupings of players:

· A Facilitation Team;

· An inter-institutional Coordination Group;

· A Stakeholders’ Partnership Group
.

The project will intervene across these three spheres and through these groups and the project actions have been designed so that they are closely focused to achieve the specific and overall objectives.  The actions are designed in four main phases to taker place from January 2004 to October 2005. 
· Phase 1- Establishing a Framework for Regional Development

In the initial phase of the project a framework for Regional Development policy will be initiated. The Facilitation Team will be formed and mobilised, the project will have its public launch and commitment of key stakeholders secured. At the same time a comprehensive   analysis of the region will be implemented and diagnosis undertaken and the first steps to facilitation of legal frameworks 
· Phase 2: Drafting the National Strategy for Regional Development

Phase 2 will see the transition to the main body of building capacities across the three spheres of action and of coordinated strategy elaboration. Drafting work will be intensive and alternative strategy options will be explored and considered as part of this phase. The first draft of the National Strategy for Regional will be elaborated. 
· Phase 3: Securing Commitments for Regional Development

During this phase the Draft Strategy will be consulted and amended and the draft legal framework for implementation prepared. This phase will see extensive consultations and discussions and the establishment of monitoring and evaluation frameworks. 
· Phase 4: Consolidating and Finalising Proposals

The final phase of the project will consolidate the work of the earlier phases and will ensure the future sustainability of project outputs. 

A fundamental aspect of the project strategy is that it is based on the principles of empowering national institutions and facilitating informed choices.  It does not offer a technocratic or mechanistic solution which will dictate a “correct” answer to regional policy issues. Our approach is based on the explicit recognition of the imperative that regional policy must be placed firmly within the mainstream of national public policy management.  It takes account of EU best practice in regional policy development. It has been designed to address real needs as articulated by relevant stakeholders.
The Croatian institutional set-up used in this report follows the current Government’s structures, which might be changed when the new Government is established.
2 Project Background

The CARDS 2002 Strategy and Capacity Building for Regional Development in Croatia is one of a series of EU supported actions undertaken in the context of the five year Country Strategy Paper 2002-2006 and the corresponding Multi-Annual Indicative Programme 2002-2004 (MIP). These set out the priorities for assistance cooperation between the European Union and the Republic of Croatia through the CARDS Programme. 

The MIP outlines the strategic objectives in the area of national, regional and local development as follows:

· To help the Government define a national strategy for regional and local development; 

· To establish appropriate institutional structures, capacities and mechanisms for strategic planning at national, regional and local level;

· To increase the capacity of local government to manage decentralised services.

Croatia is still in an early phase of establishing a coherent institutional framework and overall capacity for national and regional development planning. Institutional structures are still unclear and development capacity is weak and fragmented. Wide disparities in the social and economic situation in the regions persist.

However, over recent years there have been positive developments at national and local level. The Ministry of Public Works, Reconstruction and Construction has taken on the mandate for managing regional development at central level. At local level, as a result of the combined efforts of the Croatian authorities and several donor organisations, some potentially useful experiences have been undertaken to establish local development partnerships in the counties. However, in the broad picture, these initiatives tend to remain ad hoc – and the institutional and human capacities for a more integrated and comprehensive approach as yet under developed. 

The first EU funded regional development project under Obnova 2000 assessed the basis for introducing regional policy in Croatia. This was followed by a CARDS 2001 project, which made a further investigation of the necessary structures and systems and made some proposals for the creation of an institutional model for regional policy. In a subsequent initiative, the Strategy Development and Capacity Building for Cross-border Co-operation (CARDS 2001) project is currently identifying Croatian Cross Border Cooperation development needs. The next phase financed by CARDS 2003 will enable stakeholders to participate in Interreg and Phare CBC programmes. Sustainable Development in Areas of Special State Concern (CARDS 2002) will support institution building at county level.  

As far as national development strategies are concerned, the Croatian Government Office for Strategic Planning (GOSP) has co-ordinated the preparation of Development Guidelines and 19 sector-based strategies in order to lead the country into the 21st century. Nine of the sector strategies have already been adopted by parliament. These strategies provide quite a clear vision for Croatia’s development in the respective sectors. However, they are basically stand-alone technical documents prepared by experts that don’t offer an integrated framework within which to manage and implement sector and region based development policy. 

The National Development Plan (CARDS 2003) will be the basis for the effective allocation of national and international funds towards national development priorities, integrating both sectoral and regional dimensions. The backdrop for that project – and the present – is Croatia’s application for membership of the European Union. The EU response is expected in spring 2004. Depending upon the calendar for accession outlined at that stage, the NDP may also be the tool for investment in Economic and Social Cohesion measures in the pre-accession context as well as a future CARDS 2004 project, which will fully prepare Croatia to manage regional policy in line with EU best practice.

The Terms of Reference for the present project Strategy and Capacity Building for Regional Development in the Republic of Croatia (EU CARDS 2002) cite as the overall objective of the project: 

“The development and implementation of Croatia’s regional policy in line with EU principles and practices”.

This is further articulated through a set of “specific objectives” which envisage a series of high level outputs for the work of the project:

· Develop a National Strategy of (for) Regional Development (NSRD) and corresponding Action Plan;

· Create an appropriate legal basis for regional policy in Croatia which meets EU Structural Funds requirements;

· Establish and strengthen appropriate institutional structures, coordination mechanisms, capacities and procedures for strategic regional planning at national, regional and local level, including for cross-border cooperation;

· Foster a culture of partnership among institutional and other stakeholders on and between national and regional levels;

· Fully prepare relevant related projects.

It is clear from the description given in the same Terms of Reference that the project is related to Croatia’s application and work-in-progress for membership of the European Union. However, while the objective of integration with the European Union may shape the wider context, at the national level there is the intention to introduce a policy framework which will enable all of the “regions” of Croatia to contribute optimally to national competitiveness and to enjoy the prosperity generated by a sustainable national economy. It follows therefore that in beginning to define an approach, the project team has drawn from two key sources – the Croatian Programme of Government and the EU Treaties – with particular reference to balanced regional development and economic and social cohesion. 

“Continuous and balanced” development has been an objective of the EU Treaties since the Treaty of Rome in 1956. However, the policy goal of economic and social cohesion was given special prominence as an essential pillar of the Single European Act (1986). It was in the context of that phase of European integration which led to the free movement of people, services, goods and finances – to the removal of frontiers within the Union – that EU regional policy took shape. Just as the opening of borders to internal trade was essential to increasing the global competitiveness of the European Union, so also the stimulation of lagging regions to enable them to compete in the internal market would remove a major obstacle to sustainable competitiveness. There was a fundamental recognition that the free-flow of the market in itself would have an uneven impact across the land area of the European Union. The more central focal points of economic activity would act as magnets for further growth while other regions, because of the geographic location (peripherality), or traditional structural weaknesses would fall further behind. 

Tackling disparities within and between regions would, therefore, not only build the potential for productive effort of those regions but would also offset the trend towards migration, driving depopulation in the periphery and pressing congestion in the central economic zones. These imbalances inevitably lead to inefficiencies, higher social, economic and environmental costs, and ultimately to instabilities and insecurity through the accumulation of social and economic tensions. Tackling the factors causing some regions to lag behind would focus public (EU) resources more cost effectively in areas adversely affected by the market by enabling them to play an active part in the single European market project – to realise their full potential. EU economic and social cohesion policy as expressed in through regional policy is the natural legacy of the European model of social equality and justice as articulated by Schuman, Monnet and others in the founding treaties. EU economic and social cohesion policy has been expressed as a form of solidarity between the member states of the EU. It can just as readily be expressed as the intelligent self-interest of the same member states.

Croatia today is an open economy in a globalised market. The effect of economic integration has been uneven across the country. Some parts, such as Zagreb and Istria, have been in a position to compete in this competitive environment and have experienced significant investment and economic growth. Some regions have seen traditional industries and sectors go into decline (e.g. Sisak) and are struggling with the challenge of transition, while others remain poor and ill adapted to the wider national and international economy. The trauma of the recent war has compounded the problems in many regions. The physical degradation of infrastructure, as well as the damage caused to social fabric and communities, has weakened the capacity for development.

In foreign policy terms, Croatia has set itself the goals of continued integration into the world economy as a member of WTO as well as membership of the European Union and full participation in the single market. It can be anticipated that the interaction of the wider market over the land area of Croatia will result in ever deepening patterns of inequalities and disparities. Unless addressed, these will inevitably have negative consequences for the national economy and for society as a whole. 

For these reasons, the Government of the Republic of Croatia intends to put in place a strategic policy framework which will allow it to muster resources – financial, human and institutional – to focus them on areas of greatest need. The purpose of such a framework will be to enable those regions to address the causes underlying economic backwardness in some cases or economic decline and structural adjustment in others. It will draw together national (top-down) instruments for development of the regions and the initiative of regional actors (bottom-up) – targeting agreed priority objectives.
To achieve this in a meaningful and sustainable way, it will be necessary to build a consensus around the very goal and purpose of regional development in Croatia, to define the core values which underpin such a consensus, to find new ways to agree a common set of principles and priorities for balanced regional development based on real needs, to develop new means and new methods of delivery better adapted to diverse situations and requirements. The strategic policy framework will provide the context for appraising, monitoring and evaluating the impact of programmes and other initiatives on the regions making it possible to develop better adapted forms of intervention on the basis of systematic learning. This project will provide the means to match those ambitions.
3 Situation and Problem Analysis
Much of the work of the Inception period was given over to evidence gathering – both background reading and meetings with institutional stakeholders. The EU project team and members of the Project Implementation Unit/Directorate for Islands and Regional Development (MPWRC) undertook an extensive series of meetings and interviews with stakeholders from a range of different backgrounds. 

In addition to the central government ministries and institutions involved in one or other aspect of development and planning, the team also met with senior managers from representative organisations from three non-government stakeholding sectors likely to be involved in regional development – local self-government, the economic and social partners and civil society. The research work also included a useful meeting with senior officials from one County self-government and the Government Office in the same county. This helped to clarify some of the practical implications of decentralisation. 

During the period, the PIU and project team convened a meeting of acknowledged experienced experts in regional development to have an early discussion on situation in country. This proved to be very useful, bringing together practitioners from local areas and cross border projects with specialists from the academic world, confronting the scientific and the experiential/practical. The team also took part in the presentation of the FAO sponsored “Strategy for Rural Development in Croatia” which helped to confirm some of the broad conclusions.

In addition to these information gathering and exchange of experience meetings, the project team met with members of other project teams – most notably, further meeting with the leader of the UNDP team promoting the ROP experiment, the EU consultants working on the Zadar and Šibenik, the World Bank project and GTZ project working with the MPWRC. 

These encounters took place over a number of weeks and helped greatly towards gaining a real understanding of the situation. The team also held a number of strategic planning workshops to process the findings and define the broad strategic directions. A number of key themes began to emerge as significant areas for project focus. The initial findings are set out in Annex 2. Some of the more strategic issues are dealt with in this section.

3.1 Current situation in Policy Direction and Coordination

In Croatia there is still no single responsible ministry for programming structural policies and/or measures. While the GOSP co-ordinates the elaboration of sector based strategies, it does not lead an inter-ministerial co-ordination process. No consensus exists over the appropriate institution to be responsible for programming structural actions. There is overall lack of partnership in development policy. Inter-ministerial co-ordination is not formalized. The same can be said for systematic consultation on socio/economic policies. Social partners and NGOs are hardly ever involved in design or appraisal of socio-economic policies. So far, there has been little real progress in setting up a coherent development-planning framework according to EU standards. While there is a wealth of statistical data, the there would seem to be limited capacity for effective analysis.

Sectoral “Top-down” Programmes

At the present time, there is a range of government funded programmes which impact in one way or another on different parts of Croatia. These are mainly sectoral programmes aimed at stimulating economic activity – or changing behaviour of operators – in particular sectors. Their goals and objectives, frequently unclear, relate, understandably enough, to sectoral considerations rather than the effect they might have on particular regions – or on balanced regional development more generally. There is little evidence of goals or objectives being based upon a systematic or comprehensive assessment of needs. The criteria by which the resources provided through these programmes find their way to economic operators and other beneficiaries in different parts of the country differ from institution to institution and, in most cases, take little account of regional disparities – nor the possible effect they may have in widening or reducing the gap between rich and poor regions. 

