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	Context and summary:
Financial forecasting has gained in importance with the increasing pressure on financial resources in order to match at best scarce financial resources with needs. Reliability of financial forecast is essential in discussions with resource providers (DG BUDG for budget resources or EU Member States for EDF). Accountability of EU Del and units in their financial forecast is therefore important requiring a close follow up of forecast execution.
Three tools are currently in use within DEVCO and NEAR for financial forecasting:
· BPC, a recent DEVCO tool to capture financial forecasts, to report and to manage budget constraints; BPC is plugged on CRIS (to build a portfolio of programmes) and uses its own programme references to address CRIS incoherencies and to facilitate reporting and budget management; it requires the re-encoding of forecasts by users and additional checks (portfolio)
· MIS a NEAR (ELARG) tool used so far for enlargement countries, capturing milestones and establishing financial forecasts as well as reporting and budget management; MIS was designed for the rather standardizedDG Enlargement portfolio and would require a re-foundation to be adapted to the more complex Neighborhood portfolio;
· CRIS forecasting module, temporarily used for Neighborhood countries (ex directorate F)
Forecast are requested with a precision level of a month, and reported every 6 months.
With regard to financial forecasts the system:
· Should allow establishing a first draft of financial forecasts based on data available and particularly on planning of operations, or distribution of payments by contract; and then completed, amended by the operational manager
· must cover approved actions and actions under preparation, existing contracts and contracts under preparation; it requires that draft decisions and draft contracts could be created could be created at least at the time of forecasting (eg January)
· must cover two years (N and N+1), being extensible to a third year (N+2), with a precision level of one month; 
· must allow to complete financial forecasts with the level of risk justified with a possible comments (ie for high risk situation), 
· must be validated by operational and financial staff and finally by HQ verification units for forecasting; operational staffs remain first responsible for their forescasts;
· should allow minor corrections agreed internally without re-doing the full visa circuit (eg at finance and contract level)
· Must provide inputs (financial forecasts) to reporting tools
· Must capture the follow up of forecasts versus real commitments and disbursements and feed the corresponding KPI of the DEVCO EAMR report
· Should offer an update of forecast in real time while keeping the memory of validated forecast (eg when a contract is cancelled, when a timeline changes)
· Must allow operational staff and financial staff to consult their financial forecasts and to include their follow up in their personal dashboard
Existing tools BPC and MIS are providing a partial answer to that; the interaction with them should be explored (at least providing relevant data).



Glossary:
	CUD
	Create, Update, Delete (mode of interaction with the system)

	Dir geo
	Director of the concerned geographic directorate (Dir geo is a visa)

	Geo desk, unit, director
	Resp the concerned geographical desk, unit or director

	HoS
	Head of operational section in a Delegation (could be a team leader at HQ)

	HoC
	Head of Cooperation (could be the head of operational section in Delegations with a single operational section, or the senior HoS in Delegations with two operational sections or more and no formal HoC position)

	HoD
	Head of Delegation (double “hatted” staff: EEAS and DEVCO)

	OM
	Operation Manager

	R
	Read only (mode of interaction with the system)

	SPSP
	Sector Policy Support Programme (could be a mix of sector budget support and project approach as for capacity building)

	BPC
	Tool used by DEVCO to capture financial forecasts by users, to report on budget forecast, to prepare EDF call for contributions, to monitor internally and externally the budget execution.

