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Purpose of Paper
The purpose of this paper is to present an initial assessment concerning the 2005-08 technical assistance (TA) requirements to implement the IPS.  Included in this plan will be key implementation milestones over the next three years.  It is hoped that the plan will serve as a useful point of departure for more in-depth discussions with donors on IPS implementation in the months ahead.  The Government acknowledges the important contribution of the Donor Technical Secretariat’s collaborative work with the Government Technical Secretariat and of the TA already provided by donors to support the IPS process.  
Putting IPS Principles into Practice: Initial Steps
The detailed process for managing external assistance will be developed over time by the Council of Ministers and the Ministry of Finance.  However, the approval of the IPS proposal will require some early changes to the way TA is negotiated, approved and implemented in IPS-related areas.  The following steps will be implemented by September 2005.
1. All TA proposals supporting any of the core central organizations responsible for implementing the IPS should be reviewed by the Government Technical Secretariat prior to approval.  These include affected departments in the Council of Ministers, the IPS-related function of the Ministries of Finance, European Integration, or Economy (public investment or external assistance functions).

2. All TA proposals involving strategy, policy, financial work with line ministries should reference the IPS and agree to use approved IPS processes (these will be put in place throughout 2005-06) wherever appropriate.  This would include:

a. strategies and medium-term policy work will reflect the planning methodology/formats established by NSSED;
b. program-level policy work or costing proposals will reflect the MTEF/budget methodology and indicate wherever relevant how the proposals affect the ministry’s existing MTEF/budget plan;
c. policy or program work should reference EU integration implications in general and any impacts on the European Partnership Action Plan;

d. the expression of expected results should, wherever appropriate, follow the performance reporting approaches established through NSSED (medium to longer term) and MTEF (1-3 year outputs) and be tracked through the ministry’s MIS (DPDC database); and
e. proposals affecting the distribution of ministry functions or ministry structures should be consistent with the Department of Public Administration’s functional review process. 

3. Donors are requested to take the IPS processes into account when completing institutional assessments and recommending process improvements.

4. Donors are requested to include general clauses such as “familiarity with the IPS” and producing work “in conformity with the IPS” wherever appropriate in the TA documentation/requirements.

The Government will periodically circulate electronic versions of up-to-date approved IPS methodologies to donors for provision to external consultants. 

IPS Implementation and TA Plan
This plan sets out, within concrete time frames through to 2008, the IPS’ implementation milestones.  Like any complex undertaking, it is recognized that implementation rarely unfolds precisely according to plan.  For this reason, the Government has placed high emphasis on establishing political and administrative oversight and coordinating bodies to ensure that the diverse but related program elements are delivered in a timely manner and that when unanticipated obstacles arise, the capacity exists to respond quickly and flexibly.  There are two components to this plan: A. technical assistance needs for 2005; and, B. implementation milestones and technical assistance needs for 2006-08.  Detailed implementation plans will be approved by the Government Modernization Committee of the Council of Ministers by October.  TA plans will be organized around the ten core IPS reforms.  
	#
	Core IPS Reform
	Lead Orgs.

	1
	establish government modernization program to ensure coherent IPS implementation and identify future modernization initiatives
	CoM 

	2
	transform NSSED into a strategic planning process to ensure that the government’s development strategy and supporting sector strategies will achieve medium and longer-term goals
	NSSED
line ministries

	3
	fully implement the medium-term budget program (MTBP) process and procedures, ensuring that it captures all planning programs (e.g., NSSED, Government Programme, EU Integration)
	MoF 

[Budget Dept.] 

line ministries

	4
	establish external assistance strategy function to ensure external assistance is effectively aligned with government priorities
	CoM

	5
	establish more strategic, comprehensive public investment and external assistance planning and financial management processes
	MoF

[Budget Dept.]

line ministries

	6
	ensure that EU integration planning is properly integrated in all other planning frameworks
	MEI

line ministries

	7
	strengthen policy development (in line ministries) and policy management (in CoM) capacities to support the Council of Ministers’ decision-making role
	CoM [DPDC] 

line ministries

	8
	implement an integrated monitoring system, supported by a single-window MIS
	CoM [DPDC] 

line ministries

	9
	complete strategic review of Ministry of Economy (linked to broader functional review program)
	CoM [DOPA], MOE

	10
	establish optimum delivery model within line ministries planning and monitoring department in line ministries that covers all planning frameworks, including, NSSED, MTBP, Government Programme, EU integration
	CoM [DOPA],

line ministries,

all central institutions 


A.  Technical Assistance Needs for 2005
As mentioned, TA has already played an important role in supporting the Technical Secretariat in its development of the IPS proposal.  At least, eight different TA projects funded by DFID, the European Commission, UNDP and the World Bank have directly supported this process during the last year and a half, as described below.  
Recent and Current Projects Directly Supporting IPS Implementation
	Project/Donor
	Client
	Summary
	Status

	MTBP/Budget Support
[DFID]
	Budget Dept. (MoF)
	three core consultants provide support on process management, methodology and content; includes work with pilot ministries on MTBP implementation
	extended to June 2005; new phase in Sept. 2005

	NSSED Support
[DFID]
	NSSED (MoF)
	two core consultants provide support on process management, methodology and content
	funded to end 2006

	CARDS Support
[European Commission]
	Integration Dept. (MEI)
	one core consultant with others as required provides policy advice on design, management and monitoring of CARDS program
	funded to June 2005

	MIS & Monitoring Support
[UNDP]
	DPDC (CoM)
	a team designed and implemented MIS monitoring system, now extended to all ministries
	ended in 2004

	Policy Formulation
[World Bank]
	DPDC (CoM)
	one advisor visits quarterly to assist Technical Secretariat and advise CoM on strengthening policy management 
	funded to Nov. 2005

	Costing & Prioritization

[World Bank]


	NSSED

(MoF)
	team of international and local consultants will assist ministries identify, cost and prioritize policy options to inform MTBP planning
	Jan. to June 2005

	External Assistance Management

[European Commission]
	Integration Dept.

