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PREFACE

This Implementation Program 2011 — 2013 (1P3) represents the latest step taken by the RGC on
the road towards implementing its policy of Sub-national Democratic Development, and so
realizing its goal of reducing poverty through local development. The Sub-national Democratic
Development policy was set out in 2005 in the Strategic Framework for Decentralization and
Deconcentration Reforms; the legal framework was established by the Organic Law in 2008;
and the reforms set in motion with the election of sub-national councils at the Capital/Provincial,
District/Municipal/Khan levelsin May 2009.

The Organic Law also established the inter-ministerial National Committee for Democratic
Development (NCDD) to oversee the implementation of Sub-national Democratic Development
reforms, and specifically to develop a 10-year National Program to give effect to the Organic
Law and to implement the RGC's D&D policies and strategies. The NCDD developed the
National Program for Sub-Nationa Democratic Development 2010 — 2019 (NP-SNDD), and
this was approved by the RGC in 28", May 2010.

The NP-SNDD was officialy launched in 9", August 2010 at a national forum presided over by
Samdech Akka Moha Sena Padei Techo HUN SEN, Prime Minister of Kingdom of
Cambodia.

The NP-SNDD was developed in a broadly participatory manner, including a series of policy
dialogues involving government ministries, SNA councillors and officials, civil society
organizations and development partners. The process was necessarily time-consuming, but it has
ensured that the program was broadly based and accepted. The NP-SNDD sets out the broad
policy directions, long-term goals and objectives and road map for implementing the reform
agenda for the next ten years.

This IP3 elaborates further on the key concepts, policies and strategies of the NP-SNDD and
goes on to explain clearly, in greater detail, the program of reform for the next three years. This
increased specificity is required to guide implementers and supporters through the critical early
years of the reforms.

Each year a detailed Annual Workplan and Budget (AWPB) will be developed. These AWPBs
will be based on the IP3, but will also take into account progress achieved and opportunities that
arise in the course of implementation so that we can set redlistic targets in the light of
experience, capacity and available resources.

For 2011, given the prolonged IP3 design process, the AWPB will necessarily include
considerable orientation and preparatory activities in order to establish the program structure,
program governance arrangements and program management arrangements. The Royal
Government of Cambodia and its Development Partners have expressed strong support for



adopting a program based approach which will need to be developed in the first haf of the year.
Initial funding has been committed by the government and development partners and more
substantial funding is expected to be available following aformal joint appraisal in early 2011.

Sub-national Democratic Development reform is a long-term and complex undertaking and we
expect to meet and have to overcome obstacles aong the way. Learning from internationa
experience we deem it prudent to move these reforms step by step, learning and adjusting as we
implement. Our approach can be categorized as incremental, and NCDD is committed to a
process of ‘learning by doing’ This IP3 therefore should be seen as a living document, that will
be amended as necessary in light of experiences over the next three years. A formal process of
joint review and amendment is built into the IP3, and this will inform our thinking in developing
the IP3 for the years 2014 — 2016.

This IP3 document was approved by NCDD in its 5™ meeting on 30" November 2010.

Phnom Penh, 08" December 2010

National Committee
for Sub-national Democr atic Development
Chairman

SAR KHENG
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Part 1: Overall Framework of IP3

1. INTRODUCTION
1.1. Purpose of the document

This document sets out the Roya Government of Cambodia's (RGC) first three-year
implementation plan (IP3) covering the first period (2011 to 2013) of the 10-year National
Program (NP) of Sub-national Democratic Development (SNDD).

The 1P3 focuses on (a) the establishment, governance, functioning and oversight of Sub-national
Administrations (SNA), starting with Districts and Municipalities; the effective and efficient
support and cooperation between DistrictsMunicipalities and Commune/Sangkats in order to
further strengthen the capacity and ownership of Commune/Sangkats, and the capacity
development of the Capital and Provinces and (b) the completion and further development of the
overall policy and regulatory framework.

The IP3 will be executed by the National Committee for Democratic Development (NCDD)
through its Secretariat (NCDD-S).

1.2. Processof preparation

Draft One of the IP3 has been prepared by the NCDD-S based on the conceptual framework and
chosen options set out in the IP3 Outline (March 2010).

The core ministries and agencies responsible for implementation of the IP3, namely, Ministry of
Interior (MOI), Ministry of Economy and Finance (MEF), Ministry of Planning (MOP), the
State Secretariat for Civil Service(SSCS) and the National League of Commune/Sangkat
Councils (NLCS) have been involved in the preparation of the relevant sections of this
document.

An earlier version, Draft Zero (August 2010) was circulated and discussed with core Ministries
and Development Partners (DPs) in September 2010.

1.3. Structure of the document

The document consists of two parts: the main document sets out the overall Program framework
while the second part describes in more detail each of the sub-Programs.

The first half of the main document begins by re-stressing that the vision of the RGC on the
National Program for Democratic Development at Sub-national level, which defined the
National Program, is about both political and administrative reform as well as the promotion of
both local governance and local development (Section 2).The Government’s understanding of
the National Program is set out (Section 3), and the Program vision (Section 4) and associated
capacities (Section 5) presented, leading to the definition of the Program in terms of its purpose,
goal, outputs and rationale (Section 6).

The latter half of the main document describes the IP3 approach to the programming of human
resources, capacity development and funding for SNAs (Section 7), followed by the proposed
arrangements for program management (Section 8), monitoring and evaluation (Section 9), and
the total cost of the Program (Section 10).

Finally, the underlying assumptions and risks of the Program are presented (Section 11) and the
overall logical frame presented (Section 12).

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 1



Part 1: Overall Framework of IP3

2. PURPOSE OF THE REFORMS
2.1. Political and Administrativereform

For the Roya Government of Cambodia (RGC), the decentralisation reforms have three
dimensions: political, administrative, and fiscal.

Democratic development can be facilitated by a reform of the sub-national public
administration, but, to really happen, it requires effective institutions of political representation
and genuine civic engagement, as well as an effective distribution of functions and related public
resources among the different levels (tiers) of the public sector.

The National Program (NP) intends to strengthen, therefore, both the institutions of local
democracy and the capacity of sub-national administrations. It should establish systems and
capabilities that make (i) Councils accountable to citizens and able to articulate loca
development policies and (ii) executive and administrative structures accountable to Councils
and able to effectively implement such policies.

The Councils, as policy-making bodies, require autonomous powers, discretionary resources and
effective control over executive and administrative structures that are accountable to them and
can implement their policies. However, they also, and critically, need operating procedures that
facilitate civic engagement and evidence-based deliberations. In other words, they must function
as structures of effective political representation.

In this respect, the periodic electoral contests are the means of forming democratic councils.
However, between elections, councils will engage in problem-focused deliberative processes
that aim at building consensus amongst Councillors of different political orientation to produce
well-informed decisions, impersonal in form and based on understanding gained from
engagement with stakeholders (interest groups and affected individuals) and information
(evidence) regarding actual problems and feasible solutions.

These arrangements are partially in place as aresult of laws and sub-decrees aready enacted, but
considerable work is still required to finalize structures and processes and to build capacity for
effective political representation at sub-national level.

As important as political reform, and to make the political reform effective, the newly created
SNA especially the Districts, Municipalities and Khans require management systems and
capacity to implement Council decisions.

2.2.  Local governance and local development

The aim of the National Program is Sub-National Democratic Development (SNDD). This is
defined in the Lexicon of the Organic Law”.

It would be restrictive to interpret “sub-national democratic development” as an “improvement
of citizen welfare”, ignoring the changes in sub-national governance needed to bring about such
improvement. Equally, it would be restrictive to understand “sub-national democratic
development” as limited to the “development of sub-national democracy”, ignoring the changes
in the volume and allocation of resources necessary to improve the welfare of sub-national
communities.

! Law on Administrative management of the Capital, Provinces, Municipalities, Districts and K hans.
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The development of the democratic institutions of local governance, both political and
administrative, is the primary objective of the National Program. The RGC values this objective,
in and by itself. Yet, democratic local governance is also seen as a critical condition to achieve
the further objective of genuine local development, i.e. the improvement of citizens welfare
through better service delivery, improved natural resource management and increased local
economic devel opment and employment opportunities.

In the RGC's vision, the link between improved local governance and genuine local
development is provided by the concepts of local autonomy, within a regulatory framework
based on legality controls.

The RGC understands that genuine local development requires the exercise of local autonomy
associated with democratic local governance institutions. Such autonomy is critical to allow sub-
national Councils and administrations (i) to develop and implement their own loca policies,
Program and projects and (ii) to adjust to local redlities the national Program that they are called
to implement. Local autonomy, under Law and within a unified state, is key to both mobilizing
the additional resources of social, institutional and financial nature of the localities, and to
improving the developmental impact of the resources transferred by the central government.

However, loca autonomy does imply a change in the nature of the relationship between levels of
government, from one of administrative and bureaucratic control to one of local democratic
accountability and national oversight through a system of legality controls (including process
regulations and technical standards) and the use of higher level strategic plans to inform and
coordinate investment and activities of sub-national administrations.

Finally, in order to realise this vison of SNA, based on autonomous and democratic
development principles, functioning within a system of regulatory oversight and strategic
coordination, there is a need to complete the policy and legal framework and to extend the
reforms across the whole of government.

3. THE NATURE AND CHALLENGESOF THE REFORMS
3.1. Reorganization of the SN system of gover nance and public administration
3.1.1. Differences between the Provincial (strategic) and Local Levels

Cambodia is a unitary state in which Sub-national Administrations® have been established at
Provincial, Capital, Khan, Municipal and District levels by the Organic Law on Sub-national
Administrations (2008). When these are considered together with the Commune/Sangkat
Councils established by the Law on Commune/Sangkat Administrations (2001), two genera
types of sub-national governance and administration systems emerge: provincial administrations
and local systems (for Capital, Municipal and District levels). Local systems consist of two 2-
tier systems (District—Commune/Sangkat and Municipality-Sangkat) and one 3-tier system
(Capital—K han/Sangkat).

2 In Cambodia, the expression “sub-national administration” actually covers all three components constitutive of a
sub-national authority: (i) an elected policy-making Council, (i) an appointed Executive Governor and Board of
Governors and (iii) an appointed administration headed by a Director. [Anukrets refer only to the first two, but the
third could be assumed asimplicit.]
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Table1: Administrative Structure

System Type Sub-Type System Components Number
Provinces Provinces 23
Loca Metropolitan Capital-K han-Sangkat 1
Urban Municipal-Sangkat 26
Rural/Mixed District-Commune/Sangkat® 159

While legidlation tends to stress the commonalities of structures and systems among SNA at all
levels, the RGC is aware of the need to differentiate and clarify, through appropriate
assignments of services delivery and regulatory functions, as well as the establishment of
integration, cooperation and oversight mechanisms, the respective roles of the provincia and
local types of systems.

The reforms set in motion by the Organic Law start to move away from a hierarchically-
organized State administration. Under the old system, the qualitative differences between
Provinces and District were not an issue, because the District was both an administrative and a
territorial unit of the Province. Under the new system, Districts/Municipalities are autonomous
administrations, with their own mandate and funds. The role of the Provincial administration
with regard to Districts/Municipalities is, therefore, to (i) provide a strategic framework within
which Districts’Municipalities can make local plans and take local decisions, (ii) put in place
and maintain appropriate and enabling mechanisms for the oversight of human resources and
(iii) build the capacity of local systems to function efficiently and effectively.

Provinces/Capital, Municipalities/Districts and Communes/Sangkats have different roles and
comparative advantages which should be reflected in the assignment of different responsibilities
and resources.

The strategic intention of the decentralisation reform process in Cambodia is to, gradually but
decisively, transfer to Districts/Municipalities and their constitutive Communes and Sangkats
the bulk of service delivery responsibilities, while strengthening provincial capacities for
strategic planning and investment as well as for provision of effective support and oversight of
District/Municipality administrations. Recognizing and clarifying this qualitative difference
between provincia and local systems of governance and public administration is therefore
critical to understanding RGC policy.

The RGC's vision of the Cambodian sub-national system of governance and public
administration is one in which there is an important role for both provincial and local systems.
The RGC is keenly aware that the most urgent task is that of structuring the District/
Municipality systems created by the Organic Law and building their capacity. This task must be
addressed as a priority since, without this capacity, it will be difficult to move forward,
especially cooperation with the Communes/Sangkats in order to further strengthen their capacity
also. In the event that D/M have insufficient capacity, it will impact negatively on the
functioning of the entire sub-national system.

So, while the National Program supports the development of all sub-national administrations,
(including Provinces and the Capital®), the focus of the IP3 is on DistrictsMunicipalities, as the
starting point for the development of the entire sub-national system of governance. However, the

3 Refer to Sangkat within the district (Article 5 of Organic Law) which has not been established yet.
* For the Capital (Phnom Penh) Law sets up an integrated system that expands the municipal model to higher level
which is Capital council-Threelocal tiers.
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IP3 also recognizes the Commune/Sangkat as an important administration level (source of
political power of SNA) which should be further strengthened. In addition M/D require to be
strengthened its capacity for its new roles and responsibilities. Thisis summarized below.

3.1.2. Urban and Rural Systems

With respect to the District and Municipal systems, the Organic Law clearly sets the stage for
their integrated functioning, even if it aso adopts different approaches with respect to the
relationship between higher and lower level Councils, in urban and rural areas.

In the urban sector, the Organic Law® explicitly subordinates Khan and Sangkat Councils to the
Capital and Municipal Councils, which should “manage and supervise them”. Yet, the Law also
stresses the need to safeguard the role and powers of Khan and Sangkat Councils and calls on
Capital and Municipal Councils to delegate to them “functions and duties to establish promote
and sustain democratic development”. The rationale of such provisions is the need to secure a
unified management of most infrastructure and services in urban settlements, while ensuring that
local communities are consulted and can participate in both policy choices and implementation.
In the rural sector, on the other hand, the Law® establishes an explicit downward accountability
relationship between District Councils and their constitutive Commune and Sangkat Councils.
The rationale is that, while directly elected Commune and Sangkat Councils are the primary
source of legitimacy of district-level governance arrangements, their potentia as fiscally and
functionally viable units for delivery of most public services delivery remains limited. This
opens the way for District administrations to help develop and implement policies and Program
identified and funded by Commune/Sangkat authorities and, simultaneously, requires that
Commune/Sangkat Councils are enabled to voice their interests and actively participate in
Disdtrict-level policy making and resources allocation.

Key issues are, therefore, to ensure that (i) the District Councils' accountability to Commune
/Sangkat Councils are real and beyond the generic requirements of mutual consultation, and (ii)
the integrated nature of the Municipa systems, as foreseen by the law, can be implemented
while safeguarding the Sangkats voice in local policy-making. Innovative solutions, including
the setting up of joint consultative and deliberative organs of District/Commune Councils and
Municipality/Sangkat Councils will need to be devised and implemented.

3.2. Establishing the Authority of the Councils as Accountable Decision-Maker s

Democratic development, as was stated earlier, involves the accountability of (i) Councils to
citizens and (ii) administrations to Councils, within (iii) an overarching legal framework and a
system for central oversight of the legality of the acts of sub-national Councils.

Accountability of Councils to citizens is exercised through periodic elections, through
engagement of the Council with other councils, communities, civic organizations and civil
society, through legal arrangements (requiring decisions to be registered and recorded), and due
process (financial record keeping, etc.), through access of citizens and civil society’s
organizations to decisions and budgets (public access to information), and through the
establishment of separate and independent mechanisms for redress and enforcement.

Sub-national Councils must be empowered to make decisions on behalf of, and in the interests
of, the citizens within their jurisdictions. This requires the development of procedures for the
conduct of Council’s affairs which both allow and require Councils to set agendas, examine

® Chapter 2, Section 8 and 9, Article 106-113
€ Chapter 2, Section?, Article 98
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evidence and review previous performance, engage with civil society and interest groups,
deliberate among themselves and reach decisions.

Associated with these democratic checks and balances, there is aso a need for the State to
provide guidance, undertake audits and exercise effective legality controls on the acts of the
Councils. These controls should not be so narrowly defined and exercised as to remove all
discretion and space for autonomous decisions from Councils, as this would turn sub-national
Councils simply into appendices of the State administration and make them both powerless and
unaccountable.