Regional “Top-Down” Programmes
In addition, Croatia has a number of significant regional policy instruments (legal acts, specific Funds, programmes) – Islands Development, Hilly and Mountainous Areas and Areas of Special State Concern. However, it is not always clear what the objectives of the various instruments are in terms of economic and social cohesion or reducing disparities between the regions – nor how appropriate or relevant they are to the national goal of balanced regional development. There is some anecdotal evidence that the resources, despite some weighting mechanisms to take account of different economic and social conditions, tend to flow disproportionately to the stronger, better organized (resourced) regions – with potentially adverse effects on those regions with less capacity and less likely to be able to use them. 
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Regional “Bottom-Up” Programmes

The recent experience of the CARDS 2001 project “Sustainable Development in Areas of Return” in establishing county based partnerships for the elaboration of prioritized needs-based county development programmes (Regional Operational Programmes) has contributed substantially to the creation of new capacity for “bottom-up” development in the counties of Zadar and Šibenik-Knin. This experience is currently being rolled out successfully into the counties of Sisak-Moslavina and Vukovar-Srijem. What these experiments show is that a fundamental requirement for regional development is the emergence of social capital (shared vision and values, new collaborative working methods and basis of trust and confidence among the diverse stakeholders). 

3.2 Towards “Top-Down and Bottom-Up” Connections

One of the challenges for a national regional development strategy will be to provide appropriate instruments capable of building such capacity in counties across the country – preparing the ground for sustainable regional development in the future. Another challenge will be to create a common framework within which “top-down” (national and sectoral) and “bottom-up” (area-based development needs) can connect. 
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3.3 Stakeholder Analysis

During the Inception period, the project team met with representatives of all of the major stakeholding groups involved in regional development. These can be grouped under four main headings 

· Central Government 

· County and Local Self Government

· Economic and Social Partners

· Civil Society

It is still premature to build a comprehensive picture of the situation in each sector and the following observations are intended as a starting point rather than making any definitive conclusions. 

Central Government institutions

The Ministry of Public Works, Reconstruction and Construction has a mandate for the management of regional development. This designation of responsibility seems to be accepted across the ministries which tend to defer to the MPWRC in these areas. There are indications that some the other ministries are expecting the MPWRC to provide a lead in developing a framework for a more cross sectoral approach to development. It will be critical, at an early stage to review and assess the capacity within the ministry for managing this policy field. 

As stated above, there is little evidence of effective coordination across the ministries. The Ministry of Finance has introduced a new three-year budget survey/projection system but this is still in its infancy. Negotiations on budget allocations are managed on a bi-lateral basis and frequently the MoF has to take unilateral action to trim line ministry expenditure plans. The knock on effect of these cuts on programmes was not clear. The Ministry clearly wields significant clout. Its support for the project will be essential.

Ministries are not devoid of development resources. There is an extensive range of programmes delivered by central government institutions, including the Fund for Regional development and the Fund for Development and Employment. However, strategic programming capacity seems to be weak and there is little evidence of clear objectives, nor any link through to overarching government policies. The design and delivery of programmes tends to be very compartmentalized. 

There is, on the surface, a broad willingness in most of the ministries to work to rationalize the current “offer” towards the regions – and to develop better forms of coordination.  

In most cases, there is little effective contact with outside agencies and policy appraisal is an undeveloped area of responsibility for civil servants. 

County and Local Self-Government 

The project team’s contact with county and local self government was limited. The following comments are therefore quite tentative – and can only start to sketch the picture. 

Decision making in the counties, and as far as we could understand, in the towns and municipalities, is essentially political. This would suggest that decisions – particularly decision regarding resource allocation - are made along party political lines rather than on the basis of wider social and economic objectives. The more hierarchical culture observed would point to a less participative approach to decision making – and a tendency not to question leadership. 

The powers exercised by the Županija are considerable within the county although they have little influence over national programmes and their impact on the county. 

More than two thirds (70%) of towns and municipalities are organized in a Union of Associations of Towns and Municipalities which acts as a lobby for self-government at national level. It has a potential lobby of members in the Parliament but so far it has proved difficult to mobilize these in support of common goals and objectives. Its main lobby function to date has been to do with laws on self government. It is rarely consulted by central government on development or economic and social cohesion related issues.

Several large towns, e.g. Split, do not belong to this grouping. Nevertheless, the Union of Associations, (non government organization) organizes information and training workshops for both members and non-members. There has been some discussion on forming a common Union with County self government.

There is a developed network for accessing representatives of self-government.

Economic and Social Partners  

Contact with this sector was through the Office for Social Partnership in the Prime Minister’s Office. 

The sector brings together employers, trade unions and government in a tri-partite Council (National Economic and Social Council) which is in existence since …………. . The Office for Social partnership has been operating since 2001. 

The Council meets on a regular monthly basis and more frequently in working groups. Government is represented at a senior level as are the trade unions and employers. The body has developed a practice in consultation and problem solving. However, it is often more difficult to keep employers involved. 

There are eighteen regional economic and social councils which are supported by county self government. These represent a significant network at that level, although their quality obviously varies. 

There has been discussion within the Council and in the Office for Social Partnership about the desirability and feasibility of widening the scope of the consultation work to include civil society interests. This is a very interesting and opportune development in context of the current project, given its accent on the establishment of wider stakeholder partnerships groups. 

Civil Society  

At the outset of the Inception period, it was commonly stated by some of the people interviewed that civil society was under developed in Croatia. In fact, there are some 24,000 registered non-government organizations active in vast sphere of voluntary activity. However, they remain very unorganized and fragmented. Over recent years, networks have begun to emerge within specific sectors but the prospect of an over-arching umbrella body for non-government organizations at this stage looks distant. 

There are differing experiences in terms of consultation with government and some ministries, such as the Ministry of Social Welfare and Labour has extensive contacts with related non-government bodies. There is a growing trend towards civil society involvement in service provision which has been promoted by government. 

Civil society organizations have also be encouraged to become involved in local development partnerships. 

The Office for Coordination with Non-Government Organisations (part of PM’s Office) acts as a network node for the sector. It serves the National Council for the Development of Civil Society which comprises senior government representatives and nominated members from the main sectors. The Newsletter from the office reaches some 15,000 civil society bodies on a regular basis – providing information on government initiatives, new laws and project opportunities. The newsletter has served as the medium for the process of nominations and eventual appointment of NGO members to the Council.

In a further development, the National Foundation was set up this year to provide further stimulus in the sector. 

The networks within civil society will represent essential pillars for tapping into the wider social and economic interests groups. 
4 Project Description

Set in the wider policy context elaborated in the Background Section and based upon the discussion arising from the Situation and Problem Analysis, this section moves forward from the argument to the action. The section is presented in a number of parts, each of them developing the strategy in progressively more detailed form. 

In the first part, we “fast-forward” to Autumn 2005 to get a clear vision of what we expect to have achieved by the end-point of the project. This will describe each of the Outputs in some detail – the National Strategy for Regional Development, the Action Plan, the Legal Framework and the Institutional Capacity, including building partnership structures for the effective involvement of wider stakeholders. 
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The diagram above explains how a strategy process is planned to progress and which of the project bodies will be involved in the implementation.

WG = Strategy Working Group

Group = Stakeholders’ partnership group

Forum = Stakeholders’ Forum

Coordination = Inter-ministerial coordination group

The second Part of the Project Description will spell out some key principles underpinning the strategic real-life and learning-by-doing approach envisaged. 

Part three will explain how the project will operate in – and across – three spheres of action. These can be seen as concentric circles linking the institution responsible for the management of regional policy at the centre to the wider sphere of inter-ministerial coordination and joined-up government – and both to the different stakeholder groups in the “outside world”
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The final Part will briefly describe the four Phases of Action which will set the framework for the work programmes and implementation. 

4.1 Autumn 2005: Outputs at End of the Project 

The Terms of Reference are clear as to the formal requirements – National Regional Development Strategy and Action Plan, appropriate legal base, appropriate (and strengthened) institutional structures, coordination mechanisms, capacities and procedures and the development of a partnership culture. 

In this part, we shall try to set out what we expect to achieve by the end of the project in relation to the outputs defined in the Terms of Reference and in the Proposal. It is timely therefore to say that the work carried out during the inception period served to confirm and underline the validity of the broad approach outlined in both previous documents. The project strategy therefore remains squarely within that framework and adds value by seeking to create synergies across three spheres of action and interaction – MPWRC – Coordination Group (of Key Ministries) – Stakeholders Partnership Group.
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In tangible terms, the core output of the CARDS 2002 Strategy and Capacity Building for Regional Development project will be the elaboration of a National Strategy for Regional Development, an Action Plan for implementation, a legal framework regional development policy together with institutional and stakeholder capacity to implement and monitor regional development policy in a culture of partnership . 

A National Strategy for Regional Development
The strategy will draw together, in a single common framework, an early baseline of the situation in the regions of Croatia, a shared assessment of the factors underpinning social and economic disparities across the regions and an informed appreciation of the impact of national and regional/local initiatives. It will set out a vision for the development of the regions in Croatia which will be founded on consensus reached among diverse stakeholder groups (social, economic and regional/local as well as national government) and will put in place a number of principles for the future implementation of regional development policy. On the basis of the shared analysis of the obstacles to balanced regional development, the strategy will put forward a set of strategic directions for achieving the goal of sustainable and balanced regional development. It will describe the means by which the strategic priorities will be put into effect. And critically, it will detail the mechanisms which will permit the effective appraisal, monitoring, evaluation of the impact of measures – and thus provide the basis for continued learning and informed decision making. 

It is crucial to ground the exercise in the real world rather than to conduct the elaboration of a NSRD as a theoretical or futurist exercise. For that reason, it should, in the short term at least, relate to the one constant source of public resources to the regions – the national budget. While programme budgets in Croatia are adopted on an annual basis, ministries and other public institutions are obliged to prepare three-year expenditure projections. The survey exercise in 2005 therefore affords a natural context for the preparation and adoption of an Action Plan for early and real implementation of the NSRD. 

An Action Plan

The Action Plan will be the essential “real-time” link between the NSRD and the Programme of Government in that it will seek to apply the principles, priorities and methods of the strategy to a number of national programmes for the period 2006-2008. While necessarily experimental in 2005, it will provide a live context for bringing together, in a coordinated manner, a selected range of government initiatives which influence the development of the regions. It should work from the baseline of existing social and economic disparities in the regions – frame medium term strategic goals and objectives – and put in place the means to monitor and evaluate the results and impact of the programmes over the three years. The Action Plan should contain the financial plans (and projections??) for programmes, priorities and measures with details of co-financing from public and other sources. The overall arrangements for the management and coordination of the Action Plan – as well as delivery and implementation through national and regional bodies will be agreed and described. 

An Appropriate Legal Framework

It is clear that the existing rather fragmented legal framework will have to be rationalized and unified to enable – and to reflect – the more integrated, strategic and participative approach to regional development. By spring of 2005, the Legal Working Group, in close conjunction with all of the stakeholders in the NSRD/AP process, will have delivered for approval in Cabinet and adoption in Parliament a final draft unified law consistent with the goal of balanced regional development. Not only will the draft unified law bring together, rationalize – and reconcile - the provisions of existing laws but will have worked to ensure that the values, principles and modalities underpinning a consensus-based common framework for regional development will be given due legal form. (See Implementation Arrangements)    

Institutional and Stakeholder Capacity

The capacity building effort of the “Strategy and Capacity Building for Regional Development” project will have delivered tangible results at a number of levels by the end of the project. These represent three Spheres of Action: – 

· core MPWRC/PIU team as future “manager” for regional development; 

· a model and practice of inter-ministerial decision-making and coordination - involving key ministries delivering programmes affecting the development of the regions; 

· a tested model for partnership-based strategy building at national level linking all relevant government, self-government, social partners and non-government stakeholders. 

