
	[image: image1.png]



	EUROPEAN COMMISSION

Directorate-General for Development and Cooperation — EuropeAid 

Deputy Director General
Working group New DEVCO's operational information system


DEVCO's new operational information system 
Joint user group workshop with EU Delegations
Dates: 15-16 January 2015  –  Minutes
Scope: 
· EU Delegations survey, 
· internal collaboration, 
· e-procurement, 
· prototype (project entity, results management), 
· external collaboration, 
· sector management, 
· operations management
	Distribution
	All participants and all members of the user group

	Related documents 
	Enclosed:

· list of participants

· Presentations:

· P1 General presentation (state of play)
· P2 EU Del Survey, feedback

· P3, P4: prototype, plenary and testing sessions

· P5 Internal collaboration

· P6 E-procurement

· P7 External collaboration & sector management

· P8 Operations management 

· More detailed feedback from discussions:
· F1 outcomes on general discussions
· F5 Internal collaboration

· F6  E-procurement (presentation)
· F7 External collaboration & sector management

· F8 Operations management
· Comments received on the minutes




1. General outcomes and messages
Objectives and general assessment

The workshop had as main objectives to bring all user group members, both EU delegations and HQ members, at the same level of understanding, as well as to continue to identify high level needs on some selected areas. Those objectives have been reached; the workshop was fully attended by 8 Delegations and 26 HQ colleagues (41 participants in total, including the task force and the consultants as observers). Outcomes in term of high level needs are indicated below as well with more details in attached documents.

Deputy Director General Klaus Rudischhauser attended the debriefing session and pointed out in his closing speech:

· The commitment of senior management in the design process (DG, DDG, management board)
· The importance of users buy in

· The four main objectives we should keep in mind: (1) to facilitate the work of all the people (the new system should not be seen as an additional workload), (2) to give an access to be determined to external people (ie request from Slovenia), (3) to improve quality of data for reporting t management and decision making, (4) to improve transparency.
· Calibrate the level of ambition to make the system starting quickly enough (3-4 years time?)

· Make the link with the simplification exercise, make the link with EEAS

· Two important next steps: Europe Aid days with EU Delegations early March, and the IT steering committee in April for decision making, knowing that it will represent a huge change in term of management for the DG.

In the final discussion the following messages were passed:
· skills and competences of our programme managers is an asset

· we need to remain flexible and open particularly in term of providing a form of access to other DGs

· change of culture and mindset will be a major challenge (be agile, principle of often and cheap)

· provide the necessary overview to intermediate management, put emphasis on transparency and communication on results.  

A call for ideas to find a final name to the system might be a good initiative. 

Before the closing session the consultant Gartner, supporting the task force for methodology and benchmarking of scenarios, shared a strategic vision based on four dimensions which should inform the final reflection work on how the new should look like: generic/specific, common/local, static/agile, buy/build.
The following key outcomes reflect the presentation made to DEVCO DDG.
Key outcomes/ General issues and discussions
· We spend too much time behind our computer with limited added value; we lost the contact with the field; Opsys should help to achieve efficiency gain; Can we establish a baseline of workload?
· Flexibility for local users: eg Opsys should offer an automation of data extractions for exportation to local systems; an additional free sector tagging is another requirement for local users;
· We should apply the principle: Start quickly and be progressive
· Simplification exercise: Field colleagues would be interested to know more about the state of play; information will be provided;
· feedback from EU Delegations survey: 
· was rather comprehensive; it gave a mapping and ideas about existing local systems;
· challenges: speed of connection locally, digital competence of individual operation managers, the system needs to become more easy to use
· Do we need a dedicated person in delegation, who is responsible for quality of data in the system?
· Consistency
· Call for consistency, “multiple IT tools” fatigue: need to ensure consistency in the longer run (see recent or on-going development of IT tools in silos: ROM, evaluation, BPC, Prospect) with training investment, with different ergonomics, different definitions (ie budget line for ABAC and BPC) and new skills requirement (BPC requires a strong knowledge on DAC codes structure)
· Proposed way forward:
· Opsys to define a minimum of common/standard definitions (with a further compliance of all IT tools)

· Work on IT governance (address work in silos issue)