With regard to the accountability of administrations to Councils, this must be secured by clearly
delimiting the respective membership and roles of these bodies. Practical arrangements should
reflect the principle that the responsibility for making and overseeing the implementation of
local policies, Program and projects, is a responsibility of the Councils, rather than of purely
administrative or mixed structures. Only if such responsibility is squarely assigned to Councils
will citizens be able to hold to account their elected Councils for their performance in promoting
sub-national democratic development. Councils must exercise this accountability in order to
establish and ensure their local autonomy.

The requirement of local autonomy has major implications not just for governance and decision-
making but also for the way in which human resources are managed (Section 3.2, below) and
SNA are resourced (Section 3.4), plan and execute their policy decisions.

Planning is a process that informs councils — provides information and evidence which councils
must use, together with the information gained from civic engagement and in deliberation
amongst themselves to reach aformal decision in the form of a policy, local order (regulation) or
budget (alocation of resources). The Councils are the sole body responsible for reconciling
competing demands and reaching a consensus around collective choices and local development
policy. This role cannot be delegated from the Council to the local administration or Board of
Governors.

Administrations, on the other hand are responsible for executing these decisions. This also
involves planning, but at an operational level. Administrations must consult and work with
citizens and lower authorities in the execution of Council decisions. As well as planning, the
Administration must manage funds and the contracting of providers of goods, service and works.
An important task for the Administration is to monitor and track progress in the implementation
of previous Council decisions and to review and feedback this information to the Council to
inform future decisions.

Finally, the Administration has a role to inform the Council of the legal scope of their powers
and the administrative requirements of higher-level authorities as presented in law and sub-
decrees. This does not absolve the Councils of their legal responsibility for their decisions, but
ensures that Councils make decisions in the full knowledge of the lega and administrative
reguirements.

A maor component of the NP and of the IP3 is, therefore, concerned with developing the
institutions and capacity for Councils to work as effective structures of political representation
and for the executive and administrative arms of the sub-national administrations to account to
the Councils for their actions in facilitating the development and implementation of local
policies for sub-national democratic devel opment.
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3.3. Mandates and functions of SNAs
3.3.1. The General Mandate (Permissive Functions) of SNAs

An important distinction must be made between the SNA’s “general mandate” and their
“gpecific responsibilities.” Newly established SNAS, as well as Commune/Sangkat, have been
assigned, by the respective constitutive Laws, a general mandate for the welfare of citizens in
their constituencies that comes before any delegation or assignment of specific functions. Under
this general mandate, their ability to undertake a whole range of permissive functions is
recognized.

The scope of the general mandate should only be constrained by the requirement that the SNAs
operate within the boundaries of national laws. Under such a mandate, an SNA may
autonomously act to:
e Develop and enforce local regulations on a wide range of economic and social
matters,
e Promote local economic development in partnership with private and community
organizations;
e Secure socia protection services for the poorest and most vulnerable in their
constituencies;
e Co-finance or co-produce services managed by national agencies;
e Develop and maintain infrastructure not classified as the exclusive responsibility of
other agencies; and
e Undertake any other task in the interest of the welfare of their communities, from
which they are not explicitly excluded by national law.

The general mandate of different levels of SNA is supported through inter-governmental fiscal
transfers. In the case of:

¢ Communes and Sangkats, this general mandate is already supported by transfer of
discretionary resources via the Commune/Sangkat Fund (CS Fund);

e Provinces and the Capital, a system of negotiated appropriations from the State
budget is already in place, (although the system needs fundamental rethinking for the
sake of equity and transparency); and

e District and Municipals are new creations of the Organic Law, and have not so far
received any budgetary support, other than for salaries and council allowances. As
prescribed in the Organic Law, a discretionary transfer mechanism, based on a
transparent formula, will be established under the IP3, starting from financial year
2011.

As a result, the local autonomy of SNAs does not challenge the (obligatory) mandates of
National Ministries. Initialy, the IP3 focuses on SNA capacity with regard to the genera
mandate or ‘permissive functions of the SNAs. Over the life of the IP3, reassignment of the
obligatory functions of nationa Ministries to SNAs will be subject to agreements between the
Ministry and the SNA that define the ‘discretionary’ scope of SNAs with respect to these
functions and include the necessary capacity development and transfer of resources.

3.3.2. Obligatory Mandates and Functional Reassignment
The RGC wishes to transfer powers and functions from the central sectoral Ministries to Sub-

national Administrations through an orderly and systematic process and in a manner that
promotes democratic control/oversight and ensures effective service delivery. The reassignment
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of public sector service delivery responsibilities and local-level regulatory powersis, therefore, a
central objective of the National Program.

The Organic Law requires that sub-national administrations move beyond their general mandate
and are also assigned specific functions of services delivery, for which the central State
administration is currently responsible. Again, it will be at District and Municipal level that
moving forward with functional reassignments and combining the SNA’s general mandate with
anew set of specific services delivery responsibilities may have the greatest impact on the whole
system of sub-national governance.

When the accountability of Districts to Communes/Sangkats and the Municipal delegation of
implementation responsibilities to Sangkats, both of which mandated by the Organic Law, are
made real, and progress is aso made on the assignment of specific sector development
responsibilities to DistrictsMunicipalities, Communes/Sangkats, the result will be a major step
forward in democratic governance. Further, directly elected Commune/Sangkat Councils should
gradually assume an increasing role in policy-making and implementation (i.e. the core public
sector business of public services delivery) and, therefore, not be confined to just the delivery of
small-scale infrastructure projects.

The above process would obviously have to be complemented by a parald movement at
provincial level towards. (i) greater de-concentration of responsibilities and resources for
services delivery from the National Ministries to their provincial departments or to provincia
administrations, and (ii) a simultaneous strengthening of the Provincial SNAS capacity for
comprehensive strategic planning and for coordination of Line Departments with respect to the
preparation and delivery of sector-specific service delivery programs. In sum, the first step in a
medium term process of functional reassignment will include, in most cases, a combination of
provincial de-concentration and municipal/district delegation.

The 1P3 sets out a roadmap and process for the identification of the service delivery functions
that can be de-concentrated, delegated or assigned to SNA at provincia and loca level. This
requires the effective involvement of sector ministries (NCDD members) to develop the required
policy and legal framework of sector specific decentralisation reforms. To this end, the relevant
NCDD sub-committees and ministerial D&D Working Groups will need to be re-activated and
resourced.

Implementation will necessarily vary from sector to sector, but, in most cases, functional
reassgnment can start with the piloting and country-wide replication of deconcentration
arrangements at Province-level and contractual delegation arrangements at District/Municipal
and Commune/Sangkat levels. Under the latter, DistrictsMunicipalities and Communes/
Sangkats will act as autonomous bodies executing national ministry Program. They will assume
full responsibility for delivery of services that, initially, will continue to be funded and overseen
by the concerned sector Ministries and their provincial departments. In the process, Districts /
Municipalities and Communes/Sangkats will adjust the services delivery process and standards
to loca redlities, improving the efficiency of the services and, thus, building their own capacity
to deliver them.

3.4. Policy and Vision for SNAs Requiresa “Whole-of-Government” Effort
The National Program was approved by the Council of Ministers on 28" May 2010 and

launched on 9" August 2010. This is a major step forward in securing a government-wide
commitment to the implementation of the National Program. However, in Cambodia, as
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elsewhere in the world, the implementation of democratic decentralisation reforms remains a
highly contested and politically difficult process.

The RGC has set the vision, the policy directions and the basic legislation to guide and initiate
democratic reforms through the Organic Law on SNA and the National Program but, as
implementation challenges arise, consensus on how to tackle them must be built at each step of
the way.

The building of such consensus is essential, since moving forward with decentralisation reforms
is a “whole-of-government” effort. No single Ministry can carry alone the burden of the reform
implementation process. In particular, the National Program and its | P3 should neither be, nor be
perceived to be, a Ministry of Interior (MOI) Program. It must be genuinely inter-ministerial
and, beyond the ministries, also mobilize and involve sub-national administrations and civil
society actors.

4. THE PROGRAM VISION

4.1. Vison

The vision of the IP3 is of ‘democratic decentralisation’, based on the Organic Law and the
National Program. The vision, essentially, comprises twin and equally important objectives of
promoting (i) genuine local governance and (ii) good local devel opment.

Local governance relates to the focus of the OL and NP and mirrors the national commitment
to good governance. Governanceis:
“the system of values, policies and institutions by which a society manages its economic,
political and social affairs through interactions within and among the state, civil society
and private sector. It is the way a society organizes itself to make and implement
collective decisions— achieving mutual understanding, agreement and action.”

As was stated earlier, a genuine system of “local governance” and democratic accountability
requires both political and managerial capacity:
o Political capacity refers to the nature and quality of representation, deliberation and
civic engagement, transparency, and the means to assess/measure results
o Managerial or administrative capacity refers to the internal functioning of the SNAs.
This includes the nature and quality of interna administration and intra
administration, capacity to deal with the public, budgeting and planning, financia
management and procurement, oversight of contracted-out service delivery, HR
management, asset management as well as monitoring and reporting.

Local development relates initialy to the general mandate (i.e. the permissive functions) of the
autonomous SNA. As such, it isimportant to distinguish:

a). ‘national development at the local level’ relating to national Programs and
mandates which are implemented and achieve results at the local level, but for which
responsibility remains with the national Ministries. As the capacity of the SNA are
developed these national functions will be gradually reassigned to the SNA, firstly as
delegated functions and then as obligatory functions; and

b). genuine ‘local development’ relating to the autonomy of SNA Councils to decide,
plan and implement their own Programs, using human and financial resources under
their control. Thisisthe primary focus of the first 3-years of the NP and the IP3.
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Democratic decentralisation, once the accountability system is functioning and the capacities
have been developed, should result in:
a). Improved voice for citizens, through easier access to local representatives with
authority and powers over local administrations,
b). Increased employment and livelihood opportunities, through stimulation of the local
economy; and
). Better, more appropriate and fairer allocation of social services, through greater
understanding of local needs.

4.2. Focusof IP3

The immediate focus of IP3 is on establishing and developing the capacity of Districts and
Municipalities as institutions for both local governance and local development in order to
strengthen cooperation with Communes and Sangkats consisting of:

1. apolicy and legal environment that shapes and supports the reforms set out in the
Organic Law, in particular, (i) supporting and enabling the exercise of loca
autonomy and regulatory oversight and (ii) widening the scope of the reforms to
allow, over time and in an orderly fashion, the reassignment of functions from
national to sub-national administrations;

2. autonomous SNAS, as institutions (organizations and procedures) with related
organisation, human and financial capacities to transform the sub-national system of
governance and public administration and (i) enable democratic local governance
ingtitutions to deliver services and other outputs to local citizens and (ii) provide
motivation for their own consolidation by making possible a “learning-by-doing”
process of capacity development; and

3. aframework and system of oversight, including legal, regulatory and strategic
instruments, exercised by National authorities with the capacity to enforce them,
replacing the current system of administrative control, and thereby allowing SNAsto
exercise their autonomy and to be accountable for the results of their actions within a
overall national framework.

Essentially, the IP3 sets out a governance-reform Program, supporting the development of
ingtitutions that:
a. Create a system of new sub-national and national accountabilities; and
b. Establish and develop the capacities through which the new accountabilities are
realised and democratic decentralisation is achieved.

In the remainder of this section, the vision of SNDD in terms of accountabilitiesis set out and in
the following chapter, the capacities required to realize those accountabilities is presented .

4.3. Democratic Decentralisation asa ‘ System of Accountability’

The Organic Law and National Program change the nature of accountability within a unified
State, moving away from centralized, bureaucratic control to one of autonomous SNASs subject
to democratic accountability, socia scrutiny, and legality controls. This fundamental change is
reflected throughout the National Program and realized through the 1P3.

“Governance’, as defined in Section 4.1, describes how decisions are made, implemented and
overseen within the SNA and how the Council is held to account by citizens for the use and the
results of their powers. There are three key accountability relationships to be considered:
a). Internal accountability, within SNAS i.e. the relationship between elected decision
makers and the “ executive” branch;
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b). Downward accountability, between SNAs and their citizens, and
¢). Upward accountability, between different levels of SNAs and central government.

4.3.1. Democratic Accountability

Democratic accountability is exercised through periodic elections to the Councils. The
functioning and capacity of the Councils will depend on the extent to which Councils use their
political legitimacy to ensure their autonomy.

However, democratic accountability is more than just periodic elections - to function effectively,
it requires transparency, openness with citizen access to Councillors, measurement of results and
public access to information between elections.

The vision for the role of Districts and Municipalities is one of autonomous Councils,
democratically accountable to their electorates. Commune/Sangkat council and citizens within
the Municipaities and District, regulated under law, and capable of promoting local
development and the delivery of services in their areas. The primary focus of the first phase
(IP3) is on the genera mandate (permissive functions) of the SNA and on providing the SNA
with the human resources, funds and systems to meet public expectations. The capacity
developed during the first phase will be carried forward as national functions are firstly
delegated and then assigned to the SNA. (At this stage, the functions would become the
obligatory functions of the SNA rather than, as now, the obligatory functions of the national
sector ministries.)

The vision for the structure of the DMs is set out in Law. The Councils are responsible for
general policy-making (i.e. excluding security issues). The Board of Governors and
Administration are the executive of the Council and as such they are accountable to the Council
for implementing Council’s policy and decisions. Indeed, it is the Council rather than the
executive who is accountable to the public for the actions of the SNA — both for the policy
decision itself and the implementation of those decisions.

Representation and Voice of Women in SNA Policy Making

The proportion of women Councillors in DM Councils is relatively low. There is a need for a
proactive campaign to create awareness and advocate for more women Councillors prior to the
selection of candidates for future rounds of Council elections.

A statutory Women's and Children committee is to be formed in each Council. This provides a
forum for women's voices and a means of ensuring women's interest are considered, more
generally, during council deliberations. These -committees will engage directly with women and
address issues of concern to women. However, the committees have no executive responsibility.
A separate cross-cutting gender strategy has been prepared (Appendix 2).

4.3.2. Social and Public Scrutiny

Democratic accountability is more than just civic engagement. It is the means by which elected
Councillors listen to the needs of citizens and communities and factor these different and
sometimes conflicting voices into council deliberations and decisions. But civic engagement is
more than just listening to citizens — it is also a two-way process through which Councillors
must explain and justify their decisionsto citizens and communities.
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The process of civic engagement requires SNA Councils to meet regularly with citizens and
interest groups, including NGOs and CSOs, private sector groups, as well as through public
meetings.

In order to alow civil society to exercise a meaningful check and balance on the deliberative
processes, Councils are required to provide public access to information by publishing planning
data, records of council deliberations, council decisions and reports on implementation progress
and outcomes.

Aswell as the use of central mechanism of oversight and legality control, there are a number of
mechanisms which alow citizens to provide direct feedback to SNAS, regarding their
performance. This can take three forms:

i. Grievance mechanisms: These alow individuals to provide anonymous feedback,
by using an accountability box to make complaints and report mal-administration and
injustices. These have been in operation for some time for Communes and Sangkats
and the process will need to be continued and extended to Districts and
Municipalities and Capital and Provinces.

ii. Direct feedback and scorecards from users of specific council services. Direct
feedback can be commissioned by Councils from users. Ideally, this type of feedback
should be administered to all users/beneficiariesin a particular locality.

iii. Direct feedback/scorecards from citizens. Feedback at this level is more difficult
to conduct as it is not possible to survey al citizens and sample surveys require
technical support to ensure they are representative of the population.

Under 1P3, the current grievance mechanisms will be continued and developed further. The use
of scorecards has been tested by a number of projects and further consideration will be given to
expand their use and building capacity to administer and present the results.

4.3.3. Oversight through ‘Legality Controls

The principle of autonomy under their general mandate/permissive functions gives SNAs the
responsibility to represent the interests and improve the conditions of all citizens in their area,
subject to democratic processes and public scrutiny. However, as SNAS, they are subject to
national laws that define their powers and prescribe rules and procedures for financial
management, human resource management, public assets management and inter-governmental
relations.

On a day-to-day basis, SN Governors are expected to inform Councils of the legal constraints
under which their Administrations operate.

At anational level, the oversight of Council and its executive’ s adherence to the rules governing
their mandates is exercised by the relevant Ministries, according to their mandate. The 1P3
recognises these national responsibilities and sets out activities to build the capacity of each
Ministry to perform these responsibilities.

Fiduciary controls will be exercised by the MEF, mainly through the provincial treasuries. The
internal auditor, based in the Provincial Administration, will check the accounts and ensure
compliance with prescribed practices. At a national level, the Nationa Audit Authority is
responsible for ensuring the probity of financial flows.

