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Executive summary
1.1 Background
In July 2008 the European Commission adopted the document “Reforming Technical Cooperation and Project Implementation Units for External Aid provided by the European Commission – A Backbone Strategy”. The Strategy aims to improve the effectiveness of EC technical cooperation in line with the principles of the Paris Declaration and the European Court of Auditors Report on Technical Cooperation (Report 6/2007). This Action plan includes activities and appropriate targets for the implementation of the Strategy at country level.
1.2 Assessment
In order to asses the current policy framework for development assistance and the experiences with EC funded TC projects, interviews were conducted both with  Government stakeholders and representatives of the main donors present in Guyana. Interviews were structured around the eight Guiding Principles that lie at the foundation of the EC’s Backbone Strategy.
The Assessment showed that information sharing works well between donors and between donors and the Government, whereas the degree of formal donor cooperation is limited. With the Thematic Groups a comprehensive policy mechanism is in place that helps to coordinate donors’ activities and to align policies with the Government’s priorities. However, in certain sectors the coordination process through the thematic groups is not as efficient due to low institutionalization.

Government representative issued a number of concerns with respect to the Strategy’s Guiding principles and current TA practices. Amongst them are concerns about 

· Insufficient long term presence of experts

· Lack of actual capacity building projects as opposed to (preparatory) studies

· Lack of innovative approaches to capacity building (support academic qualification, staff placements, twining arrangements)

· Insufficient involvement in project design and in drafting ToR for expert services
1.3 Action Plan
The following actions address some of the concerns mentioned. They refer to the programme (policy) environment, the design of programmes and the implementation/ management of TC programmes.

1.4 Programme environment: Improve Coordination and Alignment

· Create a centralized platform for information exchange between Government and Donors

· Strengthen Thematic Groups as policy making tool

· Use Synergies in the areas of Infrastructure and Environment/ Climate Change
1.5 Programme Design: Focus on Capacity Building
· Focus on long term training as opposed to short term expert assignments
· Involve line Ministries/ Project executing agencies as early as possible in the project identification and design phase
· Create a training unit and programme across sectors
1.6 Programme Management: Improve quality of services
· Enable Government Partners to prepare ToR and to select experts (incl Framework contracts)
· Reduce share of preparatory studies
· Explicitly require experts to purse a participatory approach
· Increase ECs capacity to manage highly specialized technical projects
· Increase possibility to involve local experts in framework contracts
2 Background
2.1 Introduction
In July 2008 the European Commission adopted the document “Reforming Technical Cooperation and Project Implementation Units for External Aid provided by the European Commission – A Backbone Strategy” (further “Strategy”). The Strategy aims to improve the effectiveness of EC technical cooperation in line with the principles of the Paris Declaration and the European Court of Auditors Report on Technical Cooperation (Report 6/2007).
The Strategy requests Delegations of the EC to prepare “Action Plans” that will include activities and appropriate targets for the implementation of the Strategy at country level. More specifically, the Action Plan should include a) a ‘mapping exercise of TC operations and of parallel PIU’s, b) actions to address TC practices which conflict with the guiding principles of the Strategy and c) measures to phase out parallel PIUs and to ensure better accountability of all TC operations and improved Project Implementation Arrangements
.
The present Action Plan does not attempt to evaluate past or ongoing EC funded TC operations. A comprehensive evaluation exercise of the EC’s support to Guyana with respect to the DAC criteria (relevance, effectiveness, impact, efficiency and sustainability), has already been undertaken in 2007/ 2008
. 

The present Action Plan has been prepared on the basis of interviews with a wide number of stakeholders in the field of Technical Cooperation in Guyana. As the Strategy asks for improved harmonization and alignment, stakeholders across all sectors of Government and representatives of the other main donors active in Guyana have been included in the process.

The Document is structured as follows: 

After introducing the Backbone Strategy guiding principles and explaining the Methodology, the current policy framework for technical cooperation in Guyana is assessed. An overview over sectors and donor interventions (TA Mapping) is given and findings from stakeholder interviews are summarized. In the third chapter the Action plan is presented.