(MEI)
	combines policy and training advice components, plus MEI-specific advice to strengthen external assistance
	started in Jan. 2005

	Functional Reviews

 [World Bank]
	DOPA

(CoM)
	to streamline organizational structures in Albania and eliminate duplication; is examining economic portfolio ministries 
	started in Spring 2005; funded to 2006


In addition, a number of other projects have indirectly supported IPS objectives, including past work on improving policy formulation, preparing regional development strategies, and strengthening capacity in INSTAT and the Ministry of Finance’s macroeconomic department.  
For 2005, it is anticipated that very little new TA will be available, especially given the gap created by the July elections.  It is anticipated that accelerated IPS implementation would begin with the 2007-09 MTBP planning cycle that will begin in early 2006 and that most 2005 needs would be met through existing TA.  However, there are three areas where potential demands should be identified for 2005.
1. Redesign the Government Action Plan (GAP) MIS to become the IPS MIS:  
The IPS proposal recommends that the GAP MIS be harmonized with other planning systems so that it can serve as the exclusive performance monitoring system within ministries.  During 2005, the GAP MIS will continue to operate across all ministries using the existing data elements and reporting mechanisms that were developed to support the GAP.  However, a parallel process needs to be undertaken to ensure that the redesigned system is ready for full implementation in 2006 for the 2007-09 planning cycle.  This must begin in 2005 with a technical assessment to ensure that the MIS can meet this expanded role.  At the same time, the current data element definitions need to be harmonized with IPS (particularly MTBP) terminology.  Then, the design work, related programming, testing, and documentation need to be completed by early 2006 if the system is to be operational in time to support the 2007-09 planning process.  Finally, the set of actual measures (e.g., MTBP outputs) coming from the 2007-09 plans, approved in 2006, need to be data entered into the system.  If this window is missed, and a full-year is lost, there is a risk that the system may slip into disuse.  This would adversely affect IPS efforts to emphasize improved performance measurement, monitoring and reporting.
To accomplish these goals, the type of assistance formerly provided to DPDC under the UNDP-funded MIS project needs to be reactivated (by UNDP or another donor) either as a one-time measure for 2005/06 or, preferably, as part of a longer-term commitment through to 2007.    
2. Identify optimum delivery model for line ministry planning (policy and financial) and monitoring functions.  
The identification of an optimum ministry organizational model for IPS delivery logically relates to the existing functional review project being undertaken by DoPA.  However, the project is not resourced for this.  Either new or supplementary TA will be needed to undertake this additional functional review.  Ideally, the consultation and analysis for such a model will be initiated in 2005 in time to begin implementation in some ministries in 2006. 

3. Establish new functions for IPS implementation.

There are three new functions that will be implemented in the second half of 2005 for which new or supplementary TA will be required.    
i. establish Government Modernization Program in the Council of Ministers;
ii. establish External Assistance Strategy function in the Council of Ministers
; and
iii. transfer the external assistance and public investment functions into the Ministry of Finance.
These initiatives have the following in common.  All will eventually require dedicated support that will not likely come on stream prior to 2006, but all may require some preparatory work during the second half of 2005 as these functions are established or transferred.  The timing for this will depend to some degree on the time required to form a new government following the July elections.  Any vehicles able to provide the necessary short-term support would be appreciated. 
2006-08 Technical Assistance Plan

The IPS elaborated a far-reaching and ambitious set of administrative reforms.  The chart below identifies the core IPS reforms and the government organizations to which any technical assistance, if required, would be directed.
In the following pages, a three-year outlook is provided for each core reform and supplemented with one-page TA profiles.  These indicate appropriate areas for TA, in particular where the design of a new process or product would benefit from international experience and/or where capacity/skills gaps are anticipated.  The profiles will, it is hoped, serve as the basis for more in-depth deliberations with donors.  It is recognized that the ultimate project design will depend on the results of design missions and the subsequent negotiations.  Nonetheless, it is expected that the focus of TA will directly support the core IPS reforms and objectives.  
	Core Reform #1

	Establish government modernization program to ensure coherent IPS implementation and identify future modernization initiatives 


The IPS recommended the establishment of a Government Modernization (GM) Program, to be delivered and coordinated by an organization within the Council of Ministers (CoM).  Once established, the GMP will oversee the development of the IPS methodologies and products, working closely with all the organizations responsible for individual IPS components.  The organization will also develop a 3-year GM Strategy that may extend to other modernization initiatives, such as e-government or service quality improvement.  A new Government Modernization Committee
 of the Council of Ministers will be established to monitor IPS progress and provide political guidance.
Although the full scope and content of the GM Program will only be determined with the completion of the 3-year strategy, the anticipated rollout plan is set out on the table below.  It should be emphasized that the GM organization will remain reasonably small and focus on providing leadership and methodological guidance and ensuring that integrated products are produced.  The majority of actual procedural work will be completed by officials in other organizations such as the NSSED, DPDC, General Budget Directorate, and Ministry for European Integration. 
	Year
	Key Measures

	2005
	· approve organizational model and mandate; submit budget request

· begin hiring process for head and 1-2 officials

· establish GM CoM Committee

· agree on detailed IPS implementation plan with key central organizations

	2006
	· convene all-ministry conference to launch IPS implementation

· establish IPS implementation working groups

· approve key IPS planning methodologies

· approve first set of integrated products (planning calendar; integrated plans)