MEF will also develop rules and procedures for the transfer and management of the State assets
to be transferred to SNAS.
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As regards human resource management, officials in each SNA will report directly to the
Governor. Initialy, staff will be managed under MOI rules and procedures while a new Sub-
national Civil Service code is being developed by SSCS, in line with National Program for
Administrative Reform (NPAR) and other public sector reforms.

S. DEMOCRATIC DECENTRALISATION ASA SET OF ‘CAPACITIES

The initial focus of 1P3 is on building the capacity of Districts and Municipalities, firstly, to
function under their general mandate (permissive functions) for improvement and strengthening
cooperation and support to Communes/Sangkats and then, secondly, to assume greater
responsibility for national functions, as over time these are assigned to them. The development
of SNA capacity is the responsibility of the “whole of Government” but, in particular, and
initially the responsibility mainly of MOI, MEF, MOP and SSCS, under the umbrella and policy
leadership of NCCD.

Capacities are required for each of the areas identified in the vision, viz.,
1. The functioning of SNAs in terms of their governance and management capacities
and the quantity and quality of human and financial resources under their control;
2. Theuseof legal regulatory and oversight controls by National Ministries; and
3. Thedevelopment of policy and policy instruments to degpen and expand the reforms
across the whole of government.

5.1. SNA Functioning and Capacities

There is a need to establish and develop three main sorts of capacity, for SNA to be able to
function:
i. Organisational systems and skills for (a) Council decision-making and oversight,
(b) administrative and executive functioning, in particular, service delivery
modalities, and (c) strategic planning, to ensure that SNA are accountable to their
citizens for the decisions they take and for the results of those decisions
ii. Financial resources, assigned to Councils, to alow them to operate and promote
local development under their general mandate as well as to implement agreements
for delegated functions and conditional grants; and
iii. Human resour ces for the functioning (governance and management) of the SNA.

5.1.1. Organisational Systemsand Skills

Each SNA consists of:

i. A representative Council responsible for SNA policy including regulatory and
resource alocation decisions, on the basis of deliberation, civic engagement and
evidence from planning and monitoring processes; and

ii. An accountable administration, under the Board of Governors, fully staffed, with
systems and capacity, responsible for the implementation (planning, managing and
monitoring) of the results of Council decisions.

Indeed, the Organic Law and subsequent decrees describe the functions of the Districts and
Municipalities, with policy and decision-making vested in democratically elected Councillors
(the “legidlative branch”), and day to day implementation is managed by a Board of Governors
(the “executive branch™) overseeing the administration.
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A). Council Decision-M aking and Over sight

At the heart of the decison-making system is a deliberative process that is driven by
Councillors, as representative decision makers. The most essential of these decisions concern
the prioritized use of resources (for capital projects as well as services and overall
administration) and the development of a local policy or regulatory environment (promoting
Local Economic Development and the sound management of local natural resources).

As local policy-makers, Councillors must be aware of their legal mandate and of national and
provincial strategic plans as well as communes/Sangkats needs. They also need to be confident
as to the resources made available to them. Citizens' voice is channelled through a process of
civic engagement between the elected representatives and Commune/Sangkat Councils,
community groups and individual citizens. This is the key instrument to ensure priorities reflect
citizens needs and are within budget constraints.

Minority interest and rights are protected through Communes and Sangkats, CBOs, NGOs and
other agencies.

Figure 1: Overview of DM Council Processes
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The end result of a Council’s deliberative process is a series of priorities, by-laws and resource
alocations. These, together with activities undertaken through sector ministries, generate results
for citizens. In addition to their policy and decision-making functions, Councillors play an
important role in terms of the oversight and M&E of al activities and investments in their area.

The District Women’s and Children committee of SNA is a statutory body, responsible to
consider issues related to women and children on behalf of the Council and to assist the Council
in ensuring that women'’ s voice and interests are reflected in their deliberations.

B). Service Delivery Modalities

The development of new financial management and procurement systems for SNA provides an
opportunity to enhance the service delivery modalities to be used by SNA’s in conjunction with
both their general mandate and delegated or assigned functions; and at the same time, alow
greater use of partnerships with private and non-profit sector organizations for cost-effective
provision of public goods and services.

The private sector and NGOs, for historical and other reasons, have played a magjor role in the
growth and development of Cambodia through the construction of infrastructure and the
delivery of services and this role remains central to the Government’s vision of how SNAs will
implement public policies.

However, in many sectors these initiatives have been funded and governed through direct
support from Development Partners and International NGOs. These arrangements will be
brought under the democratic control of elected loca Councils, strengthening the partnership
between Councils and private sector/ NGOs and aligning private and NGO initiatives with the
priorities identified in the statutory process of democratic deliberation and planning.

In line with the expected range of implementing modalities, SNAs will need the financia
management modalities and the capacity to:
e Commission/contract (contract in) line departments to provide local services,
e Contract private companies and NGOs (contract out) to provide services,
e Joint project management through intra administration cooperation and
e Make grants to local bodies such as school management committees, user groups and
other community-based organisations (CBOs).

Q). Strategic Development Planning

As well as capacity for council policy-making and executive delivery, Councils require a
strategic framework to inform both medium- and long-term decision-making and to help
coordinate activities and investments with other SNA.

At the national and provincia level, the strategic framework should inform, but not instruct,
individual SNA as to the context and background of their own policies and decisions. SNA
should be actively involved in the development of these higher level strategic plans.

At the DM level, the strategic planning framework should represent the medium term and long
term policies of the Councils which will, following consultation, be reflecting the priority needs
of Communes/Sangkats. Since the funding arrangements will distinguish between capital
investment and recurrent service activities, the strategic policy framework will need to cover
both aspects of DM and Communes/Sangkat devel opment.
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Currently, many service functions are delivered by provincial line departments and/or NGOs and
reported to provincia and nationa authorities. This information is required by Councils in order
to inform the allocation of resources under their control. As functional reassignment proceeds,
the requirement for the SNA to coordinate with service deliverers outside SNA will be replaced
by enhanced capacity for internal programming and planning. Coordination of local and national
activities is part of the role assigned to the statutory Technical Facilitation Committee of the
Council.

The development of the strategic planning process has gone ahead of the development of the
policy-making or administrative systems. As aresult, the proposed strategic planning guidelines
will need to be adjusted or revised to reflect:

i. the nature of the DM Fund as a general purpose financing mechanism for both
recurrent and capital expenditures,

ii. the development of the council deliberation, civic engagement and policy-making
procedures some of which are currently included as part of the proposed strategic
planning processes; and

iii. the priority of intra administration especially Commune Sangkat.

5.1.2. Financial Resources

Financia Resource are under the control of the SNA (i.e. discretionary), but subject to
compliance with the legality controls regarding governance and financial management and
consistent with nationally-set standards.

This requires the RGC to establish and resource:

i. A District and Municipal Fund. The Fund will provide transfers to each DM on the

basis of a sound formula. The Fund would cover the Administrative and operational
costs of the SNA (including ‘POC-type’ payments) and the development budget for
the general mandate of the SNA (provision of local services and the maintenance of
public assets); aternative arrangements are proposed to give SNA access to funding
for larger scale and more lumpy capital investment projects.
., Theform and level of the grant provided by the Fund would be predictable - known
in advance and not subject to annual swings. The governance and financial controls
would be clearly stated and provided these standards were maintained, Councils
could allocate the resources according to locally determined priorities;

ii. A Sub-national Investment Facility (SNIF) with several ‘sectoral’ windows
through which SNA could build larger infrastructure, respond to sectoral strategies,
such as climate change initiatives and undertake multi-year projects, separately or
together with other SNA. The governance arrangements for the SNIF will set out the
objectives of each window, the process, forms and timetable for submitting
proposals, the criteria and arrangements for assessing and appraising proposals and
the modalities for implementation, reporting and monitoring; and

iii. A formula-based provincial transfer mechanism to cover both the administrative
and developmental costs of the Provincia SNA, under their general mandate. The
formula will need to incorporate adjustments for the collection and retention of local
and own source revenues.

iv. The arrangements for the current Commune/Sangkat fund, whilst retaining the
formulae used to allocate resources to each Commune/Sangkat. The objective would
be to allow and facilitate CSs to access the SNIF for capital investments and to
refocus the CS fund on services under their general mandate.
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5.1.3. Overall Functioning of SNAs

The outcome of any governance and local development system depends on the way the overall
system is configured i.e. the institutional arrangements which determine how decisions are made
and implemented.

SNAs are empowered, under their general mandate, with ‘resources to provide ‘outputs for
their citizens. SNA ‘outputs’ or deliverables, under their general mandate, include:
1. Loca policies and regulations to be decided and articulated through by-laws and
enforced and requiring few resources;
2. Direct service provision (e.g. socia protection, education, business development
skills, etc), to be funded from a annual budget alocation and delivered through a
range of procurement methods, including (i) direct implementation by the SNA, (ii)
grants to bodies, such as CBOs, School Management Committees, etc; (iii)
contracting-out to private companiesNGOs and (iv) ‘contracting-in’ to other
statutory bodies such as Line Departments.
3. Public infrastructure development (e.g. roads, markets, etc), that could be funded
through a yet to be established SN Investment Facility (or from general purpose
transfers).

SNA Councils are required to make decisions with regard to all three of these types of services,
viz., regulations, service delivery and capital investment. The nature of the “choice’ faced by
Councillors with regard to annual services and capital investments differs and depends critically
on the funding modalities:

1. Capital investments.”  In the case of investment funding from the SNIF, the final
decision-making authority will be the Board of the SNIF, and therefore Councillors
can only be accountable for the nature and quality of their proposal.

2. Budget allocations for services.® Councillors are responsible for the choice, quality,
targeting and delivery of services under their annual budget.

Finally, democratic accountability requires Councillors to be accountable for their decisions and
for the implementation of those decisions. This requires a system to inform citizens of:

i. Therationale for the decision; and

ii. Theresults, both outputs and outcomes, of those decisions.

Results need to be measured in terms of quantity, quality, timeliness and their relevance. This
information will need to be in the public domain to help Councillors take future decisions and to
inform citizens regarding council performance.

Although IP3 is focused on building the capacity of SNA to fulfil their functions under their
general mandate, SNA will be encouraged, over the period of the IP3, to enter into delegated
agreements regarding national functions, prior to the full reassignment of function from national

" Capital investment projects provide a flow of future benefits, but also generate additional budgetary commitments
for running costs and maintenance. Capital investment projects require judgment as to the value of future benefits.
On the other hand, capital investment projects have, at least initialy, less recurrent resource commitments. The
nature of the choice faced by councilsis to prioritize their investment - from alist of possible investment projects.
Implementation then depends on the availability of funds.

8 Services, on the other hand, tend to be on-going activities which, once started, are difficult to cease and, therefore,
create on-going recurrent cost commitments. The nature of the choice faced by Council, since all services will be
important, is to allocate their funds between the different services. Arriving at an initial allocation will be difficult —
but subseguent allocations will be easier as the choice will be in the form of tradeoffs between the different level of
services. The important issue hereis to have a known and predictable budget allocation each year
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to DM level. Some SNA aready have such (or similar) arrangements in place in the form of
conditional grants, where the project prescribes the quantity and nature of the expected results
and provides the Council with the financial and other resources required to complete the task.
These agreements may assign some discretion to the SNA over, say, the selection of the
beneficiaries or even the approach to delivery.

With full functiond reassignment, certain national functions will become an obligatory function of
the SNA. This means that the function must be implemented through a (hopefully enhanced) budget
of the SNA. Nationa ministries will then have a responsibility to oversee implementation and
check the function is performed and performed to a pre—defined standard. This will require a
change in approach — from the use of administrative and contractual controls to regulation
through compliance with standards. The Organic Law revises the mandates of key government
bodies, with Ministries increasingly exercising regulatory rather than implementation functions.

5.1.4. Infrastructureand Facilities

Few of the new DMs including Communes/Sangkats have adequate facilities for Councillors to
hold meetings and for officials to work and to meet the public. The need for such facilities varies
throughout the country. Some DMs only require small additions to existing infrastructure to
either accommodate Council meetings or the “one window system”, through which services are
delivered from a number of Departments at the same place. In other places, more substantial
facilities are required to house both Councillors and the Administration officials and personnel.
The facilities, including offices, for Communes/Sangkats should also be reviewed to improve
their functioning.

5.2. Development of Capacity for National/Provincial Oversight and Regulation
of Districts/Municipalitiesand CommunesSangkats

The Organic Law provides a basis for democratic decentralisation with autonomous councils
operating within a unitary State. As a result, inter-governmental relations will change from one
of “administrative” command and instructions to one of autonomy under “legality controls’.

5.2.1. Concept of ‘Legality Controls

The concept of “legality controls’ include a number of different instruments relating to either (or
both) the process or output of SNA functioning. Legality controls relate to compliance with
governance processes (e.g. administrative and financial controls) or technical standards (e.g. the
quality of roads). Finaly, strategic planning, although not technicaly a legality control, is
another way to coordinate the investments and activities of SNAs.

While compliance reviews tend to be regulatory and focus on whether required processes were
adhered to, management standards aim to provide benchmarks for good practice. Their
inspection or assessment routines of those SNASs involve a good deal of advice and discussion
about how performance can be improved. In both cases the inspection process will tend to result
in the development of recommendations for action as well as monitoring whether such
recommendations were implemented.

Legality controls are the regular functions of the concerned national Ministries and their
provincial offices. Capacity will need to be developed for these oversight arrangements. They
will need to be exercised in a different manner, consistent with the role of the Councils as the
voice of the publicin their area
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The main national Ministries with responsibility for the oversight, regulation and strategic
coordination of SNAs and their activities are MOI, MEF, SSCS and MOP. Regulatory and legal
will be exercised through the use of legal controls, with defined standards and obligations, an
assessment system to check compliance and clearly defined sanctions where compliance has not
taken place.

The objective of a system of oversight through ‘legality control’ mechanisms-complements
rather than substitutes for accountability between citizens and their elected representatives. It
moves away from controlling ‘what SNAs do’ to ensuring that (a) ‘what they do was according
to rules and regulations’ and (b) citizens are provided enough information about their SNA to be
able to hold elected officials accountable.

Legality controls related to the genera mandate and permissive functions are heavily weighted
towards general management (financial management, HR, etc.)processes. However, once
obligatory functions are transferred to SNAS, specific technical sector-related standards will
need to be devel oped.

The framework of legality controls, to be developed and supported under 1P3 will focus on ex-
post inspections of SNA. Ideally joint inspections would be undertaken, with a multi-ministerial
team, visiting each SNA annually. The inspections would cover both process compliance and
management standards in order to minimize disruption in terms of SNA operations, and cover a
wide range of financial management areas outside of accounting, such as, budgeting, financial
management, internal controls, HR management, operational procedures, and reporting.

The purpose would be to build increased confidence in SNA systems, and thus to encourage
sectors and projects to increasingly plan and finance activities through SNA.

There is, therefore, a need to develop the capacity of national Ministries and their provincial
Departments to:

o Develop new forms of regulatory instruments and change the way existing regulatory
controls are used and intergovernmental relations are managed to reflect the
autonomy of the SNA within nationa law;

e Expand their capacity to be able to exercise their regulatory functions in 193 new
units of DMK and Communes/Sangkats within DMK; and

e Provide support to the capacity development of nascent SNA.

These capacities are required to ensure that SNA function properly. The use of legality controls,
rather than administrative instruction and command, allows SNAS to remain autonomous within
a unified State framework and to contribute to both local and national objectives. The use of
legality controls ensures that Councils make decisions and are accountable for those decisions,
in the full knowledge of the national legal and regulatory requirements.

5.2.2. Elementsof an Oversight System/Framework

The key elements of a system of legality control are the rules, processes and standards. The
criteria, means of assessment, sanctions for non-compliance and means of rectification must be
clearly and smply defined and communicated in advance to all concerned stakeholders.

The first of these elements, the specification of criteria, has largely been completed under
existing and more recent legislation. However, these legal instruments have not yet been brought
together into an effective system of legality control, with capacity for assessment and the
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enforcement of sanctions. These will be required in order to provide confidence in the capacity
of SNASs, both to fulfil their general mandates and to receive functional reassignments from
sectoral ministries.

For now this largely concerns central Ministries Mol, MEF, SSCS) since only permissive
functions have been delegated and financed; once obligatory functions are delegated and
financed accountability relationships between line Ministries and sub-national administrations,
especialy in terms of meeting service delivery standards, will need to be established and
strengthened.