Ministry for Public Works, Reconstruction and Construction

At the core of the exercise, the PIU/Directorate for Islands and Regional Development within the Ministry of Public Works, Reconstruction and Construction will be able to competently carry out the management and coordination of programming for regional development. Staff members will be skilled and experienced in the principles and practices of regional development, in strategic management practices in this area, coordinating and providing support to inter-ministerial coordination as well as cross-sectoral collaboration through partnership for regional development. 

The MPWRC/PIU team will have had the experience of preparing programming documentation for a three year Action Plan for regional development which is likely to include trial programmes from a number of sectoral ministries aimed at reducing regional disparities (between and within counties). It is also to be envisaged that the MPWRC/PIU team will be actively involved, in partnership with other stakeholders, in designing a pilot measure aimed at building endogenous capacity in the counties. They will have experience and skills in setting up and maintaining reporting systems and will be capable of overseeing arrangements for monitoring and evaluation of multi-sectoral programmes. The Unit will have an active, effective network of collaborators across the key ministries and among partner institutions.

The responsibilities of the Ministry in this context will be reflected in a revised management organigramme. 

Ministry of Finance

The MPWRC/PIU/Directorate for Islands and Regional Development team will work particularly closely with a number of central institutions in driving an integrated strategy for regional development. With the Ministry of Finance, the shared experience of co-directing a participative, coordinated policy elaboration and strategic programming exercise will provide a platform for linking the ambitions of the Programme for Government in the area of balanced regional development to the effective management of public finances. The Ministry of Finance will be able to use the exercise and the technical assistance in the context of its continuing effort to improve financial programming. The Action Plan linked to the three-year budget survey in 2005 and following over the period 2006-2008 will serve as a pilot for the management of objective based and joined-up financial programming.

Office of Strategic Planning

For the Office of Strategic Planning, the period 2004-2005, working as part of the core Coordination Group for the NSRD/AP process, will serve to provide the skills, experience and models which will be both relevant and transferable in the context of a future National Development Plan programming exercise. 

Other Key Ministries

At the level of the key ministries and public institutions involved in the project, by autumn 2005, the Directorates and Units responsible for programming will have a clear understanding of the impact of their respective programmes, measures and initiatives on the disparities between the regions. They will have in place - either an agreed mechanism for monitoring and evaluating the impact of their existing programmes on social and economic cohesion in the regions or a developed proposal for a pilot programme explicitly focused on the goal of balanced regional development to be introduced in the context of the Action Plan 2006-2008. 

Senior management from these bodies will be involved in inter-ministerial decision-making in relation to the National Strategy for Regional Development and Action Plan through their membership of the Coordination Group/Project Steering Group. They will be acquainted with good practice in the field of joined-up government and equipped to relate sectoral policies and programmes to the government objective of balanced regional development.  

The management and staff in the relevant Directorates and Units will be skilled and experienced in programming methods, working through partnerships, reporting against objectives, targets, indicators. They will have in place the necessary arrangements for contributing to a common effective monitoring and evaluation system.  

National Stakeholder Partnership

All of the relevant stakeholders will be represented in a functioning partnership model – county and local self-government, social and economic partners, civil society/non-government organizations and central government. The Core Stakeholders’ Group, comprising senior representatives from these sectors, will have been actively involved in the elaboration of a National Strategy for Regional Development and Action Plan – evidence gathering, analysis, setting values and principles, visioning, agreeing priorities, developing means, setting targets. Through their participation in the Stakeholders Forum and its constituent working groups, the members of the CSG will be familiar with collaborative (cross-sectoral) working methods and share a common understanding of the goal of regional development in Croatia. 


County Stakeholder Partnerships
The county based partnerships which have been working on the preparation and implementation of the “Regional Operation Programmes” in several of the counties (all twenty one counties to have a ROP in place by end 2004) will have the opportunity to contribute to the elaboration of a national strategy by providing a test case for a targeted area-based approach to development. The National Strategy for Regional Development will make the link between these locally driven initiatives and mainstream national programming – setting in place the parameters for local development and guidelines for future ROPs. The Action Plan should make provision for piloting such an approach. 

Foster a Culture of Partnership

By the end of the project, national government, local and regional government, economic development operators and civil society will be familiar with, experienced (and skilled) in and committed to consensus-based integrated partnership driven regional development. Appropriate structures and systems will be in place. 

4.2 How do we Intend to Achieve these Outcomes? 

Real-Life Experimental Approach

The outcomes as described are purposely ambitious. It is entirely possible to take a more technocratic approach to the project and to focus on such technical issues as how many regions should there be in Croatia or how many operational programmes. To do so would, we believe, be to squander the opportunity provided by the CARDS 2002 project to lay the basis for a comprehensive, integrated and strategic regional policy – founded upon a wide consensus and ownership – anchored in the real world of national financing - and focused in a measured way upon achieving economic and social cohesion between and within the regions. It goes without saying that the technical competence – and the transfer of the skills (and experience) which go to make that up – are integral to the team’s approach to the work.

In this context, therefore, the project team has sought to locate the centre of gravity of the Strategy and Capacity Building for Regional Development firmly within the mainstream of public policy management in Croatia rather than focused on a more distant future state. It has seemed appropriate to seek to use the project to create a “test-box” for appraising the effect of existing government sectoral programmes (and area-based initiatives), for setting measurable objectives in terms of the goal of balanced regional development, for designing new approaches and developing better forms of monitoring and evaluation over the next five – ten years. The longer-term NSRD (seven to ten years) will remain linked to the real world through the continually updated Action Plan which, it is proposed, will be tied into the three national budget survey cycle. In this way, we believe that the project can apply the generic learning and best practice for regional development in the EU. By the same token, in basing the exercise on Croatian realities, we would expect to avoid some of the more frustrating and wasteful experiences in the current group of new member states, where early preparations for EU Structural Funds were more than often driven by the form rather than the substance of EU regional policy.

Based on EU Good Practice

The Terms of Reference make it clear that the effect of the project should be a national strategy for regional policy, legal basis and institutional arrangements “in accordance with EU principles and practice”. It is natural, given the provenance of the project and the background of the EU members of the team, that much of the learning and practice will come from experiences gained in different parts of the EU over the last fifteen years. However, the project team including PIU/Directorate for Islands and Regional Development have avoided a mechanistic approach in associating the preparation of the National Strategy for Regional Development and the Action Plan to the future application of EU Regional Policy and the introduction of EU Structural Funds following accession to the EU.
The approach which we are proposing is more “open-ended” than prescriptive or precept based. Yet is it constructed on the bedrock of good experience from regions in different parts of the EU which have successfully applied EU regional policy principles and frameworks over the last decade and more. To be “open-ended” does not mean, not having a clear sense of direction. The objective of this project is clear – to have a regional development policy and strategy which will be consistent with future EU membership. As stressed above, it is crucial that the project can be grounded in the reality that is Croatia today. That most certainly does not exclude change.
However, it is important for the project to start from where regional development is today – and, for example, to build upon the very valuable experiences which have involved county based partnerships in the preparation (and eventual implementation) of “Regional Operational Programmes”. For that reason, we feel it is inappropriate for an external contractor to arbitrate on the form and number of NUTS II regions for Croatia in the future. These are decisions which will be taken by the Croatian government in the Croatian national interest, but which will be informed by the process of strategy elaboration which we will facilitate.

Certain decisions have already been taken in relation to statistical regions and the strategy elaboration process shall provide opportunities to explore how these might, in the future, play a value-adding role in relation the management of regional development across the country – as, for example, in developing sub-national or regional monitoring structures which would be geared to assess the impact of government and other investment in the regions.

Pilot Approach

Given the limited resources and time period for the project, it is critical to be focused and realistic in terms of its scope. Such a project cannot expect to cover all aspects of the regional development – reaching across all development spending ministries. For that reason, we propose to limit the number of ministries involved in the Coordination Group, and particularly, in the Action Plan process. However, consistent with the aim of developing an integrated strategy for regional development, it will be important to ensure the participation of those ministries responsible for the major components of any such strategy – economic development, environment, agriculture and rural development, infrastructure and human/social development. 

Consistent with this experimental approach, the project team proposes to use the two-year period to facilitate the emergence of appropriate institutional arrangements on a pilot basis rather than to opt for setting up permanent institutions from the outset. One of the core outputs of the work in the different spheres of action will be a set of recommendations for future institutional arrangements which can be based on real observed experiences.

Stakeholders Define Needs

In elaborating the project strategic concept from the Terms of Reference and building on the Technical Proposal, the project team has sought to create the space within which regional policy can reflect real needs and priorities rather then shaped by more theoretical considerations. 

Balanced regional development and economic and social cohesion - as two key concepts – are one and the same product of an inclusive participatory process confronting sectoral interests through negotiations, brokered compromises towards consensus based on shared values. This is the role of partnerships bringing together such diverse interest groups who are the stakeholders in the process and the outcomes of regional development and other policies. These stakeholders are drawn from real life – regional and local self-government, social and economic partners, civil society as represented through diverse non-government organizations – and, of course, central government. Their significant value added contribution to the objective of regional development is their proximity to real needs – and eventual ownership of the solutions proposed. However, no such multi-sectoral institutions exist at present – and the capacity for structured dialogue, negotiation and consensus among the different groupings will have to be built step-by-step within each segment as well as collectively. This will represent a significant layer of the social capital which Croatia needs to build at national as well as (county and) local level over the next years if it is to achieve the full potential accruing from balanced regional development. 

In summary, the CARDS 2002 Strategy and Capacity Building for Regional Development in Croatia will seek to create an active, sometimes experimental, learning-by-doing context, serving as a pilot for a comprehensive, integrated and strategic approach to regional development.

4.3 Spheres of Action

The Strategy and Capacity Building for Regional Development project will work throughout the project across three spheres of action, keeping in view the key outputs of the process:

· a National Strategy for Regional Development with associated Action Plan;
· a legal framework;

· an institutional framework;

· fostering a culture of partnership.
There are three key groups of players in this process: 

1. Facilitation Team  (PIU and national and EU support team)

a. Legal Working Group
b. Strategy Working Group
c. Institution Building Working Group

2. Coordination Group

a. Project Management Group (MPWRC/PIU, Min of Finance/Treasury, Office of Strategic Planning)

b. Key Ministries and Institutions  (Agriculture, Economy, Education, Small and Medium Sized Enterprises, Social Welfare and Labour, MPWRC, Statistics)

3. Stakeholders’ Partnership Group

a. Core Stakeholders’ Group 

b. Partnership/Stakeholders’ Forum 

[image: image6.jpg]‘ ORGANIZATION OF THE PROJECT

Lacal/County
Self-Governments
(5-8)

Economic/Social
Partners (5-8)

Civil Saciety
58

- National & EU Experts
- Strategy & Legal & Institution) Institutions
Building Working Groups (8

Government





The following matrix summarizes the roles of the different groups in their spheres of activity – across the core outputs of the project. 

	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution/ Capacity Building

	Facilitation Team


	* Draft proposals and reports

* Deliver visibility events  

* Consult with regional level

* Consult with national  stakeholders and external experts

* Build the planning & implementation competence; focusing on MPWRC/ PIU

* Technical support for the stakeholders and co-ordination group 
	* Draft proposals and reports 

* Deliver visibility events

* Consult with national key stakeholders


	* Draft proposals and reports 

* Prepare Co-ordination and Stakeholders meetings

* Deliver training & study tours

* Build the partnership competence /key stakeholders

* Build the organizational & management competence /PIU

* Support wider groups related to the project

	Co-ordination Group
	* Support the process of NSRD

* Reach ownership & commitment on NSRD/ AP (Decisions)

* Prepare the delivery of NSRD/ AP
	* Reach ownership & commitment on new law (Decisions)
	* Develop framework and practice for inter-ministerial decision making 

	Stakeholders’ Group /Forum


	*Reach consensus on proposals

(Consultative role)
	* Reach consensus on proposals (Consultative role)
	* Build skills and competence in collaborative decision making (social capital) 

* Foster the culture of partnership


The Facilitation Team is made up of the staff of the Project Implementation Unit in the MPWRC and “external” Croatian and EU support team. 