· monitor IPS implementation, including restructuring (with DoPA) 
· begin research, consultations on GM Strategy
· additional hiring (2-3  positions)

	2007
	· convene all-ministry conference to assess, provide feedback on IPS progress
· amend procedures, regulations, laws as required to reflect methodologies

· release first set of ministry integrated plans

· complete GM Strategy (2008-10)

· complete hiring (2-3 positions)

	2008
	· convene all-ministry conference to review IPS progress; launch GM strategy
· evaluate IPS implementation; recommend next generation of improvements

· release first set of ministry integrated annual results reports
· agree on implementation plan for GM strategy


Technical Assistance Profile: Council of Ministers
	1.  Establish Government Modernization Programme 

	Client
	Deputy Prime Minister or Minister for Coordination & Head of Government Modernization organization (location of unit within CoM to be determined) 

	Program Objectives
	· to develop a comprehensive Government Modernization programme for implementation across Albania’s public administration

· to oversee the implementation of the IPS
· to ensure the production of integrated planning and monitoring products 

· to ensure coherence and provide methodological guidance during the design stage for all IPS planning and monitoring processes

	Time Frame
	· 2005-08

	Commitment
	NEW TA REQUIRED
· 1 core consultant (extended stays), supported by short-term consultants with specific expertise

	Key TA Activities
	· work with head and staff of Government Modernization unit to:

· develop the government modernization plan
· develop an annual work programme for IPS, and ensure coherence among the workplans of the key contributing organizations (CoM, MoF, MEI)

· oversee the development of IPS-related methodologies

· coordinate the completion of various integrated products (e.g., integrated planning calendar, integrated ministry plan)

· oversee (with DOPA) the establishment of integrated ministry delivery units

· design, implement and support necessary coordinating mechanisms (steering groups, working groups, inter-ministerial groups) 

· identify other programs that need to be linked to government modernization

· help design an annual GM conference with line ministries

· advise on communications products 

· provide advice to the Deputy PM and CoM on government modernization and IPS issues

· provide support to the Government Modernization Committee

	Products
	· required legal and administrative instruments to create this function

· comprehensive government modernization plan (3-year)
· planning and monitoring methodologies (in collaboration with other central institutions)

· integrated products (e.g., planning calendar; integrated plan; annual report) tied to annual planning cycle
· periodic progress reports to the PM and Deputy PM/Minister for Coord.

	Risks
	· is not able to attract sufficient political attention or exert sufficient authority

· other central institutions do not collaborate or share information

· head of unit does not possess right leadership qualities or attempts to exert authority over peers


	Core Reform #2

	Transform NSSED into a strategic planning framework to ensure that the government’s development strategy and supporting sector strategies will achieve medium and longer-term goals 


A fundamental change resulting from the IPS will be the evolution of NSSED into a government-wide, strategic planning framework.  Although NSSED will continue to promote poverty reduction, it will likewise reflect all other national priorities, in particular European and NATO integration and decentralization.  The timing is appropriate as the current NSSED runs through to 2006.  

Accordingly, NSSED will no longer develop detailed 1 to 4-year action plans as this is more properly linked to the MTBP and budget process.  Instead, it will focus on the country’s medium and longer-term development strategy, supported by a series of sector and cross-cutting strategies.  Similarly, NSSED will be exploring, in collaboration with INSTAAT, a new series of high-level indicators to gauge progress towards national goals.  These will replace the very detailed set of indicators used in the current NSSED.  NSSED will also develop an approach to support government priority setting, a key step in the IPS that informs the annual MTBP process.

Finally, the NSSED directorate will be relocating to the Council of Ministers.  This will ensure appropriate linkages to government policy planning, although a close working relationship with the General Directorate of the Budget will continue and expand.  It is anticipated that NSSED’s analytic function for poverty reduction will be retained in the short term, but an assessment will be completed to determine the optimal organizational arrangement.  

	Year
	Key Measures

	2005
	· 2005 progress report approved

· transfer NSSED to CoM (location to be determined)

· implementation plan for transformation process

· begin work on standards, methodologies (some approvals possible) 

	2006
	· develop strategic planning methodology, including approach to medium to longer term costing and incorporation of regional/local government planning*

· complete a pilot “full-scale” sector strategy in at least one ministry 
· complete “short-version” sector strategies in conjunction with new NSSED exercise
· establish approval process for sector strategies

· approve standard set of CoM documents and formats for NSSED products
· deepen policy-fiscal linkages with MTBP, including relationship between sector strategies (NSSED) and program policies (MTBP) 

· initiate work on new NSSED, with particular attention to linkages with European integration strategy

	2007
	· assess pilot sector strategies; revise strategic planning methodology

· initiate second round of sector and cross-cutting strategies

· undertake national consultations

· finalise new NSSED, including new set of higher-level indicators (2008+)

	2008
	· initiate third round of sector and cross-cutting strategies

· agree on reporting format for annual progress report (to begin in 2009)


· may be completed in 2005
	2.  Transform NSSED into a Strategic Planning Framework 

	Client
	· Director NSSED (note: NSSED to be relocated within CoM) 

	Program Objectives
	· to transform NSSED into a comprehensive strategic planning process, underpinned by medium to longer term sector strategies

· to integrate key crosscutting strategies, in particular European integration and decentralisation

· to retain a poverty reduction focus and analytic capacity

· to ensure coherence between NSSED and the public expenditure management (MTBP) process
· to develop and support a government priority-setting process, with the Ministry of Finance, to inform the annual MTBP process 

· to develop higher-level performance measures to gauge progress towards medium and longer-term national goals