Although SNAs are autonomous, they are not independent and they must follow national
procedures in the way they reach decisions, administer and implement and report on those
decisions.

National Ministries are responsible for the definition and oversight of these procedures and
arrangements. This requires both new systems of regulation and a new approach to oversight.
These oversight responsibilities are distributed throughout different Ministries and exercised at
both National and provincial levels.

IP3 supports the definition of these new instruments and the development of capacity to
introduce and implement them. However, |P3 recognises that the operation of these instruments
is the lega responsibility and, therefore, a normal function of each Ministry and, as a result, is
not included in the incremental costs of 1P3.

More specifically, and initialy, the key Ministries, with responsibility to regulate/enable SNA
procedures under the general mandate of the SNA are:
1. MOI has overall general political and administrative responsibility for SNA
functioning;
2. MEF has fiduciary responsibilities for treasury and audit and for the development of
budgetary and financial management and procurement systems and standards;
3. SSCS has HR responsibilities for the SNA statues and codes under which human
resources are managed and civil servants are remunerated; and
4. MOP has dtrategic planning responsibilities and the development of strategic
planning processes.

As the process of functional re-assignment proceeds, these responsibilities will continue and
become more complex and involve other Ministries. This will require Sector Ministries to set
and monitor service delivery standards and to develop the instruments and capacities to oversee
these standards. Initially, these standards will be embedded in fixed-term service agreements
between sectors and SNASs but, as obligatory functions are assigned to the SNA, these standards
will become universal.

5.2.3. Oversight Processes

The regulatory instruments required include:

i. Clearly established legal responsibilities or standards. These conditions must be
defined by national bodies and can be expressed through law, regulation, guideline or
contract and brought together into an accountability frame. The standards can be
defined in terms of either process (adhering to regulations) and/or quality
requirements (i.e. relating to nature of the outputs).
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ii. An accountability framework defining the consequence of not meeting the regulatory
conditions. This framework should also be expressed through law and regulation and
be transparent. It should not be arbitrary or ad-hoc in nature (i.e. subject to
negotiation);

iii. A sound process for establishing whether the condition was met (of verification,
inspection, or reporting, typically undertaken by a third party®). The inspection
process can either be undertaken before the event (i.e. as an approval, permit or
license) or after the event (as atotal or sample-based audit); and

iv. Some form of appeal or review (i.e. conflict resolution mechanism).

5.3. National Policy Development Capacities

The emergence of a functioning SNA system will have a systemic impact on nationa level
ingtitutions. There are four main types of policy-related capacity requirements related to:

a. Visioning. The vision for SNDD will evolve over the span of the national Program
and, indeed, during the life of the IP3. Further, this vision needs to be articulated
across government and shared more widely with the public.

b. Policy and legal framework. The exercise of legal and regulatory oversight
requires a comprehensive and coherent policy and legal framework. This framework
consists of laws, decrees, sub-decrees, from which manuals and guidelines are
prepared. The nature and development of this framework is the responsibility of
NCCD and its secretariat, NCCD-S, working with the concerned national Ministries.

c. Oversight and regulation system. At the implementation level, there is a
requirement to set up a clear and effective system of State support and supervision of
the SNA system. This implies building the State capacity for legality controls as well
as an effective system to monitor the performance of SNAs and setting benchmarks
as appropriate, both in terms of adoption of good governance practices and in terms
of delivery of local development. Related to this is the need for a system to provide
SNAs with technical assistance services and, perhaps initially, operational support
that is relevant, demand-driven and cost-effective.

d. Promotion of innovation. The SNDD reforms and the I1P3 are focused on policy
reform across government. Capacity is therefore needed to generate, design, test and
promote new policy initiatives, consistent with the IP3 vision and under the umbrella
of the NCCD.

e. Expansion of thereforms. The focus of the IP3 relates to the objectives of 3-year
slice of the national Program. During this period, the capacity is required to expand
the scope of the reforms, including:

e Functional reassignment. There is a requirement that Ministries proceed to
realign their mandate, strategies and operations with the SNDD policy and amend
accordingly the genera and sector-specific legislation under which they operate.
Of particular urgency during the IP3 will be the need to develop the capacities of
Ministries to design and manage contractual “delegation” arrangements for
sectoral service delivery by SNAs, which are bound to be critical at the outset of
the functional reassignment process. Ministerial capacity to administer and
oversee the implementation of delegated functions is actually as important as the
capacity of the SNAs to assume the del egated functions.

e Provincial functioning and capacity. The capacity of the Province as an
autonomous SNA with its own general mandate and delegated functions is not
addressed in IP3. IP3 is limited to the role of the Province with respect to the

° If A isaccountable to B, C inspects, with B taking action against A based on the evidence or recommendation of C.
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capacity development of the Districts and Municipalities and Communes/
Sangkats. However, in the implementing phase of 1P3, provincia functions may
be reviewed for functional reassignment.

e Development of an Association of Councils. Thisisthe role of an Association
of SNASs, building the capacity of their members for local governance and local
development promotion, providing them with legal and technical advice and
disseminating good practices for effective political representation. The aready
existing Nationa League of Communes/Sangkats is currently considering
expanding its mandate to include the new DM Councils. During the IP3, there
will be a study on the options to expand of NLCS to include or establishment of a
separated association of Districts and Municipalities council

f. Learning and documentation Given the different arrangements currently found in
different sectors, SNAs will need to develop the capacity to monitor and coordinate
implementation of activities, under the plurality of modalities that will emerge.

This will require strengthening the institutions for managing the NP-SNDD supporting the
implementation of the Democratic Development reform process. In particular, the strengthening
of the capacity of NCDD-S in terms of its role, functioning and human resources and, thereby,
its ability to generate policy, co-ordinate implementation, oversee and extend the Program.

These capacities are required to develop long term policy and legal frameworks with rules and
procedures that enable:
¢ SNAsto function and develop their capacity as autonomous and democratically
accountable institutions, with funding and human resources;
¢ National authorities (MOI, MEF, MOP and SSCS) to exercise their national mandate
for oversight and regulation;
e Sector Ministries to reassign their national functionsto SNAsin a coherent and
planned manner;
e SSCSand MOI to develop long term arrangements for human resource management;
and
e Civil society (CSOs as well as the media and academia) to be informed about SNA
performance in order to promote accountability.

5.4. Cross-Cutting National Objectives and Capacities

Democratic decentralisation requires both political and managerial capacity. Together these
capacities form a new capability — that of institutions representing citizen’s views and allowing
local demand to drive development initiatives and, thereby, contribute to the nationally set
MDGs. Democratic decentralisation is therefore both an end in itself and a means to improve the
quality of local service delivery. The IP3 sets out the capacities to establish democratic
decentralisation by developing functioning SNAs within a national oversight framework, under
asupportive policy environment.

Democratic decentralisation must also be cogniscent of and contribute to the development of
national capacities especially with respect to (a) gender equality, (b) natural resource and
environmental management (including climate change mitigation and adaptation) and, (c) more
generally, the achievement of national goals as articulated in the MDGs.
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5.4.1. Capacity to Support Gender Equality

The NP recognizes the importance of promoting gender equality. Although there have been, and
indeed are, no legal barriers to women’s involvement in Sub-national Democratic Development,
the redlity is that relatively few women are involved in the SNA, either as councillors,
Governors or Board of Governors and officials. NCCD-S's Gender Strategy (Summary in
Appendix 3) sets out the priorities and policies for NCCD, across all parts of the IP3 program.

Key areas where better gender equality can be achieved relate to:

i. Representation and voice in SNA policy making. The proportion of women
Councillors remains low. NCCD-S, with the assistance of the gender specidist in the
Policy Division in cooperation with MoWA, concerned institutions and civil societies
will create awareness and advocate for more women Councillors prior to the
selection of candidates for future rounds of Council elections (Sub-program 1). The
Women's and Children Committee of the DM Council provide a forum for women’'s
voices and a means of ensuring women's interest are considered, more specifically,
during council deliberations.

ii. Beneficiaries (direct or indirect) of SNA investments and activities. The SNA
monitoring and evaluation and reporting systems will collect gender—differentiated
data to inform Councils of the beneficiaries of their policy and resource-allocation
decisions. The OD component (Sub-program 2) will address this issue.

iii. Employment in SNAs. Relatively few women are employed in Government at
national and sub-national level. The HR strategy (Sub-program 3) will address this
issue.

5.4.2. Environmental Considerations

The NP and IP3 put in place structures, systems, processes and associated capacity for Sub-
national Democratic Development. As such, there are unlikely to address specific environmental
iSsues.

However, SNA policies and decisions do themselves have environmental consequences. With
the introduction of budget-funding modalities (such as the CS Fund and the new DM Fund) and
the expected shift from infrastructure to services, the result and risks of environmental damage
from SNA spending decisions will be reduced.

On the other hand, the environmental side-effects of the use of a project-funding mechanism —
the SNIF — to finance infrastructure may increase if it leads to larger and more ambitious
projects. However, the appraisal mechanism associated with each project will allow
environmental criteriato be defined and assessments undertaken as part of the appraisal of each
proposal before funding is awarded. This introduces an explicit environmental check on
projects, and the opportunity to mitigate against possible negative effects. The SNIF would also
provide an opportunity for an additional environmental window to provide the resources for
SNAsto proactively plan for disaster-risk reduction and to mitigate against climate change.

SNAs will aso need to develop the capacity to represent the interests of their citizens in
discussions about larger scale infrastructure and land use changes which take place at a higher
level and in sector Ministries. These discussion need to be informed by local concerns as well as
by longer term environmental and overall national growth considerations.

Finally, environmental safeguards and good practice on environmenta risk management should
inform al SNA decision-making, without compromising the authority and autonomy of
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Councils. Thisrequires Sector Ministries to:
e Define and enforce legal instruments which obligate SNAs to follow environmentally
sound practices;
e Reassign functions and resources to SNA to implement environmental programs; and
e Develop national and provincial strategic plans and frameworks to inform Councils
of critical considerationsto factor into their deliberations.

5.4.3. Climate Change Mitigation and Adaption

Although there are few direct environmental impacts from IP3, SNAs can play a role in
advancing climate change mitigation and adaption. The SNIF provides a mechanism through
which resources can be made available to SNAsfor this purpose.

5.4.4. Millennium Development Goals (MDGSs)

The national MDGs should form part of the policy framework that informs and influences, but
does not impose on, decision-making in autonomous SNAS.

Currently, the primary mandate to deliver MDGs is vested in sector Ministries. With functional
reassignment and as the capacity of the SNAs grow, some of this mandate could be delegated to
SNAs, together with the required resources, and this will enable SNAsto play akey rolein more
targeted and effective achievement of MDGs.

The sector policies of national Ministries, based on the MDGs, should be articulated at national
and provincial levels in strategies and frameworks. These strategies and frameworks will then
inform the deliberations of lower-tier Councils. Further, SNAs will need to know the activities
and investments of sector Ministries in their area in order to plan their own activities. Council
policies and decisions will require consideration and reconciliation of local priorities with these
national and provincia frameworks and strategies.

5.5. Summary of Capacity Requirements

This section describes the capacities required to implement the vision and policies SNDD and
the IP3. Theserelate to:

The development of the policy and legal environment for SNA;

The functioning of the SNAs as autonomous policy-making and executive bodies;
The assigning of human resources to each SNA,;

The allocating of financial resources to each SNA,;

The provision of physical facilities and equipment for each SNA; and

The oversight and regulation arrangements under which SNA’s function.

ourwWNE

The IP3 program that is defined in the next section assumes that staff will be assigned to SNA,
financial and other resources for SNA will be secured, and the current oversight and regulatory
arrangements and policy and legal instruments will be the starting point for further development.

Since the passing of the Organic Law in 2008, NCDD-S has been addressing these issues
through on-going policy interaction and dialogue with the concerned Ministries. The IP3 is a
Program of coherent support to continue this effort to build and subsequently develop these
capacities.
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6. PROGRAM DEFINITION

6.1. Program Purpose

The promotion of Sub-National Democratic Development depends on, and combines, two
mutually reinforcing and equally important intermediary objectives:

1. The development of the institutions of sub-national governance, i.e. the
development of democratic institutions for political deliberation and policy-making
and for effective and accountable administration, at sub-national level; and

2. The promotion of genuine sub-national development, i.e. the improvement of
services delivery, natural resources management and economic development, through
the mobilization, leverage and combination of sub-national and national resources,
from public, community and private sources.

As a result, the purpose of the first 3-year implementation plan (IP3) is to establish the
foundation for promoting, and sustain Sub-National Democratic Development (SNDD) in
Cambodia and, in particular,
‘to develop the functioning and capacity of SNA , in particular Districts and
Municipalities, Khan, Communes and Sangkats to represent the views of local citizens
and to respond to their demands, within an established legal framework.’

The outcomes of 1P3 are complex, far-reaching and will require both measurement and judgment
to monitor and evaluate. Monitoring and evaluation arrangements are described in Section 9.
By the end of the IP3, the following outcomes will be achieved:

1. Functioning of SNA

a. Digtricts and Municipalities and will be fully staffed for supporting these
administrations as well as Communes/Sagnkats.

b. Discretionary budget funds and access to project funding mechanisms will be
available to SNAs.

c. Councils will be engaging with citizens and citizen groups, using planning
information, making and justifying decisions and delivering a range of basic
services, through sound financial management and procurement modalities

d. SNAswill have acquired the capacity to use administrative and financial systems
to enable them to provide services, build infrastructure, promote economic
development and manage local natural resources

e. SNAswill be delivering new or better services to local citizens that more closely
fit with local priorities

f. Provincial SNA will have adapted to a new role of building capacity and
supporting local SNAs without impinging on the autonomy of Districts and
Municipalities, Communes and Sangkats.

2. Oversight of SNA Performance

a. National Ministries and their provincial offices and provincial administration will
exercise their mandates to monitor SNA performance, using legality rather than
administrative controls;

b. Sector ministries will map the current scope, location and costs of their current
activitiesand will start to develop standards as a basis for both informing SNAs
and regulating delivery standards; and

c. SNAswill have entered into delegated agreements for re-assignment of national
functions to SNAs.
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3. Policy development
a NCDD-S will have established itself as the initiator of sub-national policy
development; and
b. Councils will be supported by an expanded NLCS or new “association” of SNA to
represent their interests and to build their capacity.

6.2. Program Goal

The goal of the IP3 is ‘to enable SNAs to promote the welfare (voice, rights, livelihood), of
citizens, improve equality between citizens and communities, especially women and vulnerable
groups, and ensure fairnessin access to services.’

The impact of the Program is defined in terms of the impact on the voice, welfare/rights and
livelihoods of the citizens of Cambodia and, in particular, the impact on the poor and other
excluded or minority groups, as follows:

e Improvements in voice and representation. This is the result of greater
accountability and easier access to representatives as well as improved processes
of civic engagement. This “greater stake” by a greater number of people,
represented by local politicians, will develop alocal “polity”, with a greater sense
of belongingness, greater inclusiveness of women and minorities, leading to a
fairer distribution of resources and greater community cohesion and social
capital.

o Improved welfare, rights and access to local services. Thisis the result of:

-~ amore responsive fit between local demands (articulated through local social
and political processes and resource alocations by SNAs with greater
awareness of local situations); and

-~ access to more resources to promote development, as Councils use their
resources to stimulate, facilitate and enter into partnerships with line
departments, private sector actors, NGOs and CSOs to provide services and
promote local economic development.

e Promotion of Cambodia Millennium Development Goals. Thisisthe result of :
-~ Promotion of local economic development: employment creation and

support to local entrepreneurship.

- Better localised environmental and natural resource management,
including “ climate change’ preparedness as a result of local understanding
and local action.

6.3. Program Beneficiaries

The I1P3 puts in place sub-national institutions and capacities that, will have an impact on &l
citizens of Cambodia, and will bring citizens into closer contact with the State and lead to an
increased sense of social cohesion.

The major impact of the program will be felt by citizens in the rural areas where the need for
locally determined development policies and resource alocations is likely to result in improved
service provision and opportunities for job generation, more in line with local needs and
priorities.

The rationale linking the goal and purpose of the Program is that genuine local governance and
decision-making and enhanced local capacity to implement these decisions will:
e Create a sense of local identity, ownership and contribute to building social capital
and community cohesion;
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e Result in a better “fit” between the services citizens require and the services the
public sector provides; and

e Create space and incentives for local resources and initiative to be utilized for local
devel opment.