2.2 Guiding Principles and Quality Criteria
The Strategy contains a set of principles that shall guide the future provision of EC funded Technical Cooperation. 
1. Focus on capacity development – TC is provided with the primary aim of supporting internal country processes to promote capacity development at individual, organisational and country-wide levels. Where relevant, TC can be called upon to play other roles[1], such as offering advice, providing support for the implementation and facilitation/preparation of EC cooperation. 
2. Demand-led approach where TC is not provided by default – The provision of TC must be based on the demand and requirements of the partner country. Costs and available options should be transparent. Appropriate dialogue and support may be needed in order to enable clear formulation of the demand for TC.
3. Adopting a results-orientation – TC design will ensure that TC inputs/activities are linked to targeted outputs which in turn lead to sustainable development outcomes. Appropriate indicators will be agreed on in advance to monitor the implementation of TC.
4. Country-owned and managed TC process – Country partner ownership is the key underlying principle for the organisation of EC-funded TC. From the identification to the implementation phase, partner countries will be actively involved in the design of PIAs and TC-supported programmes, including the procurement of TC services and the management, review and accounting of TC results. 
5. Taking account of country and sector-specific requirements – TC support will build on a thorough understanding of the political, socio-cultural, sectoral and institutional context. Blueprint approaches should be avoided.
6. Working through harmonised and aligned action – TC support will be closely coordinated with other donors and aligned to country strategies and programmes through the increased use of pooling arrangements or other harmonised approaches, such as delegated cooperation. 
7. Avoiding the use of parallel PIUs and promoting effective Project Implementation Arrangements – The use of parallel PIUs will be avoided as far as possible in favour of effective implementation arrangements that are fully integrated and accountable to national structures. Parallel PIUs may be justified and/or ‘unavoidable’ in exceptional cases only, such as emergency situations (post conflict), support to Non-State Actors or regional programmes. The use of ‘parallel PIUs’ should always be a last resort, and clearly justified.
8. Considering different and innovative options for the provision of Technical Cooperation – The design of TC support will consider alternatives to the use of international long- and short-term consultants. These alternatives include the use of national and regional resources, twinning arrangements and knowledge transfer beyond standard training approaches.
2.3 Methodology
Technical Cooperation encompasses actions aimed at strengthening individual and organizational capacity by providing expertise (short and long term TA personnel, institutional twinning arrangements etc), training and learning opportunities and equipment
. The Strategy identifies four purposes of TC: Capacity Development, Implementation Support, Support for Project preparation and policy/ expert advice.
Figure 1: Purposes of TC (from Strategy)
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The guiding principles were used in order to structure interviews with Government stakeholders and representatives from other donor organizations active in Guyana. In addition, the following aspects were studied:  
· The Policy Environment for Technical Cooperation. Improved donor coordination and alignment of Technical Cooperation with the Partner Government’s priorities are major components of the Backbone Strategy. It is therefore important to understand the environment in which areas for TC interventions are identified and projects are designed.
· Donors and sectors of intervention (TA mapping).  Equally important is to map current sectors of interventions and areas of specialization of different donors. This helps to avoid duplication of efforts, to create synergies and to identify gaps where more intervention is needed.
· Considerations for future TC interventions in line with the guiding principles meeting the quality criteria. The guiding principles and quality criteria were used to structure interviews with stakeholders and to identify perceived shortcomings in current project setups and gather suggestions for improvement.
The results from the interviews are briefly summarized in the next chapter. For more detailed interview notes please refer to the Report on Activities (separate document). 
3 Assessment

As described above, the assessment encompasses the policy environment for the formulation of TC strategies, the mapping of donor interventions and the discussion of TC practices against the Strategy’s guiding principles.
3.1 The policy environment for development in Guyana
The policy environment for development encompasses the actors, the different levels of coordination and formulation of strategies and the interactions between them. The environment obviously encompasses not only strategies for TC operations, but as a matter of fact TC is rarely discussed as a separate issue, but in the framework of general development cooperation.