	Time Frame
	· 2005-08

	Commitment
	CURRENT TA MEETS BASIC REQUIREMENTS
· two consultants (one resident from October 2005 are part of ongoing DFID project until end of 2006) supported by short-term consultants with specific expertise
· similar, but gradually diminishing support will be required through 2008
· this does not include support required by line ministries to develop sector strategies
· this does not include support required to develop regional development strategies

	Key TA Activities
	· to work with the NSSED Directorate to:

· develop a new strategic planning methodology, including sector strategies 

· develop a government priority-setting methodology, with the Ministry of Finance, linked to the annual MTBP process

· establish medium and longer term performance indicators, with INSTAAT

· develop workshops for ministries on these methodologies

· participate in and assess the ministry sector strategy pilots

· to advise on and assess the effectiveness of NSSED’s anti-poverty focus

· to advise on the optimal organizational approach for delivering the anti-poverty analytic function on an ongoing basis

	Products
	· revised Council of Ministers regulations

· approved strategic planning methodology

· strategic planning manual (consistent with related Council of Ministers procedures and MTBP/budget manuals

· new/revised sector strategies

· new NSSED document

	Risks
	· disruption caused by transfer to Council of Ministers 

· unable to retain or attract necessary calibre of staff in NSSED

· insufficient ministry capacity to undertake high quality strategic planning


	Core Reform #3

	Fully implement the medium-term budget program (MTBP) process and procedures, ensuring that it captures all planning programs (e.g., NSSED, Government Programme, EU Integration)


The MTBP and budget lie at the heart of the IPS and play a critical role in linking budgets to policies.  High-level decisions by the Council of Ministers, especially at the early stages of the MTBP process, will be critical success factors for the IPS.  Led by the Ministry of Finance (MoF), the MTBP process has been deepened with the preparation of detailed procedures that explicitly link MTBP to budget preparation and advance the start of budget preparation to March.  These procedures were piloted in 4 ministries in 2004 and introduced in 9 ministries in 2005. 

The new procedures will require several years to be implemented fully in all line ministries.  Substantial training and on-the-job assistance from the MoF, supported by external consultants, will be required.  A Manual of Procedures for Public Finance Management, including the MTBP/budget, is under preparation.  It is anticipated that further support will be required for completing and revising the procedures and manual based on implementation experience.  Software has already been commission by the MoF to support the new procedures.  Further support will be required for its implementation in all budget preparation agencies and to develop new components for the budget preparation and management software system.  As these requirements cover TA inputs through to 2008, longer-term requirements will need to be identified as one of the outputs of this TA.

	Year
	Key Measures

	2005
	· approve and implement new General Directorate of the Budget

· agree on 2006 MTBP process, linked to IPS process 

· harmonize MTBP terminology/definitions with GAP MIS

	2006
	· support further development and implementation of Programme Policy Review (PPR), Programme Expenditure and Investment Planning (PEIP) and Public Investment Management (PIM) procedures

· build capacity and train MoF, line ministries, and spending agencies in management and application of new procedures

· staff key management positions in General Directorate of Budget 

· design and implement PPR, PEIP and PIM software and related Budget Preparation Software

· implement 2007-09 MTBP as per IPS

· high-level approvals by CoM earlier in process

· earlier MTBP document based on PPR, PEP and PIM processes

· MoF Sector Specialist/ministry negotiations prior to June
· Annual Budget Requests prepared on the basis of June allocations
· implement New Organic Budget Law (if approved by Parliament)

	2007
	· assess prior year’s experience; revise structure and format of annual MTBP/budget documentation as required

· continue strengthening of General Directorate to keep pace with IPS requirements and meet any performance gaps

· present (and publish following approval) Annual Budget to Parliament accompanied by new budget documentation based on PPR, PEIP and PIM

	2008
	· same as 2007, but continuously improving process and quality of information and analysis


Technical Assistance Profile: Council of Ministers
	3.  Fully Implement MTBP 

	Client
	General Directorate of the Budget, Ministry of Finance 

	Program Objectives
	· to restore MTBP as a comprehensive vehicle for integrating policy, planning and financial decisions and delivering the government’s strategic, medium-term priorities

· to implement a stable programme structure in ministries within which programme policy goals, objectives and expected results are translated into concrete 1-3 year programme expenditure plans
· significantly improve the effectiveness of public investment and external assistance and their alignment with government priorities 

	Time Frame
	· 2005-08

	Commitment
	CURRENT TA MEETS BASIC REQUIREMENTS
· 1 core consultant (resident), supported by short-term consultants with specific expertise.  Short-term consulting needs will include:

· assisting core consultant during heavy workload periods

· drafting New Organic Budget Law

· finalizing Manual of Procedures for Public Financial Management (MPPFM)

· designing training curricula for MoF and line ministry staff

· delivering skills upgrading sessions for MoF staff

· working with ministries on PPR, PEIP and PIM products

· preparing and assisting with restructuring requirements relating to the strengthening of the General Directorate of the Budget Department and the transfer of public investment and external assistance functions to MoF (see core reform #8)

· linking MTBP work to Integrated Planning System

· assisting Macroeconomic Department with forecast (if not covered under other TA)

· This does not include extensive requirements to support line ministry capacity development 
· This does not include support needed for public investment and external assistance management

	Key TA Activities
	Primarily, TA support will be organised around the requirements of the Public Expenditure Management (PEM) calendar. Support requirements for each year will be similar. The requirements are therefore presented chronologically below for a typical PEM year.