6.4. Program Outputs- Componentsand Sub-Programs

The outputs of the IP3 program relate to 17 components and cover all three elements of the
vision —viz. the functioning of SNA, the regulatory system and policy development.

The components have been organised and grouped into 6 sub-programs, based on the mandates
of the implementing agencies, viz., NCDD-S, MOI, MEF, SSCS, MOP and the NLCS. The
objective, deliverables, activities and resources of each component together with progress
indicators and how the component contributes to the overall purpose and goal of the whole 1P3
Program are described in each Sub-program document.

A brief summary of each Sub-program is presented here, with a detailed description provided in
the Sub-program document.

6.4.1. Sub-Program 1 (NCCD-S)

This Sub-program sets out the role of NCCD-S in generating policy; developing the legal
framework and maintaining and communicating the vision and monitoring and tracking progress
for SNA functioning as set out in the Organic Law and the National Program. NCDD-S will also
coordinate and monitor, on behalf of NCDD, the implementation of the other Sub-programs.

NCCD-S will carry out the above tasks through a self-executed Sub-program, which includes a
body of National Program Advisers at District/Municipality and Provincial level who will help
facilitate, coordinate and monitor 1P3 activities. NCCD-S will take the lead in setting out, but
not implementing, aframework for legality control mechanisms.

The RGC is committed, following the approval of the National Program, to gradually shifting
specific regulatory powers and service delivery responsibilities to sub-national administrations.
Thisis critical to ensure that the newly created SNASs are not marginalized, and gradually take
on increasing responsibilities in the core government business of delivering public services and
regulating economic and social matters.

The first step is to forge a “whole-of-government” consensus on how the functional
reassignment process should be carried out, in accordance with a consistent and transparent
approach. As well as setting out a process, priority sectors/services will be identified to initiate
the reassignment process.

During the IP3, a number of pilots will be implemented to test the selected arrangements and
learn critical lessons on the structuring and management of de-concentration and delegation
arrangements.

However, it is important to stress that carrying out specific functions delegated or devolved by
national Ministries is not the sole purpose of the emerging SNAs. In fact, their general mandate
for local development is absolutely critical to their identity. It makes them autonomous bodies of
local political constituencies, and not just units of the central government, in their jurisdictions.
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It provides a wide open space in which SNAs must exercise local autonomy, mobilize local
resources and be responsive to local needs.

At the same time, the capacity of Communes/Sangkats will be strengthened with regard to their
ownership in mobilizing and managing the resources to support the intra administration projects
(cooperation between Commune/Sangkat and Commune/Sangkat; and between Commune/
Sangkat and District/Municipality) in responding to local needs and resource use in an effective
manner.

6.4.2. Sub-Program 1b (NCDD-S)

This component Sub-program also sets out activities to build the capacities of DM Councillors
to undertake their functions and legal obligations. This component will remain independent of,
but nonetheless coordinated with, the Capacity development component of the MOI Sub-
program which focuses on the “executive branch” of SNAs.

6.4.3. Sub-Program 2 (MOI)

This Sub-program describes staffing issues and sets out the activities, already commenced, to
develop the new and unified administrative systems for Capital, Provinces Districts,
Municipalities and Khan (Operations Manual, together with the preparation of a Capacity
Development Strategy/Manual and Capacity-Development plan). This will result in the
development and rollout of the human resource and administrative systems to be used by
Capital, Provinces DMK as well as the review in order to improve the capacity of C/S in the
management of staff and to develop the governance system of C/S including cooperation system
between C/S and C/S and C/S and D/M

The setting up of the new sub-national administration structures has been completed and the
process of assigning staff to positions in the Provincial and District/Municipal Khan
administrations has been completed in first stage. . Subprogram 2 will be implemented in
cooperation with other subprograms of 1P3.

6.4.4. Sub-Program 3 (SSCYS)

The integration and re-deployment of personnel should be made while the functions are being
transferred to SNA. During the course of the 1P3, some sector functions will begin to be de-
concentrated and delegated to SNA. As such this process requires an assessment of human
resources for performing those de-concentrated and delegated functions in order to prepare for
personnel redeployment to SNA following successful pilots. The process of mapping all HR
management issues arising from the SNDD reforms has already commenced with joint teams
made of officers from MOI, MEF and the State Secretariat for Civil Service (SSCS) carrying out
a diagnostic that will help ensure that the process is aigned with the Public Administration
Reform (PAR) program.

Sub-program 3 sets out the process through which SSCS and MOI, supported by the Policy
Division of NCCD-S will develop a sub-national Human Resources strategy leading, in time, to
anew civil service statute for Sub-national level staff.

6.4.5. Sub-Program 4 (MEF)

The Law on SNA Financial Regime and Property Management (the Sub-national Finance Law)
is currently under discussion between MOI and the MEF. NCDD-S expects the SN Finance Law
to be adopted in late 2010, at the very latest, to allow the SNASs to prepare their 2011 budget.
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Sub-program 4 describes the policy framework for financial management within SNAs and
designs and implements three funding mechanisms to ensure SNAs have access to funding
which is formula based, transparent, and largely unconditional. These are: the CS Fund, the DM
Fund, and a*“ Sub-national Investment Facility” (SNIF). At the same time, the current modalities
of budget transfer from Nationa to Capital and Provinces should be reviewed in order to
improve and ensure the principles for equity, transparency accountability and efficiency.

MEF, under this Sub-program is also responsible for developing financial management systems
(including asset management systems, procurement procedures, etc), reviewing the existing
Commune/Sangkat financial management system to enable Communes/Sangkats engage in joint
funding and managing the intra administration projects and developing processes for building
SNA capacity to effectively manage their finances.

Finally, Sub-Program 4 goes beyond the policy issues and sets out a capacity-devel opment
program through which MEF will develop capacity to operate and oversee the proposed funding
modalities and to develop the systems and capacities for SN Public Finance Management at the
Capital District/Municipality level and further capacity development of Commune/Sangkats on
their financial management.

6.4.6. Sub-Program 5 (MOP)

The purpose of this Sub-program is to develop procedures for genuine provincial and local
planning processes (including CIP to reflect intra administration projects) , which are not limited
to trandating national planning goals at provincia and local levels, but are driven by local
development opportunities, as well as by gaps in services. This principle should be reflected in
the Planning Guidelines currently under preparation.

Within 2010, NCDD-S expects that a policy consensus will emerge on appropriate
methodologies and capacity building strategies for planning in different SN systems including
both higher level provincial strategic planning and, at the loca level (district, municipal and
capital), local planning procedures reflecting local policies.

Sub-program 5 sets out an action plan to alow these procedures to be developed, revised and
finalised and for related capacity to be built, allowing their replication and mainstreaming
country-wide during implementation of the NP.

6.4.7. Sub-Program 6 (Association)

The local autonomy of Councils and, indeed, the democratic nature of the whole reform requires
Councils to listen to citizens and community groups and to make policy decisions and to oversee
implementation by their executive. Promoting this vision is a role for an independent
Association of Councils. Currently, the National League of Commune/Sangkat Councils, as its
name suggests, is limited to Commune/Sangkat. The League is currently going through a
strategic review to determine whether to expand its mandate by becoming a two-tier association
or separate associations. Whatever the outcome of this process, there is a need for an
organization to represent and support the Capital, Province District Municipal and Khan
Councils.

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 29



Part 1: Overall Framework of IP3

6.4.8. Summary of Components and Sub-Programs
The following table provides asummary of each of the components under each sub-Program.

Table 2: Summary of Components by Sub-Program

Program Sub-program
executing implementing Component
agency agencies

NCDD-S 1. NCDD-S 1.1 | Developing the regulatory framework of the SNDD reforms

1.2 | Strengthening capacity for Policy development and Program

management
1.3 | Advancing Sector Decentralisation Reforms and Functional
Reassignment
1b.1 | Providing a council mentoring system
2. MOl 2.1 | Setting up and staffing SNAs under atemporary regulatory
framework

2.2 | Supporting SSCSto develop aHR strategy and drafting a new
SN Civil Servicelaw

2.3 | Developing the capacity of SNAs and their staff

2.4 | Improving SNA system operating conditions

3. SSCS 3.1 | Puting in placeinitial HR arrangements for staff assigned to
SNAs
3.2 | Developing aregulatory framework for SNA HR
4. MEF 4.1 | Putting in place apolicy and legal framework for SNA financing
mechanisms

4.2 | Developing SNA financial management and financial accountability
systems (including reviewing the existing Commune/Sangkat
financial management system to enable Commune/Sangkat in
joint funding and managing the intra administration projects

4.3 | Builidng SNA capacity for (a) financial management and (b)
financial accountability

4.4 | Building the capacity of central institutions for support and
supervision

5. MOP 5.1 | Developing the planning systems of SNA

5.2 | Building SNA planning capacity

6. Association | 6.1 | Advancing the strategic development of CS Association and
organi zation representing other councils of SNA

Sector ... | Tobedefined as the Functional reassignment process advances
Ministries

6.5. Program Logic and Rationale

The logic of the IP3 is summarized below in aresults chain which describes causa relationship
between the Program’'s expected outputs, outcomes and impact. The IP3 outputs are the
capacities delivered to both SNAs and central Ministries. These capacities include staff and
financial resources, institutional arrangements including structures, systems and processes, and
capacity for policy development.
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Table 3: Democr atic Development
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1. PROGRAM APPROACHESTO IMPLEMENTATION

The vision set out earlier and the nature of the capacities required to achieve the vision
necessitate a new approach to capacity development®.

The implementation arrangements relate to development of capacity for each of the three
elements of the vision, viz., (&) SNA functioning; (b) oversight arrangements; and (c) nationa
policy development.

7.1. Developing SNAs as Functioning I nstitutions of Gover nance

SNA capacity and functioning relates to the (i) organisational systems, (ii) HR and (iii) funds.
7.1.1. Developing Organisational Systemsfor SNA

A). Principles

The primary focus of the IP3 is on Districts and Municipalities. Although recognised as an
administrative level in the Constitution, DMs were not previously in practice given clear roles
and responsibilities as such. The Organic Law very specifically recognises the DM as a key
administrative level and the development and support of DM are now central to the IP3, with
some limited support to the functioning of the Provinces, the Capital and Khans and some
continued support to the Communes and Sangkats. This presents a substantial task for the
programming of CD activities, and means that the system of cascade training used to support
Communes and Sangkats will be continued.

The IP3 will be implemented through Government institutions using government systems.
Although there is considerable experience on which to build these systems, this capacity is
currently not available in most Districts and Municipalities. The systems need to be designed
and then SNAs supported to introduce these systems. Thisis a substantially bigger task than that
faced previously with Communes and Sangkats, where the territories are smaller and where
there is no intention to develop substantia administrative capacity. Further, none of the staff

10 The task is somewhat different in scale and intensity to that of the capacity development activities that have taken
place prior to the Organic Law which were focused on establishing and supporting 1621 communes and Sangkats
throughout the country, primarily as representative Councils with limited administrative capacity and supported by
provincia structures, project modalities and resources.
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posted to the DM Administrations will have had previous experience of working as part of a
democratic institution, subject to Council rather than national administrative control. This will
require adapting to new systems, new accountabilities and new ways of working.

Capacity development is directed at achieving IP3 results. It is, therefore, focused on the SNA
capacities to undertake their new mandates, and national authorities viz, the functioning of SNA,
the exercising of oversight through regulatory instruments and improved policy development.

The approach to CD differs from previous approaches where ‘pilots preceded the roll out of
system across all SNA. During IP3, the CD approach responds to the need to: (i) enable all DM
Administrations to start functioning as soon as possible; ii) establish intensive learning sites
where learning and innovation can be managed and tracked ; and (iii) feed the lessons from this
learning back into guidelines and manuals to influence all SNAs. Finally towards the end of IP3,
amajor review will take place leading to revisionsin higher level legal instruments.

B). Process

The approach will be adapted to the level of existing capacity but will, generally follow the same
process:

1. Initiate (or complete) the design of the systems. In some cases, systems are aready
defined in law and decree; in others systems can be relatively easily adapted from
other places; and, in other cases, there will be a need to design a system essentially
from scratch. Following the completion of an initial design, the following processes
are proposed (b and c hereafter). In general, the ideais to develop an initial prototype
(guidelines and manuals) of each system based on the Law and associated legal
instruments, informed by both the requirements of the vision for SNA and from
existing good practice;

2. Roll out/introduce the capacity (or system) to all SNA units to enable them to start
functioning with the resources available. This will require a huge initia - step-up -
CD effort to inform SNAs of the overall vision, to develop the organisational
capacity of Councils and Executives and the competences and skills of individuals.
These activities will be supported through the establishment of (a) a Council
coaching service provided by professional experts; (b) a provincial CD team, centred
on the HRD unit of the provincial SNA, who will bring together expertise from the
Provincia office and from Provincial Departments;

3. Track progress and actively assist staff in a limited number of (in) formative
evauation sites, which receive intensive support as the capacity is introduced. This
experience will also provide feedback to policymakers and CD staff, alowing
immediate adjustments to manuals and guidelines.

4. Review experience and revise the legal framework, to ensure that it remains
supportive of the overall purpose and is consistent with other systems. Towards the
end of IP3, the overall functioning of the SNA will be reviewed. The outcome of this
review will be to revise the legal instruments and guidelines in order to ensure
consistency and fit for purpose before devel oping subsequent implementation plans.

In summary, the initial steps in the system development process will be undertaken centrally,
based on regulations and existing guidelines. These initial ‘ prototypes’ will be further developed
under actual work conditions at SNAs. Effectively this will allow an iterative™ process to the

1 |terative design is used in new situations where the exact response to the system may be difficult to predict. An
essential element is that the process is flexible and focuses on getting user feedback on a continuous basis; more
generdly involves a high degree of testing, feedback loops, assessment, and continuous re-design
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design of the systems and ensure that the systems and processes are relevant and practical, meet
the needs of their users, and have demonstrated that they are capable of being used effectively.

C). Key Systemsto be Developed
The key systems which will need to be developed or adapted for SNAs are set out below (Table 4).

Table 4: Summary of Systems and Processto be Defined
and Developed for SNA Functioning

M anagement System/Process SP1 | SP2 | SP3 | SP4 | SP5 | SP6

Planning, Budgeting, and Reporting

o Undertaking a situation analysis X

e Strategic (long-term) planning X

e Annua Operational Planning and Budgeting (including
outputs, activity schedules, costing, cash flows, X
procurement planning, M&E planning)

M&E (Finance) X

Quarterly/Annua Performance and Financial Reporting X

Reporting of results to citizens X

o Computerized systemsto support the above X X X

Financial Management

o MTEF, Budget Formulation

Accounting

Procurement, Contract Management, Project Management

Internal Controls (internal audit)

Financial Statements (income statements, bal ance sheets, etc)

Performance and activity reporting (listed above also)

Asset Management

XXX [X [ X [ X [X|X

Computerization of financia transactions and procurement

HR Management

Recruitment

Performance A ppraisal/Contracting

Training (planning, monitoring, €tc)

o oo |0 (Tje |0 (0|0 0|00

Disciplinary Action

XX | X [ X [X
XX | X [ X [X

e HR Planning, HR MIS, etc

Administration

o Administrative procedures records management, etc

x

e Complaints handling X

e Advisory Processes, relationship management with
Councillors

e Functionsvis avis other levels of government X

Councillors

e By Lawsand policy making; meeting procedures

e Consultative processes (including planning)

e Planning and budgeting

o Accountahility processes (what is signed off, when, etc)

o External evauations, surveys, etc

XXX [ X [ X |X
XX | X [ X | X

o Relationships with other levels of government
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D).  Building on existing capacity

The approach to developing the capacity of the SNA will build on existing staff competences
and national systems:

D-1). Individual Staff Competences

The proposals set out in the sub-Programs of the IP3 make use of existing staff competences to
the extent that staff are deployed within the new structures. Many of these individual
competences lie with staff currently assigned to Ex-Com, and responsible for facilitation and
coordination of CS activities and other SN activities. These staff, who ultimately belong to a
range of different Government Ministries and Departments, will effectively return to their cadre
and may or may not apply or be assigned to the new SNA administrations. However, despite the
availability of individual staff competences, the exercise is initially one of building and then,
subsequently, developing new capacities in a different arena, under different rules and under the
new vision set out in the Organic Law. Given this, there is a need for an immediate ‘ step-up’ in
capacity, starting with a massive re-orientation to the new ways of working, for all SNA and
national staff.