Figure 2: Policy framework of development in Guyana
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The policy framework encompasses the following levels:
A High Level Government/ Donor Co-ordination Committee chaired by the President and made up of the Government Ministers as well as the Heads of Missions. This Committee is presently not active.
Thematic groups chaired by a designated Senior Government Representative (generally a Minister) and comprised of technicians of the relevant donors/ lender agencies and non-governmental stakeholders. 
The Thematic groups and the High Level Committee were created by the Government groups in the framework of the PRSP discussion process. The thematic groups functioned initially, then lapsed, and were revived after the elections in 2006
. 
They are institutionalized in a sense that there are general Terms of Reference that define their functions. The ToR name as their functions to “develop mechanisms to improve planning, monitoring and coordination so as to efficiently utilize donor’s resources”, including a) Capacity Building, b) Planning and Programming, c) Monitoring and Evaluation and d) coordination.
In practice, some of these thematic groups meet regularly, while others meet only sporadically, or haven’t met for more than a year (such as the Group on Education). With the Thematic Groups a comprehensive and potentially powerful policy mechanism is in place that helps to coordinate donors’ activities and to align policies with the Government’s priorities. However, in general the coordination process through the thematic groups is not as efficient due to low institutionalization.
The Governance Thematic Group with the sub-group on Security meets regularly and is effective in terms of strategic decision making since they are organized directly from the Office of the President. 
Bi-lateral portfolio review meetings between Donor representatives and representatives of the Ministry of Finance, in some cases also with the Office of the President. The setup and frequency of these meetings differs amongst donor agencies; the EC meetings take place monthly with the NAO task force.
Meetings of Heads of Mission: Heads of mission regularly (approximately once a month) for general information exchange and coordination meetings.
On the operational level Ministries/ Government Agencies implement the projects through project units, often financed wholly or partly from project funds.
3.2 Sectors and donor interventions (Technical Cooperation activities
The following sectors follow the Government of Guyana’s categories as opposed to donors’ varying definition of sectors of intervention. This approach is in line with the ECs approach in adopting local sector definitions.
The Housing & Water, Health, Education and Infrastructure are covered by Government Ministries. Governance is a cross-cutting sector for which a separate Thematic Group under the leadership of the Presidential Advisor on Governance regularly meets. Competitiveness is another cross-cutting issue that concerns the Ministry of Agriculture, the Ministry of Tourism, Industry and Commerce. Discussions are ongoing to establish a Thematic Group on Disaster Management and Climate Change.
The following table shows a simplified overview over TC provided in the different sectors. Please refer to the Annex for a more detailed table.
Table 1: Donor map - overview
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Both the IDB and the EC are currently supporting the social housing sector. The EC funded project, implemented by GTZ, will graduate in 2009. IDB, World Bank and DFID are providing support to the development of the Water Sector, both in terms of infrastructure development and technical assistance/ capacity building.
Support in the Health Sector is centered around HIV/ AIDS prevention and control, with funding from World Bank, CIDA and USAID. IDB operates a mental health care project and supports the implementation of a national nutrition plan in cooperation with the Ministry of Health. The IDB and the World Bank support the Education sector.
IDB and EC are active in the Infrastructure sector. The IDB as a lending institution as a number of loan operations, while the EC (with DFID) focuses on Sea Defenses.
Governance and security is supported by IDB, USAID and DFID. As for Competitiveness and Economic Growth, the EC supports the Government through the Sugar Sector Support. The IDB is providing a comprehensive Competitiveness loan, and is a main actor in the discussion on Competitiveness alongside with USAID and DFID.  One new sector (a Thematic group is about to be established) is Disaster Management/ Prevention and Climate Change. The UNDP leads the discussion in this sector.
Information sharing works well between donors and between donors and the Government, whereas the degree of formal donor cooperation is limited. Nonetheless, very limited actual overlaps or duplication of efforts can be observed.
3.3 Summary of findings from stakeholder interviews with respect to guiding principles

3.3.1 Focus on capacity development

Technical cooperation can have four different purposes: capacity development, implementation support and policy and/ or expert advice. One of the guiding principles is that TC be provided to a larger extent with the aim to develop internal capacities in the country. 
During interviews, government partners share the view that too many resources are being spent on preparing studies and reports at different stages of the project cycle. There is a feeling that studies are being commissioned although similar or the same topics have been studied earlier. The reasons are that earlier studies have either not been sufficiently accepted or are not widely known due to lack of institutional memory, but also that donor agencies have high requirements to the amount of studies needed for the different stages for approval within the project preparation. It was also mentioned, that donors are inflexible in terms of accepting previous studies prepared under other programmes that are only slightly outdated, but in principle still valid.
As opposed to this, Government representatives feel need for long term training aimed at building capacity within the Ministries. On the one hand all Government agencies seem to struggle with a lack of adequately qualified middle level managerial/ administrative personnel. This was particularly highlighted by representatives from the Ministry of Health and the Ministry of Education, stressing the need for personnel qualified at the level of graduate degrees, both as administrative officers as well as specialists in their respective fields. 
On the other hand, Government representatives mentioned that for effective training and capacity building purposes a long term presence of Consultants and trainers in the country is essential (Ministry of Health, Work Services Group). Consultants are often hired for too short periods or for intermitting assignments, not giving enough time to provide practical and hands-on training in required areas.  Consultants/ trainers need to be integrated in the daily operations of the Government Agency and in turn integrate local staff as fully as possibly to provide training on the job.
3.3.2 Demand-led approach