January/February
· Review previous year’s MTBP/budget allocations against actual expenditures; recommend further improvements

· Test, design, revise MTBP software
· Advise on establishing line ministry MTBP Preparation Ceilings
· Advise on Budget Preparation Instruction Part A 
· Support Council of Ministers (CoM) deliberations on priorities, macroeconomic assessment and initial MTBP decisions

· Advise on preparation and public release of ministry integrated plans (largely based on MTBP) 
March/April
· Support PPR, PEIP and PIM training for MoF and line ministries (ongoing advice throughout preparation process)

· Finalise design of Budget Preparation Software
· Support CoM deliberations on further MTBP preparation decisions

May/June
· Advise line ministries on PEIP preparation
· Advise MoF on review of MTBP requests

· Test, finalize Budget Preparation Software
· Support MoF preparation and presentation to CoM of MTBP document

July/August
· Support MoF preparation of Budget Preparation Instruction Part B
· Ongoing support to line ministries during Budget preparation.

· Advisory support to MoF and line ministries for PIM.

· Implement Budget Preparation Software.

· Design format for budget presentation using PPR, PEIP and PIM.

September/October
· Support MoF review of ministry budget requests

· Advise on any budget implications arising from updated macroeconomic assessment

· Advise MoF on reflecting PPR, PEIP and PIM in CoM deliberations on budget
November/December
· Support MoF with MTBP-related issues arising during Assembly review of the budget 
· Revise MPPF (manual)
· Generic MTBP training for Secretary Generals, Assembly members

· Assess progress made; propose process and support improvements

· Work with other central institutions to finalize integrated planning calendar (driven by PEM calendar) for upcoming year

	Products
	· New Organic Budget Law

· Manual of procedures for Public Finance Management

· MTBP and budget preparation software

· Improved capacities of MoF, line ministry and other agency staff for budget preparation and management

· Annual budgets which are linked much more closely to GoA policies

	Risks
	· CoM does not provide the vital decision-making inputs to the process at key points throughout the budget year

· Lack of capacities in MoF (Budget Department in particular) not adequately addressed through the new General Directorate of Budget

· Lack of capacities in line ministries not adequately addressed


	Core Reform #4

	Establish External Assistance Strategy function to ensure external assistance is effectively aligned with government priorities


The genesis of the IPS project was a shared concern by the Government and donors that Albania’s management of external assistance needed to be strengthened.  The importance of improving the quality of external assistance management remained a key objective throughout the IPS project.  

Organizational improvements include:

· the creation of a permanent External Assistance Strategy organization in the Council of Ministers; and
· the integration of the Ministry of Economy’s external assistance management functions with those in the Ministry of Finance.

Process improvements include:

· development of a sector-based approach, aligned with NSSED, for external assistance planning;
· annual production of a 3-year EA plan indicating how external assistance can best support the government’s priorities; and

· development of a new, comprehensive planning process for public investment (PI) and external assistance, supported by a consolidated financial and management information system that captures all EA activity.
The starting point in 2005 will be the establishment of the External Assistance Strategy organization in the Council of Ministers and the transfer of EA management functions from the Ministry of Economy to the Ministry of Finance.
	Year
	Key Measures

	2005
	· approve organizational model and mandate; submit budget request

· begin hiring process for head and 1-2 officials

	2006
	· continue dialogue with Donor Secretariat and donor forums

· prepare pilot annual EA plan (covering select sectors)

· develop sector-based methodology for EA planning (with NSSED)

· MOF to implement new public investment PI/EA planning system
· increase staffing in EA Strategy Unit

	2007
	· expanded annual EA plan prepared (additional sectors)

· pilot sector EA plans linked to NSSED sector strategies

· pilot EA evaluations

· EA Strategy Unit fully staffed and functional

	2008
	· first complete annual EA plan prepared (all sectors)

· full integration of EA within broader planning methodologies (NSSED; PI/EA)

· comprehensive PI/EA database developed
· expand EA evaluations


Technical Assistance Profile: Council of Ministers
	4.  External Assistance Strategy 

	Client
	Responsible Organization in Council of Ministers

(must link to related TA in Ministry of Finance)

	Program Objectives
	· to ensure that external assistance is aligned with the government’s priorities
· to increase the efficiency and effectiveness of external assistance disbursements

· to provide a focal point of contact for donors with respect to the government’s external assistance program 

· to develop, with the Ministry of Finance, a coordinated approach to planning, executing and monitoring external assistance projects across all ministries

	Time Frame
	· 2005-08

	Commitment
	NEW TA REQUIRED
· intensive assistance during 2006, gradually decreasing as procedures are developed and implemented
· small teams (international and local consultants) likely needed to document and harmonize procedures for both ministries and donors  

· note that this work should be coordinated with TA provided to Ministry of Finance to establish their new public investment/external assistance management process across all ministries

	Key TA Activities
	· to work with head, External Assistance Strategy Unit to:
· prepare necessary documentation and undertake hiring process to fully staff the new EA Strategy Unit

· develop internal procedures and guidelines and protocols for information sharing with the Ministry of Finance

· develop, with the Ministry of Finance, new procedures for planning, consulting, negotiating, approving, executing, monitoring and evaluating external assistance

· develop a sector-based approach, linked to NSSED, for planning and developing EA projects 

· consult with donors on the best way to operationalize the new system and harmonize donor procedures with it

· develop criteria for ongoing monitoring and effectiveness evaluations of external assistance 

	Products
	· procedures guide for line ministries
· procedures guide for donors

· annual external assistance three-year plan
· annual conference with donors to introduce EA plan

· methodologies to integrate EA into mainstream planning processes (e.g., NSSED, MTBP)

· any changes to regulations/laws required to implement the above

· evaluations of external assistance effectiveness

	Risks
	· poor coordination between the unit and the Ministry of Finance
· line ministries do not collaborate or share information

· donors continue to pursue traditional bilateral contacts and do not follow new procedures

· head of unit doesn’t possess right leadership qualities; staff don’t have sufficient negotiation skills
· delays or problems encountered in transferring EA functions to Ministry of Finance


	Core Reform #5

	Establish more strategic, comprehensive public investment and external assistance planning and financial management processes.