D-2). Organisational Systems

There is a need to build and establish new systems of council decision-making and
administrative capacity in SNAs.

These are currently being developed based on and in conformity with national systems and
making use, where relevant, of the systems currently used by Communes/Sangkats and, where
possible and appropriate, the systems used at Provincial and national level. These will be
adapted to reflect the new vision.

Again, it is important to recognise the difference between the existing capacities and the
capacities required to achieve IP3 vision.

At the DM level, the Program supports the opening up of a new focus for SNAs in Cambodia
where there islittle or no existing capacity. In particular,
e the Councils have been elected but have no institutionalised processes as to how to
set policy and engage with statutory and other stakeholders; and
e the executives currently have few staff, and few funding resources, and no ‘ system of
administration” with which to implement Council decisions.

At the Commune/Sangkat level, which remains an integral part of the SN architecture, it is
recognised that significant capacity has already been developed. This capacity will be developed
further through replacing the existing support mechanism with new institutional relationships
between the CSs and the DMs. The introduction of a “service” focus to the general mandate of
DMs may, in time, require/lead to changes in the planning and delivery modalities currently
available to CSs. However, the “Planning and C/S Support Office” of the DM will replace the
facilitation and administrative services currently undertaken by ExCom. The transitional
arrangements allowing this support to move from ExCom to the DM Administrations are
currently being developed by NCCD-S.

The CS do not have a significant executive capacity. This will increasingly be provided by the
DM. However, their role as a Council, a representative and policy body, will continue to be
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supported through 1P3 as part of the capacity development Program for DM Councils and
continue to provide capacity building support to Communes/Sangkats.

At the same time, at the commune/Sangkat level, guidelines on CIP, financial management
system and PIM should be reviewed to enable the commune/Sangkat to jointly finance and
manage projects of intra administration.

The Provinces are constituted as autonomous SNA in a similar manner to the DMs and CS,
with their own general mandate. On the other hand, some human and financia recourses and
experiences exist at the provincia level for administration, service delivery and development.
However, systems and procedures at this level should be reviewed in accordance with the
principles of democratic development. For practical purposes the IP3, the first phase of the NP,
focuses on the DMs and, at the provincial level, only on those aspects of responsibility that
relate to the support and capacity development of DM and CS. As a result, the 1P3 focuses
mainly on capacity development:

e Theregulatory role of the Province with respect to national oversight of SNAs

e The enabling role of Provincia offices with regard to services such as treasury and

strategic planning; and
e Theenabling of Provinces to provide capacity development to DM and CS.

Subsequent phases of the NP will address the wide role of the Provinces in service delivery.

More practically, some of the functions of ExCom will be transferred into the new Provincial
Administrations and others to the DM administrations. Since, in general, the staff of ExCom
have not been directly transferred to the new Provincial SNA and, in any case, the role of the
Province has changed, the capacity requirements of the Provinces will aso change. The role of
the Provincial administrations is no longer to exercise executive authority over DMs, who are
themselves autonomous bodies. The initial CD program will need to present the new approach
and develop a plan to address the implications of this approach for the way the Provincial
administration engages with lower tiers of SNA.

E). Management of Capacity Development for SNA Functioning
Implementation of the SNA vision requires a massive effort to build and develop capacity.

The IP3 approach to capacity development is to shift responsibility from NCDD-S to the
concerned Ministry and to focus NCCD-S on policy development. This represents a magjor
change.

E-1). Administrative Capacity Development

e Capacity development for the DM executives (Governors and administrators) will be
spearheaded by a Provincial CD team, consisting of staff from the CD unit in the HR
division of the Provincial SNA, supported by a Provincial Adviser. This team will
prepare an annua work plan (and budget) for all capacity development activities
taking place under the aegis of the Provincial SNA. The work plan will be focused on
DMs and coordinated with each DM’s timetable. The Program will focus on the
processes and competences needed to alow the Executive to function as an
administration and will include inputs from other core MOI, MEF, MOP and other
national and provincial offices.

e The capacity of the Provincial OD team will need to be developed before they can
start to implement their own program. This is the responsibility of the National CD
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team in MOI, working closely with staff in other Ministries and with the team
developing the administrative and financial management systems. The same wide
range of CD techniques as proposed for the DM CD activities will be used, to
introduce and sensitise the provincia team.

e There needs to be a close relationship between the national and the provincial CD
teams, in order to minimise the problems of cascade systems, and to ensure that
National teams are aware of problems of CD delivery by the provincia teams to the
DMs

e The CD Adviser in the Policy Division of NCDD-S will be responsible to ensure that
the CD programs are consistent with the overall vision for SNDD and for ensuring
that CD activities and materials remain consistent as the vision evolves over time.

E-2). Council Policy-M aking and Regulatory Capacity Development

A similar approach will be followed to develop the capacity of the Councils.

e In each province, a team of approximately 3 coaches will be directly recruited and
managed by NCDDS or NCDDS can contract with one or more professional
organizations, and each coach will be responsible for about 4 DM Councils.

e Activities will focus exclusively on Councillors and council procedures, including
deliberation, decision-marking, civic engagement, monitoring and evaluation.
(Councillors will also be included in some of the CD activities related to the
administrative system of the council and arranged through the provincial CD team.)

e The vision and systems promoted by the provincid CD team will need to be
consistent. This will require coordination at the national level in the communication
of vision and the design of the systems and at the DM level.

Techniquesfor capacity development

Under IP3, it is planned to extend the range of instruments used by the CD teams. Initially, the
approach will be largely prescriptive and instructional, but over time it will evolve into a more
responsive form of support. It will employ a wide range of competence-based and adult-learning
techniques, moving the relationship between the provincial CD team and the DM staff from one
of trainer/learner to one of mentor and coach. More effective means to deliver capacity
(including training, facilitation, coaching, plenary/inter-SNAs workshops, exposure, peer-to-
peer learning, action learning, structured reflection, etc.) will be developed and used across the
whole CD Program.

7.1.2. Human Resources

The IP3 vision for Human Resource Management is that human resources should be under the
control of the SNA, but within a national framework and under a new civil service code for SNA
staff. The strategy set out in the |P3 to address this requirement is to:

e transfer, in the first instance, staff to SNA under the current national civil service
code,

e prepare a SNA human resources strategy, setting out proposals for longer term
cadre development and individua career paths;

o develop acomprehensive SNA civil service code governing the management of SNA
civil servants, including responsibility for recruitment, management, transfer,
secondment ; and

e revise compensation scales for SNA staff to incorporate the current basic salaries
and supplement including the other established incentive policies.
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7.1.3. Financial Resources

The 1P3 vision for financial resources of SNA, again as set out earlier in Section 5.1, is that
resources should be under the control of the SNA (i.e. discretionary), but subject to compliance
with the legality controls regarding governance and financial management and consistent with
nationally-set standards and strategies. The strategy set out in the IP3 isto:

e Establish aDistrict and Municipal Fund (DM Fund)

o Establish asub-national Investment facility (SNIF)

e Review and revise the arrangements for the current CS Fund

e Develop a criteria -based provincial budget system to ensure equity, transparency,

accountability and effectiveness

A draft law on financia regime and asset management of SNA was discussed and agreed in the
5" NCDD meeting on 16 November 2010. This draft law defines the establishment of DM fund
and Capital Provincial budget.

7.1.4. Summary and Phasing to Establishing Functioning SNAs

The IP3 assumes that a minimum set of al three of these capacities will be in place before the
start of 1P3 activities in 2011, i.e. that the Council and Administrative basic systems will have
been designed, staff will have been posted to SNAs and resources for SNA , especialy for DM
fund will have been secured.

These capacities are currently being developed by NCCD-S during 2010, under the 2010 Annual
Work Plan and Budget (AWPB).

7.2. Developing Capacity for Regulation and Oversight

Under 1P3, the core Ministries will be strengthened to both contribute to the development of
SNA capacity and to develop their own capacity to oversee, regulate, coordinate (through
strategic planning) and track and monitor SNA performance. Again, this will require a
significant change in the nature of relations between levels of government and in ways of
working — with a shift from administrative control and instruction to the coordinated and
effective use of legality and regulatory instruments. The 1P3 will support core Ministries to
effectively exercise their oversight and regulatory mandate.

Further, the oversight and regulatory instruments which will replace the current project or
bureaucratic arrangements need to be developed, across the whole of government. However,
many of the regulatory systems, derived from law and national practice, but not applied at the
SNA level are already defined and tested and, therefore, the capacities required relate largely to
financial and human resources and the competences of individual officers.

The development of an SNA regulatory framework is a key aspect of local governance. The
starting point is to review the current range of oversight arrangements and consider them as a
system or framework. Many of the elements of this framework will be distributed across
government:

o Development of lega instruments, including laws, rules and regulations. These will
include an accountability framework, which defines consequences for not meeting
specified conditions or terms. Thisislargely the responsibility of MOI and MEF.

e Trandation of legal instruments into compliance inspection routines which check
whether SNA are complying with processes.
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e Trandlation of

legal

instruments into guidelines, manuas, and ultimately

management and other standards. Thisis mainly the responsibility of NCDD-S. The
CD process, systems design and formative evaluation processes will influence the
development of these standards.
e Trangdation of standards into management and capacity assessment, inspection and
advisory processes and the devel opment of review and appeal's processes.
e The development of institutional arrangements and the building of organizational
capacity to undertake inspection routines. Thisisthe responsibility of MOI and MEF.

The IP3 legality control strategy will use government systems and where these systems are weak
will develop capacity within the concerned Ministry. The table below identify key compliance

mechanisms.

Table 5: Compliance M echanisms

Public Interest /Accountability

Regulatory
I nstrument

Inspection Processand
consequence

Current Status and
Capacity Development

Resour ce Allocation

SNAs have plans which identify
priorities, were created following a
deliberative process (civil
engagement and consultative
processes)

SNA Planning
Regulations and
Guidelines

Inspection is undertaken
by MEF as part of the
budget scrutiny and
approval process

Process needs to be
strengthened.
(SP5)

SNA Draft budgets are formulated

Law on SNA Finance

Inspection is undertaken

Process needs to be

according to established principles, | Regime and Property | by MEF as part of the refined (SP 4)

rules and procedures, includingits | Management andits | budget scrutiny and

consistency with longer term plans | related regulations approval process

SNA plans are consistent across Safeguards are weakly
SNAs and due diligence has been defined and not

compl eted where environmental
impacts and other externdlities are
possible

carefully scrutinized in
the budget.

Expenditure Control

Commitment Control: SNAs do

Will be achieved by

Internal audit function is

not enter into contracts which are SNA internal control to be strengthened
outside the budget, which are system and

beyond budget ceilings or which MEF Inspection

were not properly procured

Payment Control: SNA payments Various Treasury checksthe Processiswell
for goods or services are properly regularity and relevance | established. Sub-

documented, are made according

of the payment orders

national treasury

to specifications, and conform to issued by the SNA branchesto be
the expenditure commitment terms budget managers reinforced
(Governors)*?
Reporting and Financial M anagement
External Accounts Audit: Financia Processes are well

reports are comprehensive,
accurate, provide ardiable

Based on its audit, the

developed by NAA, but
NAA lacks the staff to

2 For example, the payment is requested by the qualified budget manager officer; where applicable, a competent
officia of the SNA has certified that the goods have been received or that the services have been rendered as per the
conditions and specifications agreed in the contract or purchase order; the invoice and any other supporting
documents are correct and relevant to the transaction for which the payment is being requested; the beneficiary of
the payment is correctly identified; The payment is requested under the correct expenditure category, and sufficient
funds are available in that category; The position of the SNA deposit account does cover the payment; the payment
discharges the sub-national administration from any further claim relating to the same transaction or debt.

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 38



Part 1: Overall Framework of IP3

. . Regulatory Inspection Processand Current Status and
Pl lnzies: iaeeriie sl Instrument consequence Capacity Development

reflection of the SNAs financia NAA approves (withor | audit al DMsand
position, are based upon without reservation) or Communes/Sangkats.
underlying financia transactions rejects SNA annual
which areregular and are available financial statements.
to the public ) .

The audit report is

disclosed to the public

together with the

financial statements
Procurement and Financia Implementing MEF regular or on the Some spot checks
Management procedures and regulations under the | spot inspection of SNA currently are practiced
standards are adhered to Law on SNA covering al aspects of but a more complete

Financial Regime
and Property areto
be developed, asare
financial
management
standards

financia management to

be complimented by
annual compliance
inspections and
management standards
assessments

annual inspection
process will be
developed

Reports about physical targets
(outputs) are comprehensive,
accurate, provide areliable
reflection of the use of SNA
resources, provided value for
money, and are available to the
public

To beincluded as part of

the SNA inspection
process

Not part of the IP3

Administration and Management

Human Resource Management To be developed MOI Administrative Some spot checks
procedures (recruitment, controls currently are practiced
disciplinary action, etc) are but a more complete
adhered to Individual grievance annual inspection
mechanism process will be
developed
Council proceedings (operations) To be developed MOI Administrative
are undertaken according to rules controls
and regulations and are consistent
with internal Council procedures Individual grievance
mechanism
Management standards are adhered | Standards are not Process needs to be
to currently developed developed
Quality Standards
Quality standards of infrastructure | Various building and
development (“permissive construction
functions’) standards
Quality standards for obligatory Not yet developed To be developed as part
functions (not yet del egated) of the functiona
reassignment process
Rights and Responsiveness
Safeguards Safeguard officers To beintegrated into
provincia SNA
Accountability working groupsand | AWGs at provincia Complaints process set To beintegrated into
complaints mechanisms level out provincia SNA
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7.3. Capacity for Policy Development

NCCD is responsible for policy development with regard to SNDD, with NCCD-S acting as its
secretariat. Policy development so far has been generated in the sub-committees of NCDD with
inputs from NCCD-S through pilot projects funded by some development partners.

Under 1P3, NCDDS will focus on its core mandate and develops its capacity for the genesis of
policy, the development of visions and conceptua frameworks and promotion of policy position
across government. Responsibility for implementation of the reforms should be the concern of
the relevant Ministry.

7.3.1. Roleand Positioning of NCCD-S

The implementation of the NP-SNDD requires a continuous effort of policy direction by the
RGC. To support it, the Roya Decree No. NS/RKT/1208/1429 created the NCDD as an inter-
ministerial committee tasked with:

e Developing and recommending to the RGC the changes in national policy and legal
framework required for the SNDD reforms, based on engagement with key actors
and informed by empirical evidence from studies and databases; and

e Promoting, coordinating and overseeing the implementation of the NP including sub-
national institutional transformation, the development of nationa systems of
regulatory oversight and the arrangements for sector development and functional re-
assignment.

The structure of NCDD-S can be reorganised and strengthened to play these roles.
7.3.2. Policy Issuesunder Development

The development of this framework commenced after the promulgation of the Organic Law and
ison-going, but not yet complete:

1. Legal instruments. Many, but not all, of the main royal decrees sub-decrees and
prakas have been completed and arein place;

2. Staff management: Temporary arrangements are in place for the management of
SNA staff and for the payment of “project operating costs” (POC). A HR strategy is
still to be developed, covering revised compensation scales, performance management
and staff assessment system, cadre management arrangements, including career
devel opment pathways and, ultimately, a new civil service code for SNA staff;

3. Funding modalities. The draft Law on ‘Financia Regime and Property Management’
for SNA was drafted and discussed by NCDD in its meeting on 16 Nov 2010. There
will be a need for further preparation of legal instruments regarding the mechanisms
for the inter-governmental fiscal transfers, to DM, CS and Provinces and for the
development of the SNIF, and for the use of own source revenues,

4. Key SNA systems. The specification of these systems - Council procedures,
administrative systems, strategic planning systems - is set out in legal instruments but
guidelines and manuals are still under devel opment;

5. Regulatory and oversight instruments: Many of the legal instruments are in place
and need to be extended to SNAs. Mechanisms for assessment of compliance are less
well developed. Specification of nationa standards, required to operate the rules-
based regulatory system described above have yet to be fully developed. Also,
guidelines for strategic planning at District/Municipal and Capital/Provincia levels
are under development.
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6. Organisational standards. The use of standards as means of assessing organisational
behaviour both to inform the national regulatory and oversight authorities and to
promote local accountability has yet to be devel oped;

7. Competence-based capacity development: The introduction, specification and use
of competence-based standard-setting and assessment for individua staff would
paralel the development of a rules-based system of oversight and regulation at the
ingtitutional and managerial level. Such a system would allow the development of
tailor-made, demand responsive training to be developed for delivery either through
and Institute for SNA Capacity Development or from private sector Capacity
Devel opment organisations;

8. Development of a “National Institute for SNA”. The proposa for a “National
Institute for SNA” is consistent with the | Ps approach. Such an Institute could lead in
developing a framework and thereafter, supporting a system for competence and
organisational based assessment and training. This would both support the
development of a professional SNA class of official and help to define individua
career paths.