The PIU team (Project Implementation Unit/Directorate for Islands and Regional Development) will be engaged as equal partners in the management and delivery of the project. Individual members of the PIU will take on specific responsibilities in the work of the project team as in managing the agenda and workflow of different work groups – both internal and external - set up at different stages in the process. The aim of the shared work programme will be to build the competence of the PIU team to enable it to take over full responsibility for the effective management of the regional development strategy and Action Plan by the end of the project. Support envisaged, in addition to the experience of joint implementation of the project (learning by doing), will be in the form of technical assistance, on-the-job training, coaching, discussion groups, off-the-job training, taking part in study visits……  It will also include organizational development as a means to strengthen the management capacity of the Unit and its location and role in the wider Ministry. 

Within the Facilitation Team, the Croatian Team Members will provide a mix of skills and experience (see Job Descriptions in Chapter 6) related to the implementation of the project. The Croatian consultants will work as equal members of the Facilitation Team. One key consultant, experienced in regional development and institution building, with proven facilitation, capacity building and networking skills, will work on a more or less full time basis with the project team. He/she will be act Country Team Leader for the Croatian consultants working as part of the international team. A facilitator for the legal working group will also be appointed on a part-time basis (6 months) while a third will support the strategy elaboration process over a period of twelve months. Several junior consultants with practical experience in regional, rural, local and cross border development will also be appointed as members of the team and will support different stages of the strategy elaboration exercise. Part of the value added of the project will be to create a cadre of local consultants skilled and experienced in a new, more participative, integrated and strategic approach to regional development – capable of working with a wide range of stakeholders.

All of the EU consultants (short and long term) would be members of the Facilitation Team. The likely areas for external support will include – partnership building and consensus-based strategy elaboration, monitoring and evaluation systems including ex-ante, financial management and programming for integrated regional development, organizational development (only if not available in-country), human resource development including training courses, cross border. We expect to use a number of senior practitioners from different parts of the EU as keynote speakers for some of the workshops and seminars. These will necessarily be short-term inputs. Likewise some of the EU expertise will be used in the organization and management of study tours. (see Job Descriptions)

The working groups set up during the project will be served and supported by members of the Facilitation Team. In the main, they will involve actors from a range of different stakeholding institutions. However, The Legal Working Group will be more likely to include specialists from particular disciplines. It will bring together a number of officials from key government institutions, including the Parliament, along with a specialist in Croatian regional policy law acting as facilitator/drafter and supported by the EU Legal Framework Consultant. This WG will be closely associated with the work of other working groups including the National Stakeholders Partnership since a key requirement for a unified legal framework will be its ability to accommodate a comprehensive, participative, integrated and adaptive approach to balanced regional development. 

The Strategy/AP Working Group will in the early stages comprise PIU and project team (Croatian and EU) specialists who will prepare the ground for the work of the Core Partnership Group. When the CPG (see below) comes into existence from summer 2004, these members of the Facilitation Team will provide technical support to that body as the members of that Group work through a collaborative process of strategy elaboration. In addition to facilitation services, this will include on-the-job training, coaching, technical assistance, advice to the Group on good practice in the field of strategy development. The Facilitation Team will also look to the possibility of providing learning opportunities in the area of ex-ante appraisal and the discipline of parallel peer review of the process and outcomes of the strategy and action plan elaboration.

The support members of the Institution Building Working Group will be the Head of the PIU, the Capacity Building Facilitator, the EU Institution Building Specialist and Strategy Specialist. The WG will be mobilized to deal with the institutional consequences arising from the strategy development process. This is likely to be in the autumn of 2004. Its task will be to consider the appropriate institutional and organizational forms to be anticipated – and eventually prepared – to meet the demands of an integrated, participatory approach to regional development. The work will also include an assessment of the competences required and a management and human resources development plan to have the institutional capacity which can match the ambitions.

The Coordination Group comprises most of the key ministries and central institutions which have either a central coordinating role or mange development programmes which impact on economic and social cohesion in the regions. There are two main groupings – a Project Management (Core) Group and the Key Ministries/Institutions. However, both will operate together as the Project Steering Committee.

The Project Management (Core) Group brings together two centre-of-government bodies working in conjunction with senior management in the MPWRC. The PMG will comprise senior decision-makers from the Ministry of Finance/Treasury, the Office of Strategic Planning/PM Office and the MPWRC. It will be chaired by the Minister for PWRC (Regional Development). In addition to its project management role, the PMG will direct the process of strategy and action plan formulation, provide guidance and approve all operational steps in the exercise. The Core Group will seek the wider endorsement of the full Coordination Group for those stages of the strategy/action plan process which require the commitment of the wider group of institutions. The PMG, in particular, the Ministry of Finance and the MPWRC, will receive technical assistance to enable them to construct a test platform in the context of the three-year budget review system and to provide guidance to other ministries and institutions taking part. The PMG will meet monthly.

Inter-Ministerial Coordination - It is envisaged that the Coordination Group will also involve such ministries as Agriculture, Economy, Education, Environment, Public Works and Reconstruction, Small and Medium Sized Enterprises and Social Welfare-Labour as well as such bodies as the Fund for regional Development and the Central Bureau of Statistics. These are the ministries and institutions which are expected to be responsible for delivering one or other aspect of the regional development strategy and, in particular, for the implementation of the different elements of the Action Plan. 

The Coordination Group will be responsible for the inter-ministerial coordination of the project – and more substantially, for the coordination of the National Strategy for Regional Development and the Action Plan. It will comprise senior decision makers (Minister/Assistant Minister) able to engage their respective institution and commit resources. The Coordination Group will meet quarterly and will approve and adopt key elements of the Strategy and Action Plan and forward work programme of the various working groups. At the end of the process, the Coordination Group will forward the final NSRD and Action Plan to Cabinet of Ministers for approval and referral to Parliament. 

Work with Individual Key Ministries - Technical assistance (programming, implementation, reporting, monitoring and evaluation) will be provided through the Facilitation Team to Directorates and Units within individual ministries as they prepare to adapt some of the development programmes to the objectives of the NSRD and Action Plan. Training in such areas as Integrated Regional Development, Strategic Development Management, Programming, Collaborative Working Skills may be provided depending upon emerging priorities.

Building Capacity and Networks - The Coordination Group will be supported by the Facilitation Team in the management of meetings as well as through the facilitation of structured policy debate around the strategy and action plan. We propose to organize a series of information, dialogue and debate breakfast seminars for senior officials which will have the effect of building high level networks in this field and creating a common understanding of the challenge of balanced regional development in Croatia. Speakers for the seminars (quarterly) would draw from innovative and ground-breaking EU and Croatian experience in the field. Members of the Coordination Group will have the opportunity to see inter-ministerial decision-making and coordination in action in at least one EU country. 

It is important also to seek to build active networks at more middle to junior level (Desk Officer) across central government institutions working in this field. We propose to organize a number of informal information workshops for officials from the range of institutions involved, with the objective of building a common understanding of the issues and an effective network which will be a significant part of the capacity created.

Stakeholders’ Partnership Group - The Terms of Reference cite as a core output of the project [to] “foster a culture of partnership among institutional and other stakeholders on and between national levels”. In translating this requirement into a meaningful approach within our spheres of action, the project team has sought to weave the notions of partnership, collaboration, diversity and interdependence into the conceptual and operational fabrics of the project. In particular, the project aims to develop the structures and systems which allow for the effective participation of all the relevant stakeholders in the regional development process. 

We have placed a strong accent on partnership as the vehicle for bringing together stakeholders from different interest groups – and for building a consensus around the goals, priorities and delivery of regional development in Croatia. In so doing, we believe that the project is responding strategically to this critical output as defined in the ToR. 

There are two distinct but closely related dimensions to this wider stakeholder partnership sphere - Core Stakeholders Group and Stakeholders’ Forum. Both are based upon the partnership principles of diversity and interdependence. 

The wider Stakeholders’ Forum is perhaps best expressed as a national forum or conference which brings together stakeholders from at least four major grouping directly implicated in regional development – local and regional self-government, economic development actors, social development/civil society and central government. The model is drawn from the Irish experience of the National Economic and Social Forum which has been the platform for successive consensus based government programmes, including development programmes for the last fifteen years. The model has been seen by international institutions such as the OECD has having made a substantial contribution to the turn-around in Ireland’s economic fortunes since the late 1980s. Its role is larger and wider than regional development – but this is to some extent the consequence of Ireland’s more centralized system of governance. (Development regions only exist in Ireland since 2000 – and mainly driven by EU Structural Funds requirements). 

It is clear that the scope of a Partnership or Forum for Regional Development would be somewhat narrower than such a forum for national development. Nevertheless, its mobilization around the elaboration of a National Strategy for Regional Development and related Action Plan would serve as a model for further work in this field at the time of preparation of a National Development Plan. 

It is proposed to mobilize a representative National Stakeholder Forum for consultation around the elaboration of the NSRD and Action Plan. In the first instance, this will entail working with a number of existing network nodes – e.g. Union of Associations of Towns and Municipalities, National Economic and Social Council to gain access to some of the stakeholding groups – and at the same time to conduct an independent constituency audit of the three non- central government segments to ensure, as far as possible, broad inclusiveness. This will be carried out early in the implementation phase of the project. 

Prior to the first meeting of such a national Stakeholders Forum, the Facilitation Team will seek to work through those existing networks to inform and mobilize stakeholders from the different groupings across the country. This will require several meetings with each stakeholding group to ensure balance and a reasonable degree of inclusion. For example, we intend to carry out at least six animation and mobilization meetings for local and regional self-government – one with the Presidency of the Union of Towns and Municipalities and five in the regions, bringing together representatives from across the country. Likewise, we expect to meet with the National Economic and Social Council as well as with members of the regional councils (coordinated with work for self-government sector). The same approach applies to the civil society sector. 

In addition to mobilizing the partnership for several major national consultation events to be held at least three times during the period of the project, the animation meetings would also serve the purpose of seeking nominations from different stakeholder segments for membership of the Core Stakeholders’ Group.

The Core Stakeholders’ Group will comprise not more than 20-24 members. It will include representatives (at a senior level) in equal numbers from each of the four segments – central government (drawn from the Coordinating Group), economic and social partners, civil society and regional and local self-government. It will be established by summer of 2004 and will meet monthly from, at the latest, September 2004 for the elaboration of the National Strategy for Regional Development and Action Plan. The Core Stakeholders’ Group will work on a voluntary basis – and members must be prepared to make a commitment to play a full and active part in the process. 

The work programme for the Core Stakeholders Group will be based upon the major milestones for the preparation of a National Strategy for Regional Development and Action Plan. These will include structured and facilitated workshops to enable the Group to progress through 

· a shared analysis of the situation in the regions in Croatia today, 

· a discussion on values driving a national strategy for regional development, 

· assessment of current policies and programmes on balanced regional development, 

· creating baseline for balanced regional development,

· visioning, setting goals and framing priorities, 

· agreeing objectives and indicators, 

· developing measures and methods of delivery 

The Core Stakeholders’ Group will be supported by the Facilitation Team – through a structured step-by step methodology in collaborative strategic planning and implementation. Support will include technical assistance, advice and facilitation in the preparation of strategy documents. It will involve “on-the-job” training in key skills such as balanced regional development, strategic development management, understanding public finances, team building and collaborative work skills. The members of the CSG will also have the opportunity to see effective partnership in action in an EU member state. A major objective of the work over the period of strategy elaboration will be to develop good practice and a model for consensus based decision making. 

The outputs of the CSG strategy elaboration work will be referred to the Coordinating Group for consideration and appraisal. It is critical to keep the process moving forward from stage to next stage – and at the same time, to broker the co-ownership of the product and the process. It will be our intention to seek to have an identifiable output from each major workshop (monthly) for consideration and approval by the PMG and quarterly by the full Coordination Group. The objective will be to have a draft NSRD by March 2005 and draft Action Plan by May-June 2005.