· Priorities:
· Needs prioritisation: assessment criteria should be refined; consider inter-dependence between components; 
· Phasing is a necessity (avoid a white elephant)
· Proposed way forward:
· Ask user group members to indicate their order of priority for the 9 components, for the 7 subcomponents and then rate each of them (will come later; methodology to be defined)
· How to ensure a trade-off between conflicting priorities? (top/down, field/HQ)
Key outcomes/ HQ/Deleg. Survey and discussion
· A vast quantity of local systems (excel, data bases) are used in DEL. and DEVCO. They range from customised lists to sophisticated systems/tables:
· Simple "Who does what" tables 
· Customised lists not available in CRIS (blending projects, simple lists with free commenting fields, etc.)
· Planning tables (for preparation and procurement phases)
· Tables for managing/recording quality and risks related to projects, and the related missions on the field.
· Advanced tool for managing ROM and internal monitoring 

· Sophisticated portfolio and task management system based on project lists

· Sophisticated budget management tool with indicators associated to the payment of variable tranches, risk framework and macroeconomic indicators per country allowing to have country intelligence at all time, as well as a mean to facilitate the preparation of briefings.   

· The quantity of work associated cannot be overstated (re-encoding, and updating)
· Similarly the loss of opportunity in terms of efficiency for the DG is quite important: lack of real time access (information becomes quickly outdated, and the access is limited to a small number of persons), lack of access to partners (the planning tables are exchanged by email), lack of possibility for contractors to encode data.
· Covering only part of those needs through an online system will represent important savings for the DG.
2. Group sessions
1) Internal collaboration (component 7)
Outcomes of the discussion following the presentation:

· ECHO’s experience (Fiche Op mainly)
· Fiche Op goes along a single form document
· Transparency (access to comments)
· Efficiency (allows work in parallel between operational and financial staff as for the final report assessment)
· Fiche Op has contributed to positive changes in ECHO (more collaboration between operational / financial staff)

· HOPE offers the possibility to work off line (during field missions) and then to upload into the system

· Triggers for change: initially rejection of a consultant process review

· Perceived as an important and priority area
· Highly dependent on the context, culture, people mind-set :
· Procedures, access to who is doing what

· Need to break the silos (décloisonner) including by encouraging mixed careers (HQ/field, finance/operational)

· Work on online documents not in sequential way:
· efficiency gain with less draft documents to manage

· Internal collaboration
· Who does what, who knows what (expertise, who did what) is essential
· Way forward? E-CVs (attempt to track expertise)? C4Dev (on-going reflection on who does what)?

· Use IT tools allowing space for comments and collaborative work  (as C4Dev, Base Camp)
· Opsys should encourage collaborative spirit for visa circuits
2) E-procurement (sub-component 4-3)

Outcomes of the discussion following the presentation:

· Procurement is a common process, but DEVCO has its specificities (PRAG, indirect management)
· Mainly paper-based (slow, error-prone)
· Weak support by IT tools at DEVCO (repeated encoding, duplications of documents)
· Serious candidate for IS reuse: DIGIT's e-Procurement platform
· Opportunities for time savings, quality improvement, learning & reporting, more effective use of resources
· Opportunities for reinforced security
· Not everything is suitable for online access or use
· Specific constraints in Delegations (e.g. limited Internet access, access by partners for joint management of the procurement)
· Need for a database of suppliers, experts, etc. (history, references)
· Prospect: overlap or complementarity?
· Will come with new ways of working
3) Prototype (with a focus on project entity, component 1, and results management, component 5)
Outcomes of the discussion following the presentation/testing sessions:

· The work presented by the task force corresponds to the first functionalities of an "alpha-prototype". It is meant to gather concrete feedback and suggestions of users for the future operational system, from the earliest possible stage of the OpSys project.    
· In a period of a few months, the prototype has demonstrated that some of the challenges mentioned (need of a tool for results management) can be solved quickly 
· Few clicks in the prototype (contractors entering results, showing results by country..) have the potential of saving hundreds of hours of work, as opposed to compiling results on excel tables, which is unsustainable anyway.
· Discussion over the project entity, which is the pivot between the financial entities (decision, contract) on the one hand and the results reporting and communication areas on the other hand: Paper to be circulated. 
· Users have been able to test the prototype based on real data
· Among others, they could create online logframe and manage results according to the results framework
· 60 feedback forms have been received from the users during the test. They are being analysed, and will be taken into account as far as possible.
· A few Delegations are willing to continue testing the prototype with real projects, and will continue contributing with suggestions for the future operational system.
4) External collaboration (component 2)