The development of assessment systems for SNA management and staff is consistent
with arules-based system of oversight and capacity devel opment that separates:

- Thedefinition of processes and associated competences and standards;

- The system of assessment associated with specific competences; and

- The provision of professional CD support and mentoring.

9. Functional re-assignment: Protocols for functional re-assignment will have to be
developed. Some sector Ministries have started to map out their national functions at
the level of each SNA. Mechanisms are also required to allow SNA to “contract-in”
sector expertise as well asto receive delegated functions and conditional grants,

10. Communicating the policy vision: Mechanisms for promoting the NP vision
throughout government and with the wider public have yet to be devel oped.

11. M&E and information systems: The responsibility for data management and
monitoring systems is distributed across government and has been developed at
different stages, on a ‘need-basis and with unique structures and specifications.
These databases need to be extended to cover all SNAs and to be brought together
into a government-wide information system, covering the needs of both SNAs and of
a range of national Ministries. Information requirements include: (@) the current
situation in an SNA; (ii) investments and activities from arange of different sources;
and (iii) the results of SNA activities and investment.

8. PROGRAM MANAGEMENT

8.1. Duration

The IP3 is the first three-year phase of the ten-year national Program to establish Sub-National
Democratic Development. The IP3 will run from January 2011 to December 2013.

8.2. Phasing

The IP3 is built around the vision and the principles of the Organic Law and the 10-year national
Program (Section 4). This vision will evolve and, therefore, there is little value at this stage to
setting out the scope of activities in the post-1P3 period.

More importantly, is the need to define the critical start up — or transitional arrangements -
required to allow the IP3 Program to commence in January 2011.
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The 1P3 supports a one-time, step-up in capacity in that it relates to (a) the building of new
capacity in newly established Districts and Municipalities to enable them carry out their own
mandates, and to effectively support and cooperate with the CS; (b) the use of government
systems, some of which are not fully developed; and (c) implementation by staff directly
employed and reporting to Government (many of whom may have had no experience of the new
systems and new ways of working).

The implications of this one-time, step-up in capacity for al Districts and Municipalities means
that there is little scope for phasing within the IP3 time frame. However, it is expected that
subsequent phases will require fewer resources, as SN capacity is built and government
resources grow. Effectively, IP3 represents a capacity-building phase which will provide a base
for a more gradual approach to demand-driven, tailored capacity development in subsequent
phases of the National Program.

The step-up nature of capacity building in the IP3 Program also has implications for the posting
and management of human resources: it means that care should be taken to ensure that SNA are
not encumbered by posts and staff over and above ‘normal’ and sustainable levels.

8.3. Key Program Milestones

During the inception phase of the Program, the following major milestones, as stated earlier,
should either have been achieved or been agreed in outline or principle:
e Design of systemsfor districts and municipalities in respect of:
- Council deliberation and civic engagement
- Administrative and financial management systems
e Provision of human resources to districts and municipalities
e Establishment of a general purpose funding mechanism for districts and municipalities.

During the inception phase of the Program, the following milestones, relating to the setting
up of the IP3 management structures, will need to have been initiated for Program
implementation to be effective:

Reorganisation of NCCD-S

Establishment of a Policy Division and appointment of Policy advisers and staff
Reorganisation of Program Support Division and appointment of staff

Preparation of Sub-Program agreements

Procurement of management agent for council mentoring

Recruitment by NCCD-S of NP Advisers and the preparation of a Program for their
capacity development

Asearly aspossiblein thelife of IP3, the following key activities will need to be started:
e Capacity development
- Development of CD materials based on system design (Guidelinesymanuals)
- Preparation of national CD team
- Preparation of Capital and provincial CD teams
- Preparation of CD plan in Capital and each Province
- Launch of CD plans
e Funding systems
- DM Fund
- SNIF
e Oversight arrangements
- Review existing systems and capacities
- Establish mechanism, for multi-ministry inspection teams
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e Policy development
- Design of Functional reassignment process
- Review of strategic planning systems
- Review of HR management arrangements
- Development of procurement and financial management modalities
- Establishment of M& E framework, including a series of formative evaluations

Other milestones to the achievement of the Program outcomes are set out in Section 6.
However, towards the end of the second year of IP3, and prior to the design of a subsequent
phase, there will be a major review of progress. This review will cover al aspects of the
Program, viz., policy development; SNA functioning and oversight arrangements.

8.4. Program Execution

The responsibility for execution of the I1P3, including the mobilization and coordination of
domestic and external resources and the overall planning and monitoring of its implementation,
lieswith NCDD-S.

8.4.1. Roleand Positioning of NCCD-S

In order to develop the policy capacity described earlier, the structure of NCDD-S will be
reorganised and strengthened, by:

e re-positioning itself to promote its secretary roles to NCDD as a whole of
government agency with a greater buy-in across government.

e developing its own capacity to formulate policy by recruiting staff with awider range
of skills and backgrounds and positioning this capacity at the disposal of the NCCD
sub-committees; and

e increasing the number of full time technical policy development national staff
working in NCCD-S, either through secondment or contract.

Because of the structuring of the IP3 into sub-Programs to be managed by different
implementing agencies, the roles of NCDD-S need to be redefined in order to support and
coordinate with various | P3 implementation agencies.

8.4.2. Restructuring of NCCD-S

The structure of NCCD-S will be redrawn into two instead of three divisions, one for policy and
the other for managing Program implementation.

A). Policy Division

The Policy Division will require appropriate technical assistance (TA) for capacity development
puUrposes.

The Division will be strengthened to both generate and develop policy. It will be staffed by
senior policy specialists, hired or seconded from different government agencies who will work
together as ateam to:
e maintain the reform vision and ensure coherence across al policy issues
e support the completion of legislation/policy and communicate the IP3 vision
e provide facilitation support in a number of cross-cutting policy areas and act as a
secretariat to each of the NCCD sub-committees;
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e set up aProgram to communicate the vision and policies of the SNDD reforms to all
stakeholders, including Ministries, SNA, Civil society and the genera public. This
will include development of the website, linked to the documentation centre, as both
a repository of documents and as a tool to inform staff and others about policy
development and implementation.

e Beresponsible for the overall review and evaluation of the Program including setting
up and running a Program level M& E system to monitor the implementation of the
AWPB and to evaluate the extent to which the | P3 objectives have been delivered.

e set out the process for functional reassignment and a series of pilot reassignments
during the period of IP3.

The critical work, to ensure an effective policy direction to the NP-SNDD and IP3, is that of the
Working Groups and of the NCDD Sub-Committees to which they refer their policy analysis
and recommendations.

An important lesson from experience is that the capacity of the NCDD-S to stimulate, and
provide quality technical and policy advisory support to the Ministerial Working Groups, needs
to be enhanced. Strengthening the capacity of the NCDD-S Policy Division is therefore a
prominent component of the overall effort to strengthen the capacity of NCDD-S for managing
the NP and | P3 execution.

In terms of policy development, NCDD-S will play a more central role in the process of policy
origination, consensus-building and endorsement.

B). Program Support Division

The primary mandate of the Program Support Division is to assist NCDD to execute thel P3
annua work plan and budget, through “contractual” agreements with a range of implementing
agencies, including Ministries and Sub-national Administrations. The Program Support Division
will be responsible for policy execution across the Program:

e Provision of an SNA advisory service. The purpose of this service is to support
Districts/Municipalities to adopt the improved governance and administration
practices extended to them under the various capacity-building interventions foreseen
by the NP. Essentially NCCD-S will appoint and assign one National Program
Adviser (NPA) to each DM. The Adviser will report on a day-to-day basis to the
District/Municipal Board of Governors and work with Councillors and
Administrators to introduce the new systems and to develop the required capacity
and skills. The NP Adviser will aso help the DM to coordinate and maintain a
forward caendar of CD activities. The NP Adviser, to be contracted by NCCD-S,
will not have any decision-making or financial authority. The DM-level NPA will
report to NCCD-S through the Provincial NP Adviser, who will compile reports
regarding the progress of DM level CD activities.

As a result, each SNA will be the recipient of CD support from three sources —
periodic inputs from the council mentoring service and the provincial OD teams and
afulltime NP Adviser.

The DM level NP Advisers will be supervised by a Provincial NP adviser and two
M&E officers who will report directly to NCCD-S and assist the Provincia
Administrations to coordinate all the activities carried out under the various sub-
Programs.
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e Management and supervision of the Sub-Programs. NCCD-S will define and
administer “implementation agreements’ between the NCDD and relevant Ministries
for all sub-Programs. The Program Support Division will oversee each of the sub-
Programs, ensuring development of Ministerial capacity for oversight and for
coordination of inputs to provincial CD teams, translate the above agreements into
National and Provincia “Annual Work Plans and Budgets’ (AWPB) and release
Program resources to the implementing agencies accordingly;

e Administrative and financial management. This unit will support al NCCD-S
activities;

e MIS unit: NCCD-S will develop a conceptual framework and coordinate the
development of the sub-national MIS, with databases maintained in different
Ministries.

A dedicated Projects Management Unit will be established within the Division to manage
NCCD-S's existing commitments (project agreements) which do not directly fall under 1P3.
NCCD-s will need to negotiate these agreements to cover these costs. This Unit is not included
in the costs of 1P3. Alternatively, some of the activities funded under these projects may be
transferred, more appropriately, outside NCCD-S, to other Ministries.

8.4.3. Sub-Program Structure

Program components (and outputs) have been brought together into six sub-Programs according
to implementing Ministry/agency.

The Sub-Programs set out the activities through which Ministries will contribute to:
e Building and developing SNA systems and capacities; and
o Developing their own central and provincial capacity to support and oversee local
performance.

IP3 requires both financial and human resources. Responsibility for managing financial transfers
to SNAs lies with MEF while NCCD-S is responsible for managing the capacity development
activities through arange of implementing agencies.

Without financia resources SNAs will not be able to use improved capacities to deliver services
and local infrastructure, and to develop local policies. Four funding arrangements are
highlighted: the DM and CS funding arrangements, the Capital Provincial budget mechanism,
and the SNIF, a project financing window available to all levels (Capital Provinces, DMs, CSs).
The sub-Programs are focused at different levels of government, each with different roles in the
planning and delivering of capacity development activities. viz. (i) NCDD-S; (ii) Sub-Program
implementers; (ii) Capital Provincial Administrations and (iv) District Municipalities.
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Figure 2: Overview
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8.4.4. Staffing at each Leve of SNA

The staff requirements for each of the sub-Programs are described in detail in the Sub-Program
documents (appendixes). From the perspective of each level of SNA, support will be provided as

follows:

A).  District and Municipality Level:
o administrative capacity development is provided through CD teams, based in the HR
Division of the provincial SNA, supported by the nationa CD team based in MOI

and with specialist inputs from staff in core Ministries

e council capacity development will be provided by a professional organization to be
contracted by NCCD-S, to prepare and manage a mentoring service Program

e advisory support is provided by NCCD-S directly through the appointment and
assignment of one NP Adviser to each DM for a limited fixed term period of three

years to assist DM Councils and administration to implement the new systems and

ways of working

B).  Provincial Level:

e Advisers will be directly placed in the provincia Administrations through the MOI
Sub-Program with access to other specialist advice from the other sub-Programs.
e The DM Council mentors will be supervised a provincia level, by a provincial
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supervisor who will liaise with the provincial administration, thus creating a team of
three people in each Province, the Provincial Supervisor and two Monitoring officers,
focusing on all the DM within the Province, but also supporting existing CS Councils
and the Provincial Council

e The DM Advisers will be supported by a provincial NP Adviser, assisted by 2
monitoring advisors and 1 I T assistant. The provincial NP adviser will be responsible
for (i) supporting and supervising DM Advisers; (ii) monitoring implementation of
the D/M and C/S capacity development activities; and (iii) supporting the work of the
Provincial Administration.

C). Commune/Sangkat L evel

e Supports and capacity development will be provided through the “Planning and CS
support” office of the DM administration.

8.4.5. Summary of Policy Development and Sub-Program Relationships

The diagram below summarizes the structures of IP3. It shows NCDD-S relationships with:
e the SNA, the main stakeholders and the focus of the Program;
e theimplementing Ministries and the sub-Programs; and
¢ NCDD sub-committees and support to policy development.

Figure 3: Policy Development and Sub-Program Relationships
of NCDD in Implementation of NP-SNDD and | P3

NCDD
Sub Sub Sub Sub
Committee Committee Committee Committee
Policy WG WG WG WG
Development

|
Progr:
Manggean:r:ent 6 1y
' NCDD SEC]

Council (Pro)

NPA

Sovernor

H

Provincial SNA Administration

Legend:

Sermle - . Support for policy Development
Governor

- . NP/IP3 Implementation Agreement

Administration =P . Capacity Development

: NP/IP3 Backstopping and M&E
Councils (C/S)

Local SNA

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 47



Part 1: Overall Framework of IP3

8.5. Managing and Monitoring Program I mplementation

The Organic Law, the National Program and IP3 signal a shift towards institutionalising core
functions though the filling of substantive positions by civil servants funded by the regular
budget system of government (i.e. non-project modalities). However, as was stated earlier, the
establishment of these new Sub-national systems and capacities requires a one-time step-up
capacity-building effort.

In practical terms, the staffing of SNA, the funding and operation of SNA together with the
staffing and operations of the oversight and regulatory arrangements and some of the capacity
development activities at provincial and national level are not included in the costing of 1P3,as
these are appropriated under the regular government budget and fiscal transfer to SNA.

The incremental or step-up activities and costs of the IP3 will be programmed through annual
work plans and budgets. These should not be integrated into the budgets of the SNAs since these
activities are to build capacity and will not be part of the longer term activities of the SNA.

8.5.1. Annual Workplans and Budgets

The deliverables specified in the 1P3 will be implemented through a series of Annual Work
Plans and Budgets (AWPBs). A separate work plan will be prepared for each Sub-Program/
implementing agency and consolidated into an overall workplan for the whole IP3. The
workplans will be articulated in terms of Program ‘results - outputs and outcomes - rather than
by funding source.

The workplan will consist of 7 parts:

12. A short review of the current situation and progress under previous workplans,
including achievements, constraints and opportunities;

13. A description of the specific purpose of the workplan and its link to the 1P3 purpose
and goal;

14. A set of outputs/deliverables, with indicators at the end of the workplan period;

15. The detailed activities (timetable (Gantt chart), responsibilities and costs by
component/output (budget) over the duration of the plan;

16. A statement of funding sources (where resources are provided from outside NCCD-S);

17. ldentification of activities and issues outside the control of the implementing agency
which need to be in place to ensure workplan outputs are achieved and how these
activitieswill be funded; and

18. A procurement plan showing how activities will be contracted or arranged.

Workplans will be prepared for each implementing agency:
e Capital and Provincial (23) workplans will consolidate activities targeting DMs and
Provinces and Commune Sangkat
e Ministerial (MOI, MEF, MOP, SSCCS and National League) workplans will include
both oversight and capacity development activities
e NCCD-S's own work plan will show separately the activities of the Policy Division
and the Program Support Division

Arrangements for approving any revisions to workplans and for moving resources between
components will be developed. The reason for such changes will be documented and archived.

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 48



Part 1: Overall Framework of IP3

8.5.2. Management and Monitoring of Workplans and Budgets
In general, workplans will be reviewed quarterly.

Associated with the Sub-program agreements and fund flow modalities, a reporting format will
be prepared. This report will be used to (a) release funds and (b) agree future workplans. The
reports will also be the basis for higher level Program monitoring.

These reports should be seen as the instruments through which NCCD-S manages the Sub-
program agreements (and not just formal reporting mechanisms). The monitoring process will
require regular meetings with each implementing agency, structured around the work plan and
quarterly report. In the case of the SNA workplans, progress will correlated with reports from
the NNCD-S NP Advisory teams.

8.5.3. Program Management Information System and Computerization

The Program management information system (MI1S) will support the workplan implementation
and monitoring. The tool will consist of (a) formats for entering and storing work plans and
reports and (b) the protocols to generate standard and ad-hoc reports, covering individual
workplans as well as consolidated plans over time and for the IP3 as awhole.