4.4 Phases of Action

Following adoption of the Inception Report, the project will be implemented over four distinct phases of activity. These are fully developed in the Implementation Plan.
Phase 1 
Jan – Jul 2004


Framework for Regional Development

Phase 2 
Sep 2004 – Feb 2005

Drafting NSRD and legal framework

Phase 3
Mar – Jul 2005


Commitments for Regional Development

Phase 4 
Sep – Oct 2005


Finalising Proposals  

5 Assumptions and Risks

This is an ambitious project which seeks to support the Government of Croatia in putting in place a regional development framework which meets the needs of the country – and is based upon good practice drawn from the experience of successful regions of the European Union. In so doing it steps outside the traditional paradigm of top-down planning and is based upon a broad consensus and partnership built around shared priorities. The success of the project will depend fully upon the willingness of all of the key players to change traditional pattterns of decision making. This will pose challenges to all of the parties concerned, including the project team. 

In the following section we set out our balanced consideration of the assumptions and risks which have been taken into account in the project design and delivery plan. 

Government Commitment

At time of writing, the incoming Government is not yet formed. It is expected to be in place by the time the project resumes in January, subject to approval by the Client. The policy of the Government is therefore not possible to define at this stage. It will be essential therefore to gain the commitment and support from the highest level in Government early in the life of the project. Without such sponsorship, the Strategy and Capacity Building for Regional Development will be unable to meet its full potential. However, we are confident that the incoming Government will recognise the value-added of the approach in terms of its contribution to more efficient and effective needs-based policies – coordinated delivery mechanisms – and transparent monitoring and evaluation systems. 

It is natural that new ministers will need to be convinced of the benefits arising from new forms of (regional) development – and the onus will be on the project team to prepare explanatory briefs which convey the value-added in terms of meeting the policy objectives of the Programme of Government. The Project Team will prepare such materials in the early weeks of the new government.  
There is an assumption that most of the central government institutions which have a role in planning and delivering regional policy will remain in place. However, should changes be made in terms of central responsibility or mandate for regional development, it is assumed that the staff and units currently handling these functions would also transfer. While such changes may slow down the delivery plan for the project, the overall approach would remain intact. 
In the event of this assumption being disproved,and the project were to move to a new counterpart, it is likely that the implementation phase would be delayed to take account of the time needed to rebuild ownership. There will be a need to monitor such developments.
There will inevitably be changes in the status of some of the institutions with which the project has worked in the Inception Period following the change in Government. However, given the range of institutions involved, we consider that as long as the core aims and approach of the Inception Report are accepted and intact following review within the new administration. 
Capacity within Ministry of Public Works, Reconstruction and Construction.

During the Inception period, the project team worked primarily with the staff of the Project Implementation Unit/Directorate for Islands and Regional Development. It is assumed that the resources of the Ministry will be deployed over the life cycle of the project itself. This additional capacity will be critical to success – and will also provide the institutional capacity for the future management of regional development in Croatia.  

Should the staff resources of the Ministry not be increased to work alongside the SCBRD Project Team, there will be a danger of insufficient depth and bredth in terms of capacity building within the ministry. However, since a major focus of the project will be on the elaboration of an agreed institutional plan for managing regional policy in the future, there will be repeated opportunities to address issues in this area. 
Application for Membership of the EU

In the course of 2004, it is expected that the European Commission will set out its Opinion in response to Croatia's application for membership of the European Union. This will clarify the calendar for accession and the preparations for membership and will very much set the framework for this project and others which follow. The project team will follow closely these 'external' developments and will seek to ensure that the implications are taken into account. Likewise, EU regional policy is the subject of a major review the major lines of which will be better known in 2005. The consequences of any major changes will be reflected in advice and guidance delivered.
The approach proposed in the Inception Report is based on Croatia's intrinsic national interest in putting in place a strategy for regional development irrespective of requirements for EU membership. It follows therefore, that if the calendar for accession proves to be more extended than previously envisaged, the main elements of the project will still have very real relevance to the development perspectives of the country. The team would continue to promote best practice in balanced regional development – but would emphasize less some of the more EU specific requirements (e.g. NUTS classifications)
Role of Ministry of Finance

The project design envisages a central role for the Ministry of Finance as the key coordinator of financial programming. In particular, the MoF is expected to be a member of the Project Management Group. This inner core of the Coordination Group will meet monthly and will take critical decisions in relation to the overall direction of the project itself and the National Strategy for Regional Development and Action Plan. In order to ground the Strategy and the Action Plan in the real world of public finance management in Croatia, the project proposes to link the Action Plan to the three-year budget survey exercise which is managed and conducted by the Ministry of Finance. This will require the Ministry of Finance to become an active partner in the process. It will be crucial to gain the full consent of senior management in the Ministry at an early stage in the project. 

Much of the logic of the project as designed is based upon the willingness of the Ministry of Finance to take on the function of financial coordinator for regional development. The SCBRD facilitation team will seek to ensure the support of senior management in the ministry of Finance during the early stages of project implementation. Should it be necessary to envisage a less complete involvement on the part of the MoF, this would have an impact on the Action Plan 2006-2008 process, and may make it necessary to reduce the wider co-ordinated approach to the preparation of a regional development measure under the ownership of the central ministry responsible for regional development. Such a departure from the proposed approach would have to be signalled by the first Coordination group meeting in March 2004.   
Key Ministries and Institutions
Effective regional development policies will require the full cooperation and coordination of key institutions in central Government. The culture in the administration emphasises the autonomy of ministries. Up to the present, line ministries and other central government funding institutions manage development programmes according to objectives and criteria set within narrow parameters. In the context of the project, they will be encouraged to develop a common framework for setting objectives and measuring results. It is essential therefore to gain the assent of senior managment across the range of central institutions likely to be involved in the exercise. In the course of the meetings with central government institutions, undertaken during the Inception period, the project team was generally impressed by the level of interest in the broad aim of the project leading to better coordination in planning and delivering programmes. However, it will be essential to build on this more detached interest to secure ownership and commitment. 

The Government Office for Strategic Planning is expected to have a central role to play in the Project Management Group. This is consistent with their designated role as main beneficiary for a CARDS 2003 project to prepare a National Development Plan. However, this small team has as its core responsibility the coordination of the series of  Century 21 national strategies – and its involvement at this level in the project will pose a further heavy demand upon resources. However, the added value for the OSP will be the experience and capacity gained in the course of the project which can be transferred into the NDP context.   
6 Implementation Arrangements

This chapter explains more in detail the four project phases of action and opens the project work plans focusing on the first phase. There are no changes foreseeing to the project budget lines presented in the project contract. Also more detailed information about the project team is provided here as well as more views on monitoring issues.

Phase 1 – Framework for Regional Development

January – July 2004

The main areas or activity for the first phase are:

· Mobilising the team 

· Securing high level ownership and commitment

· Project Launch

· Review of regional development management and coordination arrangements and capacity

· Analysis of current situation in the regions, Government programmes and ROP

· Setting up Coordination Group including study tour to EU member state

· Mobilising the wider stakeholders.

· Nominations and establishment of Core Stakeholders’ Group

· Early stage work on legal framework 

One of the early priorities during Phase 1 will be to build the Facilitation Team. This will entail mobilizing the Croatian and short-term EU members of the project team as well as engaging actively with the PIU to create a unified team. Local experts will be short-listed and selected in consultation with the PIU. Following recruitment of the Croatian Facilitation Team Leader and Strategy Facilitator and short-term junior consultants (to carry out preliminary analysis), we propose to have a joint organizational development workshop in late January with the members of the PIU. This will ensure, from the outset, that all of the members of the Facilitation team are working as one – sharing vision, sense of purpose, common work methods, complementary roles and responsibilities, and sense of mutual confidence.  

Perhaps the most critical area of work in the early stages of the project will be to gain the confidence and support of senior decision makers in Government. High level ownership within the Ministry of Public Works, Reconstruction and Construction will also be essential for the success of the project – and this will be the focus of much of the early work. Likewise, the support of other key institutions such as the Ministry of Finance, the Office of Strategic Planning and other line ministries implementing government programmes with potential impact on regional development. 

The first visibility event, project launch will take place in February. All the project partners and stakeholders both at national and local/county level will be welcomed to share the project concept, first findings and next steps.   

A key objective of the phase will be to review the capacity for managing and coordinating regional development within some of the key institutions. In particular, the review will focus on the Ministry of Public Works, Reconstruction and Construction/Directorate for Island and Regional Development. The IB review team, from within the Facilitation Team, will also look closely at existing coordination systems and processes to understand better inter-ministerial relationships.

Another core task for the Strategy members of the Facilitation Team will be to undertake an analysis of the current situation in the regions – in terms of socio-economic indicators and the types of government interventions across a range of key ministries. The evidence gathering will be done in close co-operation with key line ministries having ”development” programmes likely to impact on the regions. The analysis will also include a review of some of the “bottom-up” programmes, such as the so-called ROPs and Sustainable Island Development Programmes.  The purpose of this piece of work will be to prepare the ground and set the scene for the early meetings of the Coordination Group and later the Stakeholders’ Group. After the analysis exercise, the Strategy Working Group will begin to outline a concept of regional policy and a methodology for the elaboration of NSRD, which will be discussed and further developed in the Coordination Group and in the Core Stakeholders’ Group. 

A significant early activity in Phase 1 will be directed at securing the commitment and shared ownership on the part of the main counterpart and other key Government institutions.  It is anticipated that all the government institutions will be in position to nominate their deputy minister level group members by the end of February. This will make it possible for the Coordination Group to commence work in March. The first meeting will contribute to the NSRD/ socio-economic analysis prepared by the strategy members of the facilitation team. A month later the group takes part in a study tour to an EU member state to look at different models of inter-ministerial co-ordination related to regional development. 

One of the crucial areas of work during Phase 1 will focus on the mobilization of stakeholders from wider society and to prepare these groups for a more structured role in regional development. Following the national visibility/launch event, the Facilitation team will undertake a series of information and animation meetings with representatives from county and local self-government, from the social partners, and from non-government civil society. These meetings will take place in different regions of the country. The meetings will also serve to commence the nominations and selection procedures for membership of the Stakeholders’ Group, which should be completed before summer 2004. 

The Legal Framework Facilitator will join the team during the period when both strategy and institution building activities are on-going. This arrangement will ensure that the legal component will be an integrated part of the project. The main objective of the work in this area will be to become familiar with approach and development of the project as well as to establish good working relationships with key stakeholders. It will be important to identify possible members for the legal working group and to agree a work programme for Phase 2.                 

Phase 2 - Drafting NSRD

September 2004 – February 2005 




The main areas of work in the second Phase are the following: 

· Strategy elaboration process commences

· Building capacity among wider stakeholders – including study tour to EU member state

· Core Stakeholders’ Group and Coordination Group work on strategy elaboration

· Building capacity within MPWRC 

· Explore mechanism for linking ROPs into national framework/Strategy/Action Plan

· Setting up the framework for building the Action Plan into the three-year budget review for limited group of ministries

· Legal Working Group prepares initial principles paper for consideration

· Stakeholders’ Partnership Forum convened

After the summer break, both legal and strategy working group will start actual drafting in their fields: NSRD/AP, legal framework. This piece of work will be linked to the three-year budget cycle. All their ideas will be reflected monthly or bi-monthly with the Coordination Group and Core Stakeholders’ Group. During the drafting exercise, both of the wider groups will be an integrated part of the process, which will secure their ownership of proposals. 

It is important to get a balance between efficiency and ownership/commitment at this stage. Therefore, it will be critical to build the capacity of the Core Stakeholders’ Group to deal with the business of regional development strategy elaboration. This will involve training workshops for the Group – and possibly for different segments of the Group. In addition, a study visit for Core Stakeholders’ Group members to see at first hand partnership decision making structures at work is planned. 