The public investment management (PIM) process in Albania is in urgent need of reform. The Public Investment Programme (PIP) process served Albania well in the past, but institutional responsibilities for organising and managing PI and EA have become fragmented during the transition from the PIP to the Medium-Term Budget Programme (MTBP).  Little or no consolidated information exists on domestically financed projects.  A proper process of identification, appraisal and approval that links with Albania’s policy and planning frameworks does not exist. These gaps affect externally and domestically-financed PI and non-PI external assistance (EA). 

Draft procedures for a modern PIM system have been prepared but not yet implemented by the Ministry of Finance (MoF).  A new EA management process will be co-developed with the Council of Ministers’ new EA strategy function.  With the creation of a PIM Department in the MoF, a proper system for advance identification, appraisal and approval for new PI and EA projects, prior to MTBP/budget or external financing consideration, can be established.

The related TA support must be linked to that provided through the MTBP TA.  In fact, some, but certainly not all elements of the necessary support for PIM will be delivered through the existing MTBP TA (e.g. the preparation of procedures).  The GoA will therefore need to avoid overlap and ensure full synergy is achieved.

	Year
	Key Measures

	2006
	· MoF to establish PIM procedures; incorporate in MTBP/budget manual* 

· MoF to co-develop procedures for EA management; incorporate in MTBP/budget manual* 
· establish PIM Department in the General Directorate of Budget (MoF)*

· prepare mission statement/job descriptions for PIM department staff* 

· design/operationalize PIM/EA software*

· prepare system user manuals
· begin training of MoF and line ministries in new procedures and software.

· hands-on support to the PI Department and line ministry staff

	2007
	· review/revise PIM procedures/software based on implementation experience

· update MTBP/budget manuals 
· train MoF and line ministry staff in revised procedures/software.

· hands-on support to the PI Department and line ministry staff

	2008
	· review/revise PIM procedures/software based on implementation experience

· update MTBP/budget manuals 
· train MoF and line ministry staff in revised procedures/software.

· hands-on support to the PI Department and line ministry staff


* these initiatives will likely be initiated in 2005
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	5.  Establish comprehensive public investment and external assistance planning and financial management processes

	Client
	Ministry of Finance 

	Program Objectives
	· to ensure that public investment (PI) and external assistance (EA) clearly support government and sector priorities

· to implement a new, comprehensive PI and EA management system, including transparent identification, appraisal, and approval stages for externally financed and domestically funded investment projects

· to increase EA effectiveness

· to ensure that a comprehensive information base exists for all domestically and foreign-financed PI

· to build sufficient capacity in MoF and line ministries to implement the new system as part of the MTBP and annual budget preparation

	Time Frame
	· 2005-08

	Commitment
	NEW TA REQUIRED
· 1 core consultant (long-term), supported by short-term consultants with specific expertise

	Key TA Activities
	The TA support will need to be integrated with that for the MTBP to ensure full synergy.  Several of the key support requirements would be provided directly by the MTBP TA (e.g. preparation of procedures) and some of the training would also be supported by the MTBP TA.

· Facilitate the institutionalisation of the new process and procedures

· Assist in establishment of new PI and EA Department, including preparation of mission statement and job descriptions

· Assist in integrating new procedures for PIM into the workings of the new PI & EA department

· Assist in the migration of existing PIM capacity in other ministries to new PI & EA Department where this is required

· Hands-on support for management and implementation of new PI &  EA system 

· Training MoF and line ministry staff in using new PIM procedures and associated software

	Products
	· new mandates/job descriptions of PIM Department

· PIM procedures comprehensively documented and incorporated in MTBP/budget manual 

· PIM software fully operational

· PIM system users manual

· training programs for operation and use of new system

	Risks
	· delays in establishing new institutional structure for PIM

· delays in effective migration of existing capacities to new PIM Department

· failure of attract and retain sufficiently skilled and experienced staff to operate the new PIM function

· lack of capacity in line ministries not adequately addressed


	Core Reform #6

	Ensure that EU integration planning is properly incorporated in all other planning frameworks.


The TA required for this core reform has already been anticipated and is incorporated within the CARDS program.  Unlike other reforms, where assistance may be provided through different donors, TA to support European integration (EI) is provided through the European Commission’s CARDS program, which is coordinated by the Ministry of European Integration (MEI).  Two components of the most recent CARDS program relate directly to IPS implementation and have flexible implementation time frames.  The Government anticipates these will fully meet the needs of this component and potentially contribute to others:
	Component
	Key IPS-Related Objective
	Budget

	Implementation of the Integrated Planning System, in the light of the European integration process
	To ensure the implementation of the Government’s recently announced Integrated Planning System, as well as the engagement in the System of the Ministry of European Integration in order to ensure the proper coordination, prioritisation and budgeting of the European Partnership Action Plan and obligations arising from the stabilisation and association process, and the effective use of Community assistance programmes
	1.3 M


	Improvement of the policy making, regulatory and oversight process
	To strengthen the policy making capacities of the Government central and line agencies
	1.0 M


Envisaged TA for IPS implementation will include: 