The Strategy requires TC to be provided based solely on the basis of demands and requirements of the partner country. During interviews donors and Government representatives had different views.
There is a wide-spread perception (in particular among the donor community) that despite the well-functioning and continuous dialogue between the donor community and the different levels of Government, the discussion about areas of TC intervention remains donor driven. Especially in the initial project preparation phase, assistance is provided by the donors in order to define the project setup and in drawing up Terms of reference and defining explicit training and capacity building needs. 
Donor representatives also pointed out that the coordination between donors is working well because of the increased efforts of donors to share information and to determine their areas of intervention such as to avoid overlaps. The Government on the other hand is said to take little initiative in facilitating donor coordination. See also comments to Principle 4 (Country owned and managed TC process).
3.3.3 Adopting results-orientation

According to the strategy TC inputs and activities shall be linked to targeted outputs which in turn lead to sustainable outcomes. Checking the validity of inputs and target outputs for individual projects was beyond the scope of this study. 

However, interviews indicated that in EC funded projects outputs and inputs are usually defined in adequate detail. Nonetheless the usually long period between the initial project design and the actual start of implementation/ duration of the project affects the validity of both the defined inputs as well as the agreed output targets. A broad and regular (eg annual) discussion of the validity of assumptions taken in the project preparation phase should take place, involving the all parties to the contract. 
As mentioned above, the sustainability of TC interventions in particular is severely constrained by the high rate of migration of the skilled workforce. The qualification of staff through donor funded training ironically helps the migration of the skilled workforce. This dilemma has been mentioned as the most serious constraint to sustainability of TC across all sectors, from secondary level teachers that leave the country after receiving additional training to specialists in the health care sector that find better opportunities in the private sector.
Sustainability is also put under question when projects are managed under PIU arrangements. Staff in PIUs that deal with donor funded projects - be they integrated into the Government structures or not - in general receive higher salaries than civil servants. In most cases staff are either employed on a contractual basis outside of the public service salary scheme, or they are employed by the Government agency and receive a top up on the salary. Since top ups are generally also paid from project funds, the considerable institutional capacity built up in these project units is often lost when the project funding runs out.
Several Ministries pursue innovative approaches to retain qualified staff despite the rigid and comparatively unattractive salary structure in the public sector. In addition to the contract/ salary top up model Ministries create sub-agency bodies on an arm-length basis, where the Ministry retains supervisory functions. The arm length bodies (e.g. the Lands and Surveys Commission) again can operate outside of the public service pay schemes.
3.3.4 Country owned and managed TC process

The Strategy calls for stronger involvement of the Partner Government during all project phases, from identification to implementation, in the design of PIAs and TC supported programmes, including procurement and management of TC services.

Replies have been mixed about the extent of Government ownership. As for coordination, Donor representatives point out that donor coordination is largely driven by the donor community itself. 

As for project implementation and management, ownership is strongest where Project Partners have built up – usually with support from donors – integrated Project Management Units that take over a large share of the operational work. 

As for project identification and design, Government representatives in the line Ministries seemed to take over responsibility to a lesser degree. One of the reasons may be that ultimately decision making power rests not with the project units or even the line Ministers, but with the Office of the President and the Ministry of Finance.
3.3.5 Taking account of country and sector-specific requirements

TC support should build upon a thorough understanding of the political, socio-cultural, sectoral and institutional context. 
In this respect, Government Representatives expressed concern about the quality of international expert services. It was perceived that Experts often did not put sufficient attention to the political and social-cultural context in which they operate. A number of reasons were mentioned for that deficiency: EC procurement procedures, that are perceived to give advantage to international consulting companies, inadequate selection of experts as well as insufficient time allowed for experts to spend in the country. 
3.3.6 Working through harmonized and aligned action

According to the Strategy TC support should be closely coordinated with other donors and aligned to country strategies and programmes through the increased use of pooling arrangements or other harmonized approaches, such as delegated cooperation. This issue has been addressed in paragraph 3.2
3.3.7 Avoid use of parallel PIUs and promote effective PIA