	MIS
	Management Information System used by DG NEAR (ex DG ELARG) for operation management and financial forecasting

	Verification units for forecasting
	· Financial units of the concerned directorate for budget lines
· Unit D3 “ACP horizontal maters” for EDF



"Manage financial forecasts"component has the following mainpurposes: 
· Supporting operational managers and financial staff in setting up financial forecasts based on actions planned and ongoing (decisions, tender, call for proposals, contracts)
· Providing data to reporting tools
This component has strong interactions and overlaps with:
· Component 4.1:as planning of operations has a direct link with forecasting on planned and ongoing operations
· Component 4.4: as financial commitments for decisions and contracts while linked to planning of operations are key milestones for forecasting
· Component 4.5: as deliverables are milestones leading to a payment process

Actors involved in financial forecasting:
1. At country/region level: operational staff (operation manager, head of section, head of cooperation), Head of Delegation, financial staff (finance and contract section)
2. At HQ level: operational staff (geographical units and thematic units), financial staff (finance and contract units), verification units for forecasting
3. External partners:implementing experts, contractors
DEVCO Processes involved in financial forecasting:
· programmingand identification/formulation: forecast for decisions (level 1), key step for forecasts for contracts and payments (level 2)
· implementation : for contracts and payments
· audit: for its impact on disbursements (level of payment or recovery of ineligible expenditures)

Triggers/prioritisation/internal reporting needs (dashboards):
1. At country/region level: operational staff (operation manager, head of section, head of cooperation), Head of Delegation, financial staff(finance and contract section):
trigger 1.1. The operational manager should be able to initiate the forecasting process by requesting the system to provide a first draft for the next two years (N, N+1), for commitments level 1, commitments level 2 (contracts) and disbursements based on existing data: programme portfolio, draft action documents, action documents approved, on-going and planned tender and call for proposal processes[footnoteRef:1], existing contracts with their distribution of payments, expected decommitments and recovery orders; then the operational manager will amend, complete and validate the forecast based on its own experience and judgement; the forecasting exercise should be extensible to a third year- CUD [1: Call for proposals are by nature hardly predictable, however a first approximation based on the total available budget should be possible] 

trigger 1.2. The system must provide a support in providing the “reste à engager”, “reste à contracter” and “reste à payer” for each concerned entity, with corresponding business rules (iewarning if the forecast is above the available amount)- R
trigger 1.3. The operational manager must be able to propose a risk level for each payment and to encode a comment as for high risk commitments and payments-CUD
trigger 1.4. The head of the operational section should be able to check financial forecasts before submitting them to the head of the finance and contract section-CUD
trigger 1.5. The head of finance and contract section must validate the forecasts (compliance with legal documents and budgetary resources); he/she must be able to re-assign the file to any staff in the finance and contract section; any change required should be notified to the operational manager and the system should keep memory of it; then the head of FCS send the forecast for final validation to the head of cooperation- CUD
trigger 1.6. HoC must check the forecast, amend them with a mandatory comment (notification of changes) and then send it to HoD in the absence of subdelegation or directly to HQ for the second verification layer-CUD
trigger 1.7. Once HQ feedback is received, in case of changes HoC (HoD) must be able to comment the changes performed by HQ- CUD
2. At HQ level: operational staff (geographical units and thematic units), financial staff (finance and contract units) and Director, verification units for forecasting
For HQ managed funds functionalities are similar as for EU Delegation staff. Triggers below reflect the specific role for verification units for forecasting 
trigger 2.1. Verification units for forecasting must perform their check; any change should be notified to the concerned HoC (HoD) or HoU and operational manager; any change is made under the verification unit responsibility and therefore no further verification is required by the concerned HoC/HoU- CUD
trigger 2.2. The head of the verification unit must perform the final validation; the forecasting exercise ends at that time (twice a year, by 31 January and by 31 July) and data are available for consolidation, management approval and reporting purpose (Budget, EDF, OECD, IATI) -R
3. External partners (implementing partners, contractors): 
Functionalities are similar to the one described in component 2 “external collaboration”
trigger 3.1. Implementing partners and contractors could be allowed to provide their inputs for financial forecast (time and amount of invoicing); this is particularly relevant for grants; the input from the external partner should be checked and validated by the operational manager- CUD

High level data model:
To be developed at a later stage

Next steps:
1. Discussion with R1
2. Specificities for NEAR (MIS)
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