Outcomes of the discussion following the presentation:

· Other DGs are an important group of partners for EU Delegations (to be considered as internal rather than external partners?); need for an overview of what COM is doing in a given country for local communication and coherence purpose; beyond operations to know also about expert missions etc..
· EU MS (and alike, …):
· Manage joint programming obligations (joint analytical work, reporting, common result framework, …); it is a DUTY for EU Del to coordinate joint programming

· Allow joint sector management with EU MS (see EU lead agreement in a given sector, EU Del or EU MS)
· EIB and other EU financial institutions should be considered as another group of partners (more interaction than with EU MS)
· Link with local ODA database (to provide data on what we are doing is an obligation from the aid effectiveness agenda)
· C4Dev: complementarity to be sought (C4Dev offers co-drafting; though difficulty in managing confidentiality)
· Add a partners group with WB, IMF, UN agencies etc… (missing)
· Partner countries: for EDF country link with the IT systems developed on purpose for partner needs (TOMATE …)
5) Sector Management (component 3)

Outcomes of the discussion following the presentation:

· Essential for sector support programmes:
· Results framework can be common to sector budget support, pool funding and projects in a given sector
· Budget support is much more than a financial decision (it covers amongst others sector strategy, coordination, monitoring, reports, disbursement process)
· More than doc management, business intelligence
· Useful to have a "country at a glance" (for HQ briefings, for local use, for EU MS) with a link to documentation (eg national strategies)
· Sector tagging: "free tagging" is essential, should be linked (as for crosscutting tagging) with the indication of an amount (eg for Ebola); Free tagging should be understood as the possibility to complete locally the list of sector tags (with a local control)
6) Operations Management (sub-component 4-1, 4-5, 4-7)
Outcomes of the discussion following the presentation:

· The system should generate timelines for each important process; These timelines have a minimum number of milestones, plus offer flexibility 
· In order for the system to be manageable, main timelines have to cover a distinct sequence of activity: e.g. from identification to the signature of the Financing agreement, from the launch of a tender to the signature of the related contract..
· Measure achieved vs. planned, so as to measure performance, and learn from experience
· The system allows to manage risks
· Global view of the project portfolio is needed to show, per project, the risk indicators.
· Risks are linked to mitigation measures: field visits, ROM, audits, mid-term evaluation (this functionality corresponds to a recommendation of the Court of Auditors)
· Planning system is preferably linked to my outlook calendar
· The system generates the most important templates, once a given process is selected by the user
· The implementing partner should access the system through a portal to upload the deliverables (reports, correspondence, etc.)
· The implementing partner also enters structured information into the system, which can be reused
· For interim/final reports which are linked to a payment, as well as the portion of those reports which is entered as structured information (e.g. results reporting), a link to the "certified correct" is established  
· It is felt that for some contractors (e.g. some local contractors, or some experts), communicating through a portal will be a challenge, especially at the beginning. Therefore traditional channels have to remain open. 
· We face issues with the quality of reporting provided by international organisations; issue of enforcing the contractual conditions; the I.O. has to be able to enter the data into the system
3. Actions – next step(s)
	Action – next steps

	1. Circulate the minutes for additional inputs from the user group on discussion topics

2. Circulate the link where to find information related to the simplification exercise

3. Validate and launch the call for ideas for the name of the new system

4. Project entity definition: come back with a paper/state of play, by 9th  February.

5. E-procurement: Ask for more requirements to the user group  within 3 weeks
6. Priorities: ask for scoring on the main business requirements to the user group (to be done at a later stage, likely mid February)

7. EU Del will continue to test the prototype on a voluntary basis (as reminder: our prototype is a basis for discussion and reflection on a limited number of topics; it is not at this stage the prefiguration of the new system).
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