The Strategy calls for a reduction of parallel PIUs and demands that project implementation arrangements be fully integrated into and accountable to national structures. A PIU is parallel (ie. not fully integrated) when it is created and operates outside existing country institutional and administrative structures at the behest of a donor. In practice, there is a continuum between parallel and integrated PIUs (see box for definition). 
In the mapping exercise for EC’s EAMR (July 2008) the Delegation identifies five PIUs in EC funded projects, none of which has been classified as parallel:
· The National Authorizing Officer Task Force

· The Micro Projects Programme
· The Linden Economic Advancement Programme
· Support to the Competitiveness of the Rice Sector in Guyana

· Support to Guyana Sea Defense (8th and 9th EDF) 

In all cases, the PIUs are accountable to the NAO and the local implementing agency. Staff is hired by the implementing agency where (in most cases) the Delegation is an observer in the selection committee. The ToR in relation to externally appointed staff is done in collaboration with the NAO and respective Government Department-
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Apart from USAID and CIDA all major donors active Guyana are integrating PIUs in the overall Government Structure. There is however a tendency with the Government to actively operate through project units that are at least partly funded also from donor project funds. Although staff is contracted by the Ministries/ Government Agencies and accountability of the project staff is rather to the Government Agency than to the donor, these units do not operate fully within the line structure of the agencies. At times there are several of these “integrated” PIUs within one Government Agency, such as in the Ministry of Education. 
However in general Government Agencies already actively try to create synergies by merging different project units in order to create a single unit that handles all donor funded TC projects. 
3.3.8 Consider different and innovative options for the provision of Technical Cooperation

The design of TC support should consider alternatives to the use of international short- and long term consultants. These alternatives may include the use of
· National and regional resources
· Twinning arrangements

· Knowledge transfer beyond standard training approaches

TC support in Guyana tends to follow standard approaches, relying on Training through international experts by short- and long term consultants. Government stakeholders expressed interest in pursuing alternative approaches. 

Since there appears to be a lack of qualified mid-level managerial and administrative staff, the most common suggestion was to finance degree programmes in order to provide graduate and post-graduate to civil servants. Stakeholders are aware of the risk that enhanced qualifications may increase the likelihood that trained individuals migrate out of the country or seek better paid jobs in the private sector. 

There was wide agreement that national and regional resources should be used more often – also in the form of local and regional consultants that work as part of larger international Consulting Teams.

4 Action plan
The following recommendations have been derived from the discussions with stakeholders and have the objective to bring EC funded TC activities further in line with the EC Strategy’s Guiding Principles. The new EC Guidelines on Technical Cooperation broadly differentiated between three levels of action: the programme environment, the programme design and programme implementation/ management. Recommendations are grouped accordingly; for each action the responsible stakeholders are mentioned as well as a target and risks associated with it.
Figure 3: Guiding principles and levels of action

[image: image7.emf]Monthly meetings for information exchange

Monthly meetings for information exchange

Donor agencies (UNDP,WB, IADB, EC, DFID, USAID, CIDA) 

Donor agencies (UNDP,WB, IADB, EC, DFID, USAID, CIDA) 

48 Community Associations

48 Community Associations

48 Community Associations

48 Community Associations

Line ministries

Line ministries

48 Community Associations

48 Community Associations

48 Community Associations

48 Community Associations

Line ministries

Line ministries

Government of Guyana

Government of Guyana

Ministry of Finance 

Ministry of Finance 

Portfolio review meetings

Portfolio review meetings



Regular Meetings between Ministry 

of Finance and Donors



Regular Meetings between Ministry 

of Finance and Donors

Other Thematic groups

Other Thematic groups



Water & Housing



Infrastructure



Education



Health



But: only partially effective



Water & Housing



Infrastructure



Education



Health



But: only partially effective

48 Community Associations

48 Community Associations

48 Community Associations

48 Community Associations

Project executing agencies

Project executing agencies

48 Community Associations

48 Community Associations

48 Community Associations

48 Community Associations

Project executing agencies

Project executing agencies

Office of the President 

Office of the President 

Thematic group  Governance

Thematic group  Governance



With Sub-group on security



With Sub-group on security

High level committee (currently not active)

High level committee (currently not active)


4.1 Programme Environment: Improve Coordination and Alignment 
Create a centralized platform for information exchange
In the Government there is currently no comprehensive database of TC interventions in place. Although donors in general share information about ongoing and planned TC interventions, the information sharing is usually ad-hoc and efforts of compiling the necessary information are often duplicated. Creating a centralized national database with an online platform would help solve this problem.  