The Core Stakeholders’ Group will meet monthly to work on the draft stages of strategy development. Their response and input will be a major factor in shaping the strategy. Senior representatives of those ministries with significant development resources will be invited to review their programmes in terms of impact on the regions. Likewise, representatives of the some of the pilot ROPs will have the opportunity to present the experience gained through this pilot.  

The Project Management Group will also meet monthly to review the strategy elaboration process. The wider Coordination Group will be convened on a quarterly basis. It will seek to determine a common government position in response to critical milestones in the strategy elaboration process – key needs as defined from analysis, value statement, priorities, and measures. The ministries involved will play an active part in developing the Action Plan based upon the three-year government budget survey.   

Work will continue with the MPWRC to develop the structures, skills and capacities required if the Ministry is to fully assume its functions as manager of regional development processes in Croatia. This will involve training workshops, on the job training and coaching. The PIU/Directorate for Islands and Regional Development will also be closely involved in the work of the project in all other spheres. 

A specific task in the context of the work in MPWRC will be to find the appropriate programming and implementation/operational mechanisms to link the emerging county-based ROPs into a national framework. 

The Facilitation Team will provide technical support to the Ministry of Finance and key ministries to link the Strategy and Action Plan to the three-year budget survey.

The Legal Working Group will begin work on the elaboration of the broad principles for a unified law based upon the development of Strategy and Action Plan and taking into account some of the institutional and organizational implications and options. 

A Stakeholders’ Partnership Forum will be convened towards the end of the 2nd Phase at which interim conclusions will be presented. This will be a high level (visibility) event, involving senior members of the Government as well as members of the Core Stakeholders’ Group. 

Phase 3 - Commitments for Regional Development

March – July 2005

· First drafts of NSRD and Action Plan circulated for consultation 

· Draft Legal Framework and proposals for institutional arrangements circulated

· Preparatory workshops with Stakeholder Groups to facilitate consultation

· Third Stakeholders’ Forum convened

· Guidelines for Regional Development programmes for 2006-2008 survey period. 

· Monitoring and evaluation arrangements developed

· Strategy and Action Plan submitted for Cabinet approval
· Framework Law Submitted
The first drafts of NSRD/AP will be circulated for structured facilitated discussion amongst stakeholders, focusing on high-level representatives. These will include proposals to set measurable regional development objectives against a limited range of development programmes covering a number of sectors. It should also include a national measure or programme which will make it possible to link the “bottom-up” county based ROPs into the mainstream national regional development framework. 

The Legal Framework and Institution Building Frameworks will also be circulated for discussion and approval in the same context.

This Phase will also include a further series of consultation meetings in the regions. These will be in two stages – each consultation workshop will be proceeded by a training and awareness raising seminar. The workshops will be jointly led by members of the Coordination Group and Core Stakeholders Group. Stakeholders’ proposals and comments will be summarized and analyzed in all levels of action before drafting more advanced proposals. 

These workshops will culminate in third Stakeholders’ Partnership Forum during the period. Proposals for more efficient institutional structures and procedures to manage regional development processes will be presented as well as an assessment of future capacity needs.   

The key objective is that second draft proposals are submitted by the end of the Phase. The guidelines for the 2005 national budget survey will include the orientations for the Regional Development Action Plan. 

The Strategy and Action Plan will be forwarded to Cabinet and following approval submitted to Parliament for adoption. The Action Plan will be adopted in the context of the 2006-2008 budget programming cycle. 

Monitoring and evaluation arrangements will be developed and agreed. The Strategy Working Group will develop indicators for measuring the impact of a range of government programmes on the regions.  This will create an initial baseline of government objectives and indicators for measuring impact. Proposals will also include institutional arrangements for monitoring and evaluation. A programme for monitoring and evaluation over the three year survey period 2006-2008 will be developed. (This will need further technical support outside the context of the present project). 

Phase 4 - Finalising Proposals  

September – October 2005

The main areas of work will include: 

· Management Plan for Regional Development in MPWRC

· Guidelines and good practice for inter-ministerial coordination in field of Regional Development

· Final Stakeholders Forum

· Final Report

The final two-month phase will be devoted to ensuring the legacy of the project. This will include detailed management recommendations for the MPWRC and a set of guidelines and good practice for effective inter-ministerial coordination in the area of regional development. 

The Core Stakeholders’ Group will undertake a facilitated reflection of its role in the process, experience gained, lessons learned, messages for policy makers, and recommendations for the future work of the Stakeholders Group. 

A major event in this short phase will be the final Stakeholders Forum. 

The Final Report will be completed.

The Project Team 

The core Project Team is already in place. This includes the EU Team Leader and Institution Building Specialist (16/24 months), the EU Regional Development Specialist (16/24 months) and the Legal Framework Specialist (8/24 months).  

EU Short-term Team Members

All of the EU Consultants (short and long term) will be members of the Facilitation Team. The likely areas for external support will include

· Partnership building and consensus-based strategy elaboration

· Monitoring and evaluation systems (including ex-ante) 

· Financial management and programming for integrated regional development

· Organizational development (only if not available in-country) 

· Human resource development (including training courses) 

· Cross border 

We expect to use a number of senior practitioners from different parts of the EU as keynote speakers for some of the workshops and seminars. These will necessarily be short-term inputs. Likewise some of the EU expertise will be used in the organization and management of study tours. Keynote speakers’ inputs will be typically singe 2-3 man-day missions, while other experts will have a few longer assignments in the project lifetime. Job descriptions and mission assignments will be developed in the course of project.”
Throughout the project we will seek to build a spirit of team and for this reason will aim to include a small number of core consultants with significant practical experience in their respective areas.  However, some of these will be senior managers and specialists currently active in their fields and, therefore, unable to commit to lengthy assignments. Nevertheless, they have agreed to share their highly relevant experience in the context of the project. The main initial task areas are as follows: 

Organisational Development and Capacity Building in central administration:  

The Task

The objective of the input here is to strengthen the capacity of the key central government institutions involved in the management and coordination of regional development in Croatia – improved structures, systems, skills – and the means to continually review internal resources in the context of external demands and challenges. The assignment will therefore focus on supporting the MSTTD (Regional Development) to clarify purpose and strategic objectives and to ensure the appropriate organisational means are in place. These will include forward job planning, delegation of tasks, monitoring and performance appraisal consistent with the strategic objectives. 

The Person

The consultant will have a wide and deep experience of the management of organisational change in public sector institutions in the EU. She/he will understand the principles and be actively familiar with best practice in the field of institutional development in which people are full participants in change. He/she will be able to generate confidence and motivation among those involved at levels within the institutions concerned – and with the local consultants with whom they will work.

Financial management and programming for integrated regional development

The Task

The objective of this part of the work is to build the capacity within the system for effective management of financial resources related to regional development – and in preparation for the demands arising from the use of EU Structural Funds. This will involve working with the key institutions (Min of Finance, and the finance departments of the ministries linked into the pilot Action Plan) as well as with the central institution responsible for overall coordination of regional policy. The output of the work will include the development of appropriate systems, taking account of Croatian and EU budget planning, management, reporting and control systems, which will support the preparation of an Action Plan (2006-2008) for regional development. Skills building and familiarization with good practice in the EU will be an important element of the task. 
The Person

The person will have extensive experience at a senior level in the planning and management of national and EU Structural Funds co-financed programmes. He/she will appreciate the need to work within existing national systems and will be able to differentiate the essential and non conditions for effective adaptation of the national system towards EU requirements. He/she will have had experience of working in change situations.  
Monitoring and evaluation systems including ex-ante

The Task

This is a key area of work within the project the objective of which will be to put in place a systems and culture of appraisal, monitoring and evaluation across those institutions dealing with regional development in Croatia. At the present time, most government programmes and initiatives are designed and implemented without a framework for monitoring or evaluation. There is little evidence of needs identification in any systematic fashion nor any appraisal of the fit between government programmes and real needs. Objectives are frequently lacking in any meaningful way and there are no benchmarks or milestones against which to monitor or evaluate outputs and outcomes. The job will mainly focus on putting in place a system for appraising (ex-ante), monitoring and evaluating the Action Plan to be prepared for the period 2006-2008 – across the range of ministries involved. It will also involve training and skills building in this area of work.   
The Person

The consultant will have at least 10 years of experience of setting up and managing monitoring and evaluation systems for EU Structural Funds programmes. He/she should ideally have experience in ex-ante appraisal. Good experience as a manager of EU Structural Funds programmes would also be valuable. He/she will have the necessary skills to convey an understanding and appreciation of the practical value of this work rather than emphasise the overly technocratic. Should be a good trainer including coaching and on-the-job training.
Cross Border Development

The Task

Given the geography of Croatia, cross border development is an important dimension of regional development. There are specific characteristics in cross border development in every country that require a distinctive approach – the effect of border on the economic and social life of border areas, the development histories of borderlands, building consensus among stakeholders around priorities, opportunities for cost effective shared use of resources. Cross border development can cover a wide range of activities – infrastructural, environment, rural development, local development, tourism, human resource development, social and cultural development. Moreover, the conditions in border regions in Croatia differ markedly from one border to the other. Croatia shares borders with four neighbouring states, two of which will shortly become member states of the EU (Slovenia and Hungary) as well as with Bosnia Herzegovina and Serbia-Montenegro, all of which pose specific development challenges.

Cross border development is therefore seen as a key component of a national strategy for regional development. The purpose of the task will be to assist with the elaboration of a cross-border component of the National Strategy for Regional Development which responds to the different border realities. The exercise will draw on the experiences over recent years with a view to agreeing a coherent set of over-arching priorities for cross-border development and putting forward proposals for managing cross-border development both at central and local level. A major part of the task will be to build capacity (skills, systems and structures) both centrally and locally. 
The Person

The EU specialist consultant will have considerable experience of working at a senior level in cross border cooperation and development situations. It will be particularly important to have experience in such situations at the interface between the EU and non-member states. She/he will have an important role to play in facilitating, in conjunction with local experts in the field, a sub-group of the Strategy Working Group, leading discussion, presenting models of good practice, relating to Croatian situation, assisting with the elaboration of the cross border chapter of the NRDS.

Partnership Building and Consensus-based Strategy Elaboration

The Task

One of the most critical tasks to be achieved in the course of the project will be to build a robust, effective and inclusive partnership structure in which it will be possible to develop a national consensus around the key development priorities for regional development. This will require a sound awareness of the value added of taking a more participative approach to addressing the priorities for regional development. It will especially require new structures, systems and skills for working strategically and collaboratively – and involving a wide range of stakeholders from different backgrounds and with different interests to defend. 

The purpose of the assignment for the short-term EU specialist here will be to support the team in setting up a national partnership based on multiple stakeholders and to provide technical advice and support in the elaboration of work programme for the Stakeholders’ Group and wider Stakeholder Forum – based on real experience and good practice. It will involve advising on the preparation of a study visit to see at first hand how partnership functions as a motor for regional development in an EU country. The task will also involve promoting the culture of partnership as an effective component of any national strategy for regional development and sustainable competitiveness.

The Person

The person will have direct experience of working in partnership decision making context involved with major public development programmes. He/she will be able both to promote the principle, practice and benefits of partnership for regional development at the highest political level – and also provide practical advice, guidance on the establishment and the day to day work of partnership development in Croatia.

Human Resource Development and Training

The Task
A crucial part of the project is to develop capacities within national level institutions to be able to manage regional policy processes meeting criteria set for EU member states. Regional actors as well as national and regional stakeholders should be familiar with regional development principles and practices. To achieve these targets a series of training events and a few study tours will be conducted.   

A part of the training will be technical in nature introducing principles, rules, procedures and practices on structural funds, regional policy, cross-border co-operation, strategic planning etc. To improve capacities amongst the key institutions at the national level a training needs analysis will be done during the first phase of the project while institutional capacity will be assessed. TNA will be a basis for the planning of training however all sessions must be planned in detail likewise all the training materials have to be prepared. Also study tours will be planned and delivered as a part of HRD using short-term EU experts.     