· assistance to MEI to ensure the coordination, prioritisation and budgeting of the European Partnership Action Plan (EPAP) and obligations arising from the stabilisation and association process, and the effective use of community assistance programmes, through the MTBP, NSSED and other policy frameworks; 
· assistance to MEI to ensure that obligations under a stabilisation and association agreement become part of the Government’s legislative programme and that their implementation is assured by the line Ministries;
· assistance to support revision of the internal procedures in line ministries and the screening process of central agencies for the submission of new legislative proposals to Council of Ministers; and/or
· continuation of support for the implementation of Government decisions relating to the  reorganisation and modernisation of the strategic planning and monitoring systems.
	Core Reform #7

	Strengthen policy development (in line ministries) and policy management (in central institutions) capacities to support the Council of Ministers’ decision-making role


The IPS proposal committed to implementing several enhancements to the policy development process in ministries and the policy management process within the Council of Ministers.  This will mostly be delivered by DPDC in cooperation with other organizations within the Council of Ministers.
Organizational improvements include:

· DPDC will shift from a generalist policy review organization to one with sector specialists able to provide the government with high quality advice, quality assurance, and analysis.

Process improvements will include:

· strengthening Council of Ministers’ Committee system; 

· preparation of an annual Council of Ministers’ Work Programme;

· design of new methodologies, standards and formats to guide preparation of ministry proposals to the Council of Ministers; and

· improved procedures for providing support to CoM and CoM committees (e.g., better agenda management; briefings; use of CoM committees --links with e-Cabinet project).

	Year
	Key Measures

	2005
	· develop necessary legal changes to implement improved policy development and management
· propose terms of reference for two new Council of Ministers’ committees (Strategic Planning and Government Modernization)

· determine linkages of DPDC to NSSED actions

	2006
	· propose process improvements for Council of Ministers’ committee system

· design and test methodology for developing annual CoM Work Programme

· propose standard set of CoM documents and formats

· propose process improvements for providing CoM support

	2007
	· implement improved procedures

· develop assessment manual for use by DPDC sector analysts in analysing ministry proposals

· develop procedures and best practices manual for ministries on preparing CoM documents 

· finalize methodology and develop high quality, annual CoM Progamme

· train ministries on new process; best practices in policy development

	2008
	· DPDC new role fully implemented; department fully resourced

· continue to provide training to and capacity building in ministries 
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	7.  Strengthen Policy Analysis 

	Client
	Department of Policy Development & Coordination (DPDC)

	Program Objectives
	· to design and introduce policy development and analysis procedures and tools

· to create a policy analysis and quality assurance capacity within DPDC 

· to transform the organization from a generalist to a sector specialist department

	Time Frame
	· 2005-07 (support to DPDC)

· 2007-08 (support to line ministries)

	Commitment
	· one resident advisor with experience in Cabinet Office or similar policy management organization at centre of government

· small teams to work periodically with line ministries 

	Key TA Activities
	NEW TA REQUIRED
· work with DPDC to:

· prepare necessary legal and administrative documents/procedures

· design and implement new methodologies on policy development by line ministries

· prepare annual Council of Ministers’ Work Programme
· increase capacity of DPDC analysts to assess ministry proposals to the Council of Ministers and provide briefings
· prepare and conduct training sessions on the new procedures for line ministry officials

· facilitate study tours/workshops with counterpart organizations from other OECD, E. European and/or Former Soviet Union countries
· assist with budget submissions and DOPA documentation as required to implement restructuring proposal

· work with MIS and e-Cabinet projects as required within CoM

· work with related GoA departments and other TA projects to ensure coordination across integrated planning system  

	Products
	· revised legal instrument (e.g., Council of Ministers Regulations) to reflect new procedures and DPDC’s new role/responsibilities

· Council of Ministers Procedures and Best Practices manual (for use by line ministries):

· developing the annual Council of Ministers’ work programme;

· developing ministry proposals (types, format, standards);

· approval and review of ministry proposals

· monitoring ministry performance 

· Assessment Manual for Ministry Proposals (for use by DPDC officials) 

· Ministers’ Handbook (distributed to incoming Ministers, explaining their role in the decision-making process)
· line ministry training programs on policy development procedures/best practices

	Risks
	· requires stronger policy analysis capacity in DPDC 

· requires improved policy development capacity in line ministries

· depends on information sharing between ministries and DPDC


	Core Reform #8

	Implement an integrated monitoring system, supported by a single-window IPS MIS


The IPS proposal underscores the importance, particularly for decision-makers and line ministries, of having an integrated monitoring system served by a single MIS.  The Prime Minister has previously approved the extension of the Government Action Plan (GAP) MIS to all ministries.  The next step is to incorporate all key non-financial performance information into it; i.e., transform it into an IPS MIS. 

The basic design work needs to be completed in 2005.  This will include a harmonization of terminology, set out in an official glossary, between the different systems and the reflection of this in the MIS.  The design will also take into account the new budget structure established by the New Organic Budget Law.  

Key process and systems improvements include:

· The IPS MIS will capture all approved ministry outputs and output targets.  These will be specially coded to enable specialized monitoring, for example of items from the Government Programme or European Partnership Action Plan.

· An annual monitoring plan will be negotiated with ministries to identify which major outputs and output targets will be monitored by central institutions and which will be subject to internal ministry monitoring.

· Ministries be directed to update the IPS MIS on a more timely, accurate and frequent basis; DPDC will develop standards in 2005.