· Implementation: Government supported by EC. A Government agency (Office of the President, Ministry of Finance) should take over the lead role; possible with support in preparation from EC.
· Target: Formal endorsement by the Government and the donor community (Memorandum of Understanding signed); Database structure and operation/ financing concept available by April 2009.
· Risk: Sustainability can only be guaranteed when the database is financed from and used by all stakeholders (Government agencies and donor community)
Strengthen Thematic Groups as a policy making tool
As described above, the Thematic Groups are potentially a powerful tool for strategic decision making that involves both the relevant Government bodies and the donor representatives. Presently, the Thematic Groups partially do not live up to this potential due to a weak institutionalization and weak leadership. 
Thematic groups could be strengthened if:

· The overall structure of the Thematic Groups is reiterated through a Government decision, stating the general purpose of the groups as well as defining the groups, as to avoid confusion about what constitutes a thematic group. Groups should meet at least every quarter. 

· Specific terms of reference are drawn up/ updated for each Thematic Group

· The Government would take over more effective leadership of the Thematic Groups. Groups should be organized by the line ministries, but dedicated staff should be responsible for preparation and organization of meetings. Possibly one donor (lead donor in the sector) can be nominated as co-chair for each group;
· Donors would insist on discussing project proposals in the framework of thematic groups as opposed to in bilateral meetings with the Office of the President or the Ministry of Finance;
· Strategic decisions taken at the level of Thematic groups are fed into project design and implementation on the operational level.

· Implementation: Government in consultation with EC Delegation and other donor representatives. A formal proposal should be addressed to the Ministry of Finance who then forwards it to the Cabinet of Ministers. The Cabinet can take a decision on approving new terms of reference. 
· Target: Approve new (general) terms of reference by April 2009 and specific ToR for the individual groups by July 2009
· Risk: Reluctance by stakeholders to revive the policy making platform.
Use synergies in the areas of Infrastructure/ Environment/ Climate Change:

As explained earlier, in the Infrastructure sector there are potential synergies from other donor interventions that the EC can build upon. 

The EC is providing support to Sea Defenses as well as to the Lands and Surveys Commission in preparing a Land Use Masterplan. At the same time the UNDP is actively engaged in the policy discussion around Environment/ Climate Change and Disaster Prevention. The UNDP supports a number of capacity building projects in the sector, including support to the Lands and Survey Commission and the Environmental Protection Agency (EPA). 
Although the EC’s and the UNDPs projects cover different areas in the same sector, possible synergies should be explored and overlaps avoided. If a Thematic Group on Disaster Management/ Prevention and Climate Change is created, Sea Defenses should necessarily be put on the agenda.
· Implementation: EC delegation, UNDP, Government (Lands&Surveys Commission, EPA, Ministry of Public Works)
· Target: Terms of Reference and for the different Projects (EC, UNDP) are exchanged and adapted, if required.
· Risk: Delay in commencement of services/ project implementation.
4.2 Programme Design: Focus on capacity building
Focus on long term training as opposed to short term expert assignments

Sustainable capacity building usually requires a longer presence of experts in the country. On the one hand that gives experts the opportunity to understand the country and sector specific environment. On the other hand it creates opportunities for the expert to be integrated into the respective Government structure and provide effective on the job training. In addition it is easier to monitor experts that have a longer presence in the country.   

· Implementation: EC delegation and project partners. 
· Target: All EC funded project proposals/ Terms of Reference for projects to be tendered screened whether the allocation of man months can be revised in order to allow for a longer presence in country of a few key experts as apposed to intermitting assignments of a pool of experts.
· Risk: A longer presence of international experts obviously increases the cost  and can negatively influence on the quality of services. The sustainability can be at risk, if LT experts make themselves “indispensable.” This should be avoided in the project design and selection of experts.
Involve line ministries/ project executing agencies as early as possible in the project identification and design phase
In the early stages of project identification and design donors including the EC delegation tend to interact more closely with the Ministry of Finance as opposed to the line Ministries/ Government agencies that are later responsible for the project implementation. It is important to insist on the line Ministries to play the leading role in the design of projects. The Thematic Groups can also play an important role in this respect.