The Person
All the experts will have good practical and theoretical knowledge on structural funds, pre-accession instruments, principles of regional policy, programming and management of EU funded programmes and projects. He or she will be able to transfer relevant knowledge and build skills for target groups highlighting key lessons to be learnt through real life examples.     

Croatian Team Members

Within the Facilitation Team, the Croatian team members will provide a mix of skills and experience (see Job Descriptions below) related to the implementation of the project. The Croatian consultants will work as members of the Facilitation Team. 

One key consultant, experienced in regional development and institution building, with proven facilitation, capacity building and networking skills, will work on a more or less full-time basis with the project team. He/she will act as Country Team Leader for the Croatian consultants working as part of the international team. 

A facilitator for the legal working group will also be appointed on a part-time basis (6 months). 

A third consultant will be recruited to support the strategy elaboration process over a period of twelve months. 

Several junior consultants with practical experience in regional, rural, local and cross-border development will also be appointed as members of the team, and will support different stages of the strategy elaboration exercise. 

A significant outcome of the project will be to create a cadre of local consultants skilled and experienced in a new, more participative, integrated and strategic approach to regional development – capable of working with a wide range of stakeholders.

Job Descriptions

The Croatian Team Leader/Capacity Building Facilitator will be a central long-term member of the project team. The assignment will last approximately 19 months.
The Position: 

This is likely to be one of the most critical appointments for the future long-term success of the Strategy and Capacity Building for Regional Development project. The position will be more or less full-time over the remaining part of the project. The CTL/Capacity Building Facilitator will operate throughout all of the spheres of activity of the project and act as a leader and motivator for other members of the Facilitation Team. He/She will work closely with the EU Team Leader, with the long-term EU Strategy Facilitator, EU Legal Framework Facilitator and Head of PIU Team in planning the work programmes of the other members of the Croatian Facilitation Team. 

The assignment will involve a number of core components:

Capacity Building Facilitator:

As stated above, the CTL will work with participants and institutions from all three spheres of the project. The main output of the work will be to contribute to the development of the capacity of Croatian institutions and regional development stakeholders. 

This will require the CBF to develop confidence and effective working relationships with a wide range of actors – political decision makers and senior officials from different parts of the public administration, county and local self-government representatives, members of the business and trade union sectors as well as from civil society.  

At the level of the MPWRC, the capacity building function will take the form of a management and team development task – establishing relationships with relevant decision makers in the ministry, assessment of needs, organizational development (with possible short-term EU or Croatian specialist support), recommendations for further development of the capacity of the Ministry. 

A major part of the work will involve creating the conditions in which effective collaborative work can take place within and across the spheres. In dealing with the Coordination Group, the CBF, with the support of other EU and Croatian members of the Facilitation Team, will act as main Facilitator in ensuring comprehensive discussion, debate and finally decision making, moving the process forward. The CBF will be alert to training needs, including training/learning by doing. It will be important to keep in mind the very tight timetable for the NSRD/AP exercise – and it will be critical to ensure that the discussion does not get bogged down – but is action oriented. 

The CBF will work with other members of the team to provide recommendations and good practice guidance for effective inter-ministerial decision-making and coordination.

His/her work with the Stakeholders’ Group will involve the design of new task-oriented structures for partnership based decision-making. If we are to secure the active participation of all of the sectors on the Stakeholders Group – county and local self-government, employers and trades unions, civil society as well as central government – it will be necessary to take action to the build the competence of each segment – and the competence of the Group overall – a common “language”, methods of working, tolerance, respect, and adhering to a work programme. He/she will work with the EU and Croatian Strategy Facilitators to ensure that discussion and decision are recorded and processed from meeting to meeting – moving the process forward. 

In this role, the CBF will frequently have to take public position. However, it is likely that for the larger Stakeholders’ Forum events, the team will use the services of a professional public facilitator, although decisions on this may be taken in the light of the person recruited to the CTL/CBF position. 

Croatian Team Leader:

The overall outcome of the project will be greatly enhanced if the Croatian (external) members of the team, along with their EU and PIU counterparts, act in a coordinated fashion rather than as independent specialists working separately. The project is as much, if not more, about process as about product and will require an effort from the team to work in a very interactive, responsive and enabling manner with a wide group of stakeholders. In this sense, while the project will work according to agreed work programmes, much of the interaction simply cannot be scripted. This condition will obviously throw up considerable uncertainties over the period for all of the Facilitation Team members to deal with. It will be important for the TL to provide support and encouragement, stimulate motivation and give guidance and advice to other team members. 

Facilitation Team Member: 

As is clear from the above, this is essentially a team player job. All those involved in the Facilitation Team will be expected to have a close understanding of the different stages of the strategy/action plan process and to be able to support that process as required. 

What competences are we looking for?

· Excellent communication skills – including listening skills;

· Excellent group communication, negotiation and brokering skills;

· An ability to command respect at every level without seeking to dominate; 

· Good organizational skills;

· Good mentoring and coaching skills;

· Good consultancy skills – ability to analyse organizational and institutional situations including training needs, etc.;
· A thorough understanding and practical experience of strategic management processes;

· Preferably some experience in regional, local or rural development;

· Good understanding and working knowledge of national/local administrative structures and systems;

· Good drafting skills, report and recommendations writing.

The Croatian Strategy Facilitator will be a central member of the project team. The assignment will last for approximately 12 months.

The Position: 

The Croatian Regional Development Strategy Facilitator will be centrally involved with the elaboration of the NSRD and Action Plan. He/she will work in all three spheres (Facilitation Team, Coordination Group and Stakeholders Group) and will be responsible for ensuring appropriate documentation for all critical decision making meetings. He/she will work closely with the EU Regional Development Facilitator/Advisor throughout the assignment. He/she will be responsible for the preparations of successive drafts of the Strategy/Action Plan and for parts of them. In addition, he/she will work with the CTL/Capacity Building Facilitator and the EU Regional Development Facilitator/Advisor in facilitating group discussion within the Stakeholders’ Group, the Coordination Group and relevant Working Groups around key themes and decision points. 
The assignment will involve a number of core components:

Regional Development Strategy Facilitation:

The Strategy Facilitator will have direct responsibility, under the supervision and guidance of the EU Regional Development Strategy Facilitator, to lead discussion, debate and decision making in the Stakeholders’ Group (and the Coordination Group) in the various stages and iterations of strategy building. He/she will support the decision making process in two main ways – through the preparation of substantive draft discussion papers for consideration by Strategy Working Group or full Stakeholders’ meeting – and by way of active facilitation during meetings of either Groups.  This will involve presentation of main ideas, clarification, framing alternatives, inviting and encouraging feedback. Papers should be simple and practically oriented rather than theoretical. 

She/he will prepare work programmes for each of the groups involved in the strategy preparation phase and shall report to the Facilitation Team on progress, in particular, flagging any possible delays and suggesting appropriate action to be taken. The Strategy facilitator will work closely with the EU Regional Development Strategy Facilitator.

Facilitation Team Member: 

As is clear from the above, this is essentially a team player job. All those involved in the Facilitation Team will be expected to have a close understanding of the different stages of the strategy/action plan process and to be able to support that process as required. 

What competences are we looking for?

· Experience in regional, local or rural development, preferably practical;

· Excellent communication skills – including listening skills;

· Excellent group communication, negotiation and brokering skills;

· Ability to move from draft to discussion to more advanced drafting;

· A thorough understanding and practical experience of strategic management processes;

· Good understanding and working knowledge of national/local administrative structures and systems;

· Good drafting skills, report and recommendations writing.

The Croatian Legal Framework Facilitator will be a part-time member of the Facilitation Team, over a period of some 6 months.
The Position: 

The Croatian Legal Framework Facilitator will be the link person between the Legal Working Group, the Facilitation team and the EU Legal Framework Facilitator. He/She will, with the support of the EU Legal Framework Facilitator, and under advice from the Facilitation Team, will convene the Legal Working Group. This will comprise officials from the responsible institutions, including the Parliament, involved in drafting and appraising the range of laws in the field of regional development. The Croatian Legal Framework Facilitator will be responsible, under the supervision of the EU Legal Framework Facilitator, for preparing the initial work programme for the Working Group. The work programme will be largely driven by the Coordination Group and to a significant degree by the work of the Stakeholders’ Group. The essential of the task delegated to this Work Group is to create a unified legal framework which can accommodate a more integrated, coordinated, participative, and managed approach to achieving balanced regional development. The WG will commence work in the second part of 2004 and will aim to have a new draft law for adoption by mid 2005. The Legal Framework Facilitator will keep the Facilitation Team informed as to progress, flagging any possible delays and suggesting possible remedies.

The Croatian Legal Framework Facilitator will present the case for the proposed new law – and present the proposed new law itself – to the Coordination Group and to the Stakeholders’ Group.

The EU Legal Framework Facilitator will provide technical assistance, advice, support, expert opinion, coaching and mentoring support – as well as overall supervision of the work of the local consultant and the Working Group.

Facilitation Team Member: 

As is clear from the above, this is essentially a team player job. All those involved in the Facilitation Team will be expected to have a close understanding of the different stages of the strategy/action plan process and to be able to support that process as required. 

What competences are we looking for?

· Legal training and experience;

· Logical thinker with a problem solving disposition;

· Some understanding of regional, local or rural development would be appreciated;

· Excellent communication skills – including listening skills;

· Excellent group communication, negotiation and brokering skills;

· Ability to move from draft to discussion to more advanced drafting;

· A thorough understanding and practical experience of legal drafting processes for government;

· Good understanding and working knowledge of national/local administrative structures and systems;

· Good drafting skills, report and recommendations writing.
Work and Resource Utilization Plans

Detailed work plans for the project can be found in the annexes. The overall plan of activities and resource utilization plan, a more detailed work plan for the first project phase and matrixes for project activities. Work plans for project phases will be updated and detailed in each of the Progress Reports.   

Monitoring and Evaluation 

Project Coordination Group will act as a Steering Committee monitoring the project implementation quarterly basis (Progress Reports). Additionally the CARDS monitors will assess the project at the beginning, middle-way and in the end. First meeting with the monitors was held 8th December and monitoring report will be send to the EC delegation during the first half of January.

Visibility Events

Visibility will be a critical feature of the overall project. It will be important to develop a coherent communications and promotions strategy. Such a strategy will be bedded in the substance of the project. The visibility events will take the form of Stakeholder For a and will thus be built into the natural lifecycle of the project – taking the preparation of a National Strategy for Regional Development through the critical passage of wider public ownership.  

The Project team will also seek to ensure appropriate media coverage for these events and will prepare media and information aids to support the wider dissemination process. 

Quality Factors

Gender quality aspects will be respected. The project approach is strongly based on wide participatory of numerous national and regional and local institutions as stakeholders. Project participants will represent different levels of social hierarchy and both men and women have equal access to the project. The project will cover all parts of the country.

The project will be carried in very close co-operation with the beneficiary. Their representatives are an integral part of the project team taking part of all activities in each of the spheres of project. Environmental protection aspects will be respected during the project implementation as well as socio-cultural aspects.

Logframe

The Logframe presented with the Technical Proposal has not been changed at this stage. The EU Project Team proposes to use the revision of logframe as a central team-building exercise when the Croatian members of the team are recruited. The revised logframe will be submitted with the first Quarterly Report.