	Year
	Key Measures

	2005
	· technical assessment of existing system

· agree on data element harmonization (particularly with MTBP)

· initiate redesign work 

	2006
	· complete programming for new MIS
· complete system documentation

· data entry of key expected results from various plans

· intensive work with ministries on using new system and providing timely, high quality information

· develop monitoring methodology

· budget for ongoing system development/maintenance within CoM

	2007
	· finalize ministry measures following Assembly approval of budget

· establish first annual monitoring plan for each ministry
· intense work with ministries on monitoring plan and using MIS for internal operational planning

	2008
	· integrated MIS should be fully operational
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	8.  Improve Performance Monitoring and Harmonize Database Support 

	Client
	Department of Policy Development & Coordination (DPDC)

	Program Objectives
	· to enable a seamless transition from the existing MIS to the integrated MIS for the 2006-08 planning cycle

· to ensure that a “single window” MIS provides decision-makers and senior managers with timely, accurate information of actual versus expected ministry performance

· to establish a permanent MIS support capacity within DPDC and the Council of Ministers

	Time Frame
	· 2005-07

	Commitment
	· (similar to previous UNDP project) small group of consultants with mix of policy and technical skills; mix of international and local consultants; likely requires series of 2-4 week visits and extensive interaction with ministries

	Key TA Activities
	RENEWED TA REQUIRED
· to co-design the revised MIS  (collaborating with other IPS-related projects) and develop a transition plan

· to oversee programming and the transition process in line ministries

· to work closely with line ministries on implementing the new system

· to cost ongoing support budget required by CoM to maintain system

	Products
	· complete IPS MIS system and programming specifications

· administrators manual for use by CoM systems staff

· analyst’s manual for use by DPDC, MoF, and MEI analysts

· user training program for line ministries

· updated users manual for line ministries

· new reporting formats for use by central institutions

· procedures and formats for annual monitoring plans

	Risks
	· existing system may not be easily adapted to new programming and utilization demands

· poor collaboration from other central institutions

· duplicate systems either in central institutions or line ministries persist

· ministries do not comply with data entry deadlines or data quality standards

· proposal for an integrated delivery unit in ministries is not implemented


	Core Reform #9

	Complete strategic review of Ministry of Economy (linked to broader functional review program)


This core reform is being undertaken through the broader functional review project, led by DoPA, that is reviewing the key functions of all ministries.  In this way, recommendations concerning the Ministry of Economy can be taken in conjunction with those pertaining to other ministries with economic mandates, including the Ministry of Finance.  It is anticipated that current TA will deliver this reform.  However, once decisions are made regarding structure, some targeted technical assistance may be required to advise on more detailed, internal restructuring and implementation.
One issue that will affect the proposal is the ministry configuration announced by the new government following the July elections.  Depending on timing, the incoming government may not have access to the recommended approach.  Regardless, the functional review will provide recommendations below the ministry level; i.e., appropriate mandates and functions that can be provided to and taken into account by the new government.

	Year
	Key Measures

	2005
	· functional review launched of ministries with economic mandates

· recommendations provided by late summer/fall

· government approves proposed restructuring plan

	2006
	· completion of detailed internal restructuring plan and necessary restructuring documentation required by DoPA

	2007
	· full implementation


	Core Reform #10

	Establish optimum delivery model within line ministries planning and monitoring department in line ministries that covers all planning frameworks, including, NSSED, MTBP, Government Programme, EU integration


This represents one of the most important elements of IPS and will require new TA.  Until it is institutionalized in ministries and other major spending agencies, it cannot be considered successful.  There will be two stages to this core reform.  First, the delivery model must be determined.  While identifying the need for a more coordinated structure and management approach for planning and monitoring, the IPS project did not propose a particular model.  
Such recommendations will need to be developed in close consultation with line ministries and in concert with DoPA’s broader functional review project.  As mentioned earlier, the terms of reference for that project do not include this component and additional TA will be required.  To ensure proper linkages, the TA should either be added to the DoPA project or, at a minimum, proceed under an MOU with DoPA that ensures coordination.  If delivered separately, cross-membership on any steering committees or working groups should occur.
Second, some line ministries may request TA beyond the general IPS training provided by central institutions to operationalize the new delivery model and the IPS processes within the ministry.  These needs will be identified by ministries, with assistance from central institutions, throughout 2006 and 2007.  It is anticipated that, such work would require a resident advisor for or an advisor able to make frequent, extended visits.  The minimum duration would be two planning cycles; i.e., at least 20 months.   

It should be emphasized that the proposed units are to fulfill a coordinating role with respect to planning and monitoring.  They are not intended to assume responsibility for policy development or budget planning at the departmental or program level.  These functions remain the primary responsibility of departmental/program directors and senior ministry management.  

	Year
	Key Measures

	2005
	· secure resources for functional review of line ministry/major spending agency delivery function 
· determine linkages with existing functional review project

	2006
	· complete functional review; propose new model
· a few ministries/major spending agencies may initiate implementation

	2007
	· implementation underway in all ministries/major spending agencies

	2008
	· implementation completed


IPS-Related Areas Not Covered

Several areas that relate to the IPS have not been covered in this paper and will require further consideration.

· sector strategy development;
· regional strategy development;
· linkages with decentralization; and
· IPS capital (e.g., computerization) requirements.
Conclusion
This paper has represents the Technical Secretariat’s best attempt to highlight gaps.  It is intended to initiate dialogue with donors on optimizing IPS implementation.  It is anticipated that the identification of precise commitments and detailed design of TA will emerge from closer work with donors and client organizations.
� The European Commission-funded project on Strengthening External Assistance Management will be advising broadly on the organization and key functions of the unit, but is not resourced to oversee the establishment of the unit or undertake the detailed process work that will follow.


� The Committee could be chaired by the Deputy Prime Minister or Minister of State for Coordination.  This committee would focus on IPS implementation (e.g., monitoring progress; approving methodologies), as distinct from the key decisions related to actual government priorities (e.g., approving the MTBP, annual legislation program) that will be produced within the IPS process.  These will be taken by the Strategic Planning Committee chaired by the Prime Minister.
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