· Implementation: EC delegation; Government. 
· Target: All new TC project proposals have been discussed with and formally endorsed by a Government body that will later on be involved in the implementation of a project.
· Risk: More extensive consultation process may slow down project design.
Create a training unit and program across sectors in consultation with Government and other donors

In order to enhance staff capacity across different sectors and in various government departments a specific Training Project can be setup. A training expert could assist Government agencies in drawing up training needs assessments and in organizing programmes for civil servants in areas such as IT skills, Budgeting and Financial Management, Project Management. The objective would be to enhance administrative capacity across all sectors of Government as opposed to isolated capacity building projects within specific sectors. 
For the Training Program to be sustainable, the Government should set up a specialized training agency. Currently the IDB is assisting the Government in reforming the Public Service and in providing relevant training. All discussions on the project setup should therefore be closely coordinated with the IDB.

· Implementation: EC delegation, Government. In coordination with IDB.
· Target: Prepare a project proposal and discuss with government partners by July 2009.
· Risk: Unavailability of sufficient staff for training; “brain drain” – trained experts may leave the public sector.
4.3 Programme Management: Improve quality of services 

Enable Government partners to prepare ToR for expert services and in selecting experts, also under Framework contracts.
Government partners should be more closely involved in drafting ToR for expert services and in selection of experts in order to strengthen ownership and create a clear line of accountability. To this end it may be necessary to provide support and ToR models to partners. Partners should also as a general rule be involved in drafting ToR for Framework contracts, or in selection of experts under framework contracts.
· Implementation: EC delegation; Project partners. 

· Risk: Selection process may be slowed down; conflicting decisions on expert selection.
Reduce the share of preparatory studies 

Preparatory studies should only be commissioned when it has been clearly established that no previous similar studies have been undertaken. The EC should adopt a more flexible approach in accepting studies that are not fully up to date but still valid in their conclusions. This also refers to the standards or the approach of studies. If a new study is being undertaken, the ToR for the should explicitly require the experts to review all existing data; based on which an adaptation of the ToR should be possible.

· Implementation: EC delegation
· Target: Preparatory studies only commissioned after all available data has been screened by the EC delegation/ Project Partners.
· Risk: Standards for studies 

Require experts to pursue a participatory approach

Although it seems obvious that Experts on consulting assignments actively engage in discussions with project partners and pre-agree on solutions or proposals, often enough this interaction is not explicitly required. ToR should explicitly state that experts should follow a participatory approach, even if their assignment is highly technical and specialized in nature. This will increase the likelihood that solutions are accepted and ownership is increased.

It should be taken into consideration that a participatory approach requires also active input from project partners. Moreover, in the short run a participatory approach is lengthier and therefore costly. This should be taken into consideration when preparing budgets for expert services.

· Implementation: EC delegation
· Target: Participatory approach/ stakeholder consultation required in ToR for all TC projects from April 2009.
· Risk: Increased cost and duration of services.
Increase EC/ EuropAid’s capacity to evaluate and manage highly specialized technical projects
Many of the EC’s TC projects require specialized technical expertise that can at present not easily be provided by Delegation or Headquarter staff. Building up specialized technical/ engineering capacity either in-house or in form of independent experts on long term contracts would help staff to more effectively evaluate or manage technical projects. EC HQ should be able to give technical backstopping during project management.
· Implementation: EC delegation
· Risk: May increase direct administrative costs of project management. May not be feasible without decision from headquarters.
Increase possibility to involve local experts in framework contracts
By their design, framework contracts tend to favor large international consulting consortia. It is nevertheless possible to enable and encourage framework contractors to hire local project staff. 
· Implementation: EC delegation, Project partners
· Target: 75% of TC interventions should involve local consultants.
· Risk: Local Consultants drawn from the already thin ranks of public servants; availability of qualified local consultants

5 recommendations and conformity with strategy’s principles
Figure 4: Recommendations and conformity with the Strategy’s Guiding Principles
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Identifying Parallel PIUs


PIUs are said to be parallel when they meet at least three out of the four criteria set out below (anything less counts as integrated)�:


Criterion 1: Are the PIUs accountable to the external funding agencies/donors rather than to the country implementing agencies (ministries, departments, agencies etc)? (Y/N)


Criterion 2: Are the terms of reference for externally appointed staff determined by the donor (rather than by the country implementing agencies)? (Y/N)


Criterion 3: Is most of the professional staff appointed by the donor (rather than the country implementing agencies)? (Y/N)


Criterion 4: Is the salary structure of national staff (including benefits) higher than those of civil service personnel? (Y/N)
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