ANNEXES

ANNEX 1

MEETINGS DURING THE INCEPTION PHASE

EU key experts accompanied with PIU staff members have paid a number of visit in national and regional stakeholders and ministries in order to clarify current situation and opinions on regional development. Following institutions have been met during the inception phase: 

Association of Towns and Municipalities – Irena Bakal
Agency for Protection of Market Competition – Zlatan Janeš, Mario Marković, Branimira Kovačević
CARDS Monitors, Zagreb Office – Hans J.A. Blankert, Renata Duspara
Delegation of the European Commission to the Republic of Croatia – Florian Hauser
Fund for Development and Employment, Zagreb – Petar Tonković
Fund for Regional Development of Republic of Croatia – Ksenija Gašparić, Danijel Žamboki
Local Regional Development Experts (University of Split, IMO, EIZ, LEDA)

Ministry of Agriculture and Forestry – Zdenka Berak, Jasna Mikulecky, Jos Haynes
Ministry for European Integration – Nataša Mikuš
Ministry of Economy – Spomenka Rakušić
Ministry of Education and Sport – Antonija Gladović, Vlado Luburić, Vladimira Brezak, Julijana Grgurina Gulija, Branka Ađić, Jadranka Alsenali
Ministry of Finance / CFCU – Maja Lukeš-Petrović, Ivica Miličić, Ranko Gavrilović
Ministry of Labour and Social Welfare – Nino Žganec, Nina Ostojić
Ministry of Crafts and Small and Medium sized Enterprises – Suzana Tarnik, Marina Lang Perica
Office for NGOs – Cvjetana Plavša-Matić
Office for Strategic Planning – Sead Kotlo, Hana Posavec, Ana Vojnić
Office for Social Partnership – Vitomir Begović, Ana Cvitković
ROP (Sisak) - Bernard O'Sullivan (Denis van Dam)
Sisak-Moslavina County (County office and government’s office) – Đuro Brodarac, Nada Androšić, Stevo Bajić, Ivanka Roksandić, Vesna Krnjajić
Strategic Planning Office (in Prime Minister’s office) – Sead Kotlo
ANNEX 2

FINDINGS ON KEY ISSUES IN REGIONAL DEVELOPMENT

Directions for Regional Policy

· based on constitution (principles of decentralization, equal participation of citizens and solidarity are assured and the rule of law)

· no single policy framework or approach 

· special needs areas are defined (mountain, frontier, war affected, sparsely populated, islands) – different instruments

· financially assisted areas cover more than 300 self government units (special status for 5 years to keep all ‘shared taxes’)

· government financing for RD – raises the question “is this serving subsistence and dependency (rather than development capacity/ potential)?”

· some initiatives intended to favour weakest regions (e.g. weighting system for counties applied by Fund for RD) but difficult to measure impact

· political pressure to offer some resources to all counties (issue of concentration may be hard to tackle politically)

· weak mid or long-term planning – annual plans widely in use

· three year budget survey system has recently been introduced but not yet firmly established. 

· development directions can be found from ministries´ sector policies (numerous uncoordinated programmes)

· act based bottom-up programmes targeting specific territories are funded

· all plans and programmes have to approved by the parliament to in order to receive state funding (a budget line)

· slow actions because of centralised decision making on programmes (e.g. Sustainable Islands Development Programme approval sometimes takes 2 years)

· in many cases local communities are waiting for state support and have difficulties to take development initiatives in their own hands

· popular perception – decentralisation makes regions less dependent and ensures even growth

· bias towards stronger regions – existing policy supports stronger regions and widens disparities (inertia) 

· uncritical belief in ‘bottom-up’ tends to favour the stronger counties, towns and municipalities  

· ROPs, the first partnership based programmes have no direct access to state budget (activities not funded yet)

· each of the line ministries have a number of top-down programmes, which are typically not based on local, county needs or programmes / consultation

· government county offices are a information channel to the central ministries but they seem to lack status 

· wealthiest counties have their own programmes or projects (no state contribution)

· there is obvious overlap of development activities because of missing horizontal / vertical coordination

· state institutions are sometimes willing to support local programmes and projects, but there is no mechanism to do it

Consultation with and Involvement of Wider Society

· consultation is voluntary for the government bodies (not standardized, regulated)

· varies by ministries and even by each of departments in a ministry

· infrastructure for consultation varies between sectors

· typically personal contacts and lobby based

· county and local self-government tends not to work in coordinated manner at national level

· county and local self government rarely consulted – and only on laws specifically referring to self government and de-centralisation 

· lacking transparency

· partnership not understood as being institution based (filling an institutional space), continuity (programme of work), based upon diversity (different stakeholder groups), based upon collaboration (new working methods), having mandate (input to government decision making referring development priorities)

· Business community is poorly organized and rarely involved in the ministries development activities

· Office for Social Partnership (based in PM Office) exists for two years and serves tri-partite social partners Council. Council meets at least monthly. 

· Early ideas to widen social partner framework to include civil society.

· Regional social partner Councils exist in 18 counties. Some of these involved in Regional Operational Programme experience. 

· Office for Coordination with NGOs acting as “go-between” for Administration and civil society. 

· 24,000 registered NGOs. No cross sectoral coordination. Networks emerging within sectors. 

· Nominations procedures developed for appointments to Council for NGOs.

· Foundation for civil society recently established.   

Decision Making

· Decision making is formally coordinated through the government programme and parliament budget approvals (parliament takes all the major decisions on programmes & funding) 

· Weak link between Programme of Government and initiatives taken by Ministers

· origins of government (ministerial) actions not always clear – effect of lobby groups “if two or three employers tell me there is a need, then there is a need!”
· culture and tradition of ministerial autonomy (planning & implementation)

· objectives and criteria for programmes and schemes (for the regions) drawn up by individual ministries/institutions / without common reference framework

· inter-ministerial decision making weak – no evidence of inter-ministerial coordination at level of decision making

· heavy dependence of ‘experts’ (technocratic) often based on theoretical paradigms and models rather than actual learning from doing and monitoring

· no tradition/culture of participatory work practices 

· beneficiary/target groups rarely consulted before decisions taken

· little evidence of learning approach to decision making (needs assessment, policy appraisal techniques, piloting)

· NGOs not systematically involved in the planning, decision making or implementation processes, however some exceptions exist e.g. Ministry of social welfare and labour

· Academics are widely used and involved in the ministries work

Resources, Management and Implementation 
· mechanism for inter-ministerial co-operation generally ineffective, but some examples of good inter-ministerial cooperation (mainly programme/ initiative based) 

· ministries are self-sufficient in the implementation of programmes

· central management systems within a ministry is based around Collegiums (Senior Officers Group) with high degree of independence for departments

· fragmented, overlapping programmes

· ministries’ internal communication is typically weak

· inter-ministerial communication is not organized

· local and regional self-governments are fund driven rather than need or strategy driven

· at local and county level there is a lack of management resources and development capacity (mainly because of poor management and administrative structures) 

· ministry of finance allocate and control financial resources (state budget)

· some 50% of local self-governments have a special status to keep 100% of collected ‘shared taxes’ (poor financial resources)

· self-governments fiscal capacity varies significantly

· ‘local taxes’ are not fully collected (because of political reasons)

· bureaucracy at the local level is the biggest obstacle of private investments (to develop economic capacity) 

· government institutions are under resourced (lack of qualified personnel)

Monitoring and Evaluating

· Government monitoring or evaluating system based on internal line management systems (e.g. Strategies for 21st century – individual ministries monitor their own performance through their Supervisory Body). 

· Confusion between management and monitoring role. 

· No common framework for monitoring or evaluating performance against government objectives

· No evidence of prior appraisal of policies or programmes

· some initiatives intended to favour weakest regions (e.g. weighting system for counties applied by Fund for RD) but difficult to measure impact

· Little if any evidence of base lining in any of the development areas. 

· There seems to be more emphasis upon target setting rather than any form of management by objectives

ANNEX 3

PROJECT OUTPUTS

The following matrix summarizes the project outputs of the different groups. 
	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution Building

	Facilitation Team


	* Proposal for NSRD/AP

* Ensure that proposals are  well consulted with national and county level stakeholders
	* Proposal for legal basis 

* Ensure that new legal basis is well consulted with stakeholders 
	* Proposal for institutional arrangements

* Strengthen institutions, co-ordination and capacities at national, county, local levels

* Ensure wide participatory process

* County stakeholders trained on EU principles

* ToR for NDP

	Co-ordination Group


	* Approve NSRD/AP


	* Approve new framework law
	* Approve new institutional arrangements

* Ensure that new government structures are operational  

	Stakeholders’ Group / Forum


	* Consensus achieved on NSRD/AP
	* Consensus achieved on new legal framework
	* Consensus on institutional arrangements

* Culture of Partnership strengthened among stakeholders at national and county levels


ANNEX 4
PROJECT ACTIVITIES BY PHASES
The following matrix summarizes the project activities in the Phase 1.
	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution Building

	Facilitation Team


	* Establish Working Group

* Detail work plans

* Analysis of current RD 

* Methodology for preparation of NSRD/AP

* Outline a RD policy concept

* Introduce and developed ideas with Coordination and Stakeholder Groups

* Consult with county level stakeholders

* Assessment of RD needs vs. funding instruments

* Prepare a framework for NSRD/AP


	* Detail work plans

* Assessment of existing key laws

* Methodology for preparation of legal basis

* Visits to reach confidence with crucial stakeholders 
* Develop ideas with Coordination Group

* Form legal working group
	* Recruit experts 

* Team building event for the Facilitation Team

* Project launch

* Achieve political support for the project

* Support PIU to strengthen capacities

* Establish Coordination Group

* Assessment on MPWRC capacities

* Project launch seminars for county, local stakeholders



	Co-ordination Group


	* Reach common understanding on RD needs
* Present ideas for local/ county stakeholders
* Consult with Facilitation Team to develop a framework for NSRD/AP   
	* Consult with Facilitation Team to create views on new legal basis 
	* Make the group operational, create a work program

* Assessment on ministries capacities
* Study visit to a EU member state


	Stakeholders’ Group / Forum


	* Opinions and views on strategy proposals
	
	* Animation meetings with national stakeholders

* Membership selection procedures for Stakeholders Group

* Establish structures to build partnership 


The following matrix summarizes the project activities in the Phase 2.
	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution Building

	 Facilitation Team


	* Draft NSRD/AP in interaction with Coordination & Stakeholders Group 

* Keep local and county level informed on process

* Submit NSRD/AP draft
	* Outline the principles of law 

* Start drafting new legislation in interaction with Coordination & Stakeholders Group 


	* Facilitate meetings: Stakeholders  monthly; Project Management Group monthly; Coordination Group quarterly

* Support MPWRC to develop management capacities

* Link ROPs into national framework

	Co-ordination Group


	* Link the NSRD/AP process into 3-year budgeting

* Work on strategy and AP elaboration

* Reach consensus on NSRD/AP drafts
	* Develop the principles of new legal basis 
	* Consult members of Coordination Group 

* Ensure the AP to be based on 3-year budgeting cycle 

	Stakeholders’ Group / Forum


	* A high-level partnership forum on proposals
	* Direct the values of a legal basis  
	* Build partnership capacities including a EU study visit   

* Contribute strategy elaboration




The following matrix summarizes the project activities in the Phase 3.
	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution Building

	Facilitation Team


	* NSRD/AP drafts circulated for consultation

* Guidelines for RD programmes 2006-2008 / budget survey

* Seminars for county level stakeholders

* NSRD/AP submitted
	* Legal framework draft submitted and circulated

* Drafted law submitted
	* Proposals for institutional arrangements circulated
* Workshops for stakeholders groups

* Monitoring and evaluation arrangements developed



	Co-ordination Group


	* Approve both NSRD and AP
	* Approve drafted law 
	* Approve new institutional arrangements

	Stakeholders’ Group / Forum


	* Achieve commitment on NSRD
	* Achieve commitment on legal framework
	* Participate county events to strengthen vertical linkages

* 3rd Forum convened


The following matrix summarizes the project activities in the Phase 4.
	Sphere/Output
	Strategy/AP
	Legal Framework
	Institution Building

	Facilitation Team


	
	 
	* Management plan for MPWRC

* Final Report submitted

	Co-ordination Group


	* Guidelines for inter-ministerial coordination accepted 
	
	

	Stakeholders’ Group / Forum


	
	
	* Final Forum
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� Interestingly, the Croatian National Economic and Social Council (Social Partners’ body) is modeled on the Irish NESC and there are early plans to widen this beyond the traditional social partners (employers, trade unions and government) to include civil society (and the local and self-government??) in a future National Economic and Social Forum. Regional Economic and Social Councils have been set up in at least eighteen counties and some of these have already been active in the preparation of the Regional Operational Programmes.