The system will be designed to serve the needs of the Program Support Division of NNCD-S but
will be available more widely for monitoring and evaluation purposes.

8.6. Human Resource M anagement

The IP3, as stated earlier, represents the transition from project(s) based modalities to promoting
reform through a program-based approach, working through government bodies and using
government-managed staff and systems.

8.6.1. Background

Competent human resources are scarce, with respect to the ambition of the Government and the
expectations of its citizens. This is true for the National Administration, and the Sub-national
level. This situation will change through establishment of a clear and sustainable system for
human resource development in short, medium and long term.

This lack of competent human resources is not the only factor behind low capacity. Other factors
include weak organisational systems and the limited financial resources available to different
bodies etc. The logic of this analysisis that any viable strategy for SNA human resources must
be based on a combination of measures including:

i. provision of intensive HR development programs,

ii. development of an appropriate system of performance and hardship incentives; and

iii. the ability of SNAs and NCDD-S to recruit personnel on a contractual basis for

critical technical positions.

Further, existing capacity is often embedded in project-type structures and systems outside of
government system, with staff funded and incentivised through DP-supported saary
enhancement schemes.
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A). Sub-National L evel

At the sub-national level, the reforms to date have been implemented through the ExCom, a
mechanism established to harmonise and coordinate different funding modalities and to support
capacity development and project implementation. The staff of ExCom are government officials,
from a range of departments, who are contracted by NCDD-S to fulfil certain functions and,
therefore, much of the sub-national capacity and individua skills that have been built over past
several years is located in ExCom. The Organic Law enables and expects these functions and
responsibilities to be fulfilled by SNA. The start of the IP3 program coincides with the ending of
ExCom and the commencement of these new governance systems at Sub-national level.

As aresult, some staff of ExCom will return to their parent Departments. Since, in general, these
staff members are relatively competent, they may seek and find other secondments or join other
projects with higher salaries. Some may join the provincial or district administrations on a
permanent basis and others will take positions in the new Provincia District and Municipal
administrations.

The desired vision for Sub-national human resources should be a mix of civil servants and
privately contracted staff, primarily funded from regular budgets, with appropriate scales for
SNA remuneration and incentives of civil servants. This would allow SNASs to decide between
the employment of staff or the “contracting in” of services on the basis of effectiveness and
appropriateness rather than just cost.

The costs of SNA staff are currently provided through national budgetary transfers. This alows
each SNA to be able to decide the quantity and composition of their human resources within
limits... However, each SNA will need to balance the resources allocated to the development of
their own capacity with the resources available for local development activities, subject to a cap
on their administrative costs.

B). National Level

The role of the national Ministries is to oversee, regulate and support SNA operation and
performance. For that, Ministries need to develop their capacity. The oversight and regulation of
SNAs is an existing function of the central Ministries and, in most cases, the systems and
procedures have already been developed. Capacity is required to allow core Ministries to
exercise their mandate in all SNAs and to change the manner in which oversight is exercised. As
the process of functional re-assignment proceeds, there will aso be a need for the sector
Ministries to develop technical standards as a basis for delegating specific functions to SNA.

C). NCCD-S

NCCD-S should be restructured as a secretariat for the promotion and management of the
reforms, under the guidance of NCDD. NCDD-S staff come currently from the NCDD
Ministries. Under IP3, NCCD-S will focus on policy development in close cooperation with
government Ministries. Therefore the NCCDS should fill its staffing needs with staff who have
policy development background from different Ministries into its structure in order to strengthen
its secretary roles to NCDD in the implementation of D&D reform in accordance with the
Organic Law.

The proposed restructuring and repositioning of NCCD-S aim at strengthening reform policy
generation which requires policy specialists, working together as a team. This will require the
NCCD-S Policy Division to be staffed by high-level policy speciaists from across government,
academia and elsewhere. These staff may be secured though secondment from their parent
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Ministry, continuing to receive their government salaries, incentives, or be contracted directly by
NCCD-S.

8.6.2. Medium-Term Approach

Over thelife of IP3, NCCD-Swill:

a. prepare, in conjunction with the SSCS, a HR strategy leading to the development of a
separate civil service code for SNA staff (Sub-program 3). Associated with the preparation
of the new SNA civil service code, will be the development of a revised set of SNA salary
scales in order to identify options for providing incentives for staff to serve in remote and
less attractive locations. However, enhanced salary scales have implications for al
government budgets and this will, therefore, need to be addressed within the overal
constraints of the public finance; and

b. consider the establishment of an “National Institute for SNA . The Institute would develop a
system of competence-based training (and assessment), which could lead to a certification
system for SNA staff and contribute to devel opment of their career paths.

8.6.3. Approach to Human Resour ce M anagement

This consists of the interim measures for the posting and management of staff at the SNA level
which is required in the starting phase of 1P3, as well as the approach to securing human
resources for the implementation of |P3.

Interim Arrangementsfor SNA

Regulations have already been developed to immediately allow SNAs to manage their
personnel. Selected transfers from the central administration have been initiated, first
with MOI personnel, working in Capital, Provinces, Districts, Municipalities and Khan,
and have been integrated into the new administrations; and then with other ministries
staff, while the functions and resources are transferred. This means change of
accountability line that requires staff report to SNA Governors in accordance with
temporary arrangement.

I mplementation Arrangements

a). Government staff in substantive posts
The 1P3 attempts to distinguish between (i) staff required immediately for time-
bound capacity-building/development activities needed to introduce the reforms,
and (ii) the staff responsible for the on-going implementation and oversight of the
reforms.

Staff in the first category have additional responsibilities and will be expected to
contribute to the capacity development of the unitsin which they are assigned. In
practice, this category of staff includes the following types of positions:

e Atthe DM level, posts related to the transition of support to CS from ExCom
to Districts and Municipalities;

e At the Capital, Provincial level, posts in the new Capital Provincia
Administrations and some Provincial line Departments responsible for
capacity development at the DM Khan and Commune/Sangkat level.

e At the National level, similarly, al posts related to on-going administration
and oversight are not considered to be capacity development- related and are,
therefore, not treated as incremental. Posts in NCCD-S related to policy
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development are considered to be capacity related - since they are for a fixed
period, viz, thelife of the NP.

b). Contracted National and International Advisors, Officersand Support Staff
Given the current constraints of both attracting and recruiting high-quality,
competent government staff, additional contracted staff are proposed for specific
posts under |P3. These posts include advisers, managers and support staff. Both the
advisory and managerial posts are considered to be incremental to Government
costs. In practice, the following categories of posts will be contracted:

e AttheDM level, one NP Adviser post, focused on capacity development will
be appointed for the three year life of the | P3;
e At the Provincial level, a number of advisory and manageria posts are
proposed These posts are all related to capacity development and include:
One (1) NPA Aadviser, two (2) M&E officers and (1)IT officer to
coordinate the DM advisers, to liaise with the Provincia authorities and to
report to NCCD-S, with associated support staff;

- A Council coaching/mentoring team, under NCCD-S which can be
contracted out to individuals or professional CD agency; and

— Provincial advisers, based in the Provincia Administration who will
contribute to the CD activities

e Atthenational level, a mix of both technical advisers and management staff
in Ministries and NCCD-S are proposed:

- In Ministries, advisers have been limited and are focused on capacity
development. Additional capacity for SNA audit has been costed — thisis
an on-going regulatory activity, but one for which there is insufficient
internal or budgetary capacity.

- The repositioning, restructuring and refocusing of NCCD-S on policy
development, means that the distinction between capacity development
and capacity substitution resources can be loosely mapped to the
resources alocated to the Policy Development and Program Support
Divisions. However, the nature of capacity substitution will be somewhat
different under the new focus, since there is no concept of an ‘enduring’
function for any of NCCD-S' s mandate. The critical issue for NCCD-Sis
to bring in — from across government and outside government— competent
staff who can promote the reforms.

8.6.4. HR Procurement and Lines of Reporting

Under IP3, wherever possible, all contracted staff will be recruited, managed and report to
NCCD-S, unless assigned under the Sub-program arrangements to the concerned Ministry.

Staff in self-standing projects will continue to report under agreed project management
arrangements. However, NCCD-S will work closely with these projects to ensure that they are
closely aligned with the overall policy direction of 1P3. Thisis particularly important in the case
of policy experiments or pilots which should be undertaken to test policy rather than to
determine policy.

This requires a change to the current complex and ambiguous reporting arrangements for
contract staff, resulting in alack of clarity asto their role as Government Advisers.
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8.6.5. Remuneration
A). SNA Councillors, Governors and Officials

So far, the honoraria of sub-national Councillor and the salaries of Governors and officials are
covered through fiscal transfers from the national budget. Thiswill continue to be the case in the
future with the SNA transfers. Rules, similar to those applied to the CS fund, about the
proportion of the resources allowable for salaries and administration will be determined.
Remuneration for Councillors and Governors and personnel are fixed by the Government.

B). Central Government Civil Servants
Salaries for government staff are paid according to national scales and standard rules.

The rules allow individuals to take leave of absence and find new posts in projects and NGOs
whilst retaining their substantive position. As aresult, the IP3 must contend with the reality that
competent government staff can find alternative employment and, thereby, earn higher salaries
by taking leave of absence. Asaresult, the RGC and Development Partners have recently agreed
a national scheme covering ‘project operating costs (known as POC) which standardises
additional payments across all projects - for alimited period and under certain conditions.

NCCD-S will abide by the terms and conditions of this arrangement. As explained earlier, the
IP3 distinguishes between civil service posts with responsibility for on-going and regular
activities of government and those posts where there is significant additional capacity
development responsibilities related to 1P3 activities. The latter posts would be eligible for POC
payments. The position regarding the oversight and regulatory functions of some Ministries (for
instance the National Audit Authority and National Treasury) requires an expansion of capacity
to cover the newly established SNAs. This capacity is included in IP3 in the form of service
contacts and/or POC (treasury accountants).

Q). Staff for Policy Development

NCDDS is responsible for coordination of policy development and implementation of IP3/NP-
SNDD. As aresult, and to build its capacity, NCDD-S will:

e increase the number of full time policy development posts - bring staff from other
Ministries, on secondment or contract, in order to better reflect the “whole of
government” approach; and

e negotiate with DPs to take responsibility for the recruitment and contacting of all
NCCD-S Advisers, both nationa and international and, where DP support is in the
form of personnel, to arrange for these Advisersto report to NCCD-S.

Advisers, consultants and contract staff, national and international, will only be responsible for
supporting or devel oping the capacity of substantive officers and post-holders of NCDDS.

8.6.6. Number of Advisory Staff
Advisory staff are required at the National and SNA levels.
A). DM Leve

Under IP3, it is proposed to provide funding under POC conditions for 3 DM staff in the
“Planning and CS Support Office” and a service contract for IT support. Infrastructure advisory
support required to continue to support the operation of the CS Fund and to assist DM office will be

Implementation Plan of the First Three Years 2011-2013 of NP-NSDD (IP3) 53



Part 1: Overall Framework of IP3

provided, initialy from the Province, but this post will be transferred, at alater stage, to each DM.
On top of these key posts, an NCCD-S contracted NP Adviser will be assigned to each DM.
B). Provincial Level

Under IP3, it is proposed to provide funding under POC conditions for 30 staff (out of an
estimated average of about 400 staff per provincia SNA). This includes approximately 8
infrastructure officer posts in each Province who will be transferred to DMs during the life of
IP3. As well as these posts, POC will be paid to an average of 9 staff in the provincia treasury,
with special responsibility for CS and DM accounts.

Additionally 4 Advisors, contracted through the different Sub-Programs, will be assigned to
each Province to support capacity development activities.

Outside the Provincial SNA, NCCD-Swill aso contract Advisers staff for capacity development
and Program monitoring, primarily at DM level. Thiswill include:
e a Provincia NP Adviser, together with 2 M&E officers and 1 IT Specidist ,
reporting directly to NCCD-S for afixed period of 3 years; and
e aCouncil coaching/mentoring team, consisting of 3 people, employed by contracted
by NCCD-S and again contracted for alimited period of 3 years.

C). National Leve

The number of posts proposed under IP3, at the national level, relates to both Policy development
and Program implementation and is spread across all sub-Programs (Table 6).

Table 6: Summary of Human Resour ces at National L evel

. National | International
Descriptions POC N — Py -

NCCD-S 55 27 13

MOl 24 8

SSCS 4 1 1

MEF 6 2 1

MOP 7 3 1
NLCS 4 1 1

Total 100 42 17

8.6.7. Phasing of Advisory Staff

The number of contracted posts proposed in IP3 is considerable less than previously employed
through PSDD and other arrangements. At the same time, the 1P3 represents the opening up of
the DMK level with new administrations being directly targeted, a change in the approach to
both capacity development and oversight/regulation, as well as changes to the support
arrangements for CSs.

Thiswill require considerable effort to recruit and train Advisers during the transition period and
first year of the IP3. The first year of IP3 will have a significant design dimension, followed by
the roll out and support to the news systems in subsequent years. As a result, the working
assumption in the design of 1P3, unless there are other specific reasons, is that Advisory staff
will be required at roughly the same level throughout the period of IP3. Towards the end of
2012, prior to the design of the next phase, this assumption will be reviewed.
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8.7. Financial Management and Procurement M odalities

IP3 is conceived, by design, as an integrated Program, yet structured into several components
(Sub-programs); it shall be executed by the NCDD Secretariat (NCDD-S) under the policy
guidance and oversight of NCDD, and the active participation of other government
(implementing) agencies (MOI, MEF, MOP, State Secretariat for Civil Service, relevant
ministries), and the National League of CS Councils.

8.7.1. Implementation Agreements

The relations between NCDD and the Sub-program Implementing Agencies are shown in the
following generic diagram.

The green lines show the circuit of resources transfers from NCDD (managed by NCDDS on
behalf of NCDD) to imprest accounts of implementing ministries and SNAS:

Figure 4: Flow of Funds

NCDD

Implementation Agreement
IP3 Main < ] SP Imprest
Account Resources Transfer Account

SP Implementing Agencies
(MOI, MEF, MOP, SSCS,
NLCSC)

Resources Transfer

Imprest Account

Capital/ Provincial
Administration

¢ Implementing Agreement

Payments of SP Expenditures

e An Implementation Agreement shall be signed between the NCDD and each
Implementing Agency, to specify the rights and obligations of the two parties and the
financial and operational modalities in respect of the implementation of the Sub-
Program;

e NCDD-S shall administer the execution of the Implementation Agreements on behalf
of NCDD;

e Each Implementing Agency shall be required to prepare, and submit to NCDD-S for
review and endorsement, an annual working plan and budget (AWPB) for its Sub-
program and related resource requirements estimates, indicating activities and related
payments that:

- should be managed at central level through the SP Imprest Account or
- should be managed through the imprest account to be set up by NCDD-S under
the authority of the Capital/Provincial Governor.
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NCDD-S shall consolidate al Sub-program capacity development activities taking
place at sub-national level shall into a single provincial AWPB to be executed under
the coordination and support of the Capital/Provincial Governor;

Implementing Agencies shall be required to submit to NCDD-S periodic technical
and financial reports on the implementation of their IP3 respective activities in a
specified format, indicating progress in delivery of agreed activities and outputs.

8.7.2. Procurement Arrangements

Procurement of goods and services under 1P3 shall be based on the following rules:

In principle, the Implementing Agencies shall be empowered through the
Implementation Agreements to execute the annual working plan and budget, and
settlerelated payments through their respective Imprest Accounts;

Nevertheless, responsibility for the procurement of Technica Assistance (TA)

services (national and international advisers, experts, or consulting firms) shall be

shared between NCDD-S and the concerned SP Implementing Agency as follows:

- The Sub-program Management Unit shall prepare and submit to NCDD-S, prior
to advertisement, draft Terms of Reference (TOR) and contracting modalities of
al national and international technical advisory personnel to be employed by the
relevant Sub-Program,

- NCDD-S shall review the draft TOR and, once agreed, issue a “No Objection”
notification to the Sub-program Implementing Agency

- The selection of the TA providers shall be made by a panel of reviewers to be set
up by the concerned Implementing Agency, and including a representative of
NCDD-S; to be valid, the decisions of the panel must be made in the presence,
or with the written agreement, of the NCDD-S representative

- Selected TA providers shall be contracted by NCDD-S on behalf of the SP
Implementing Agency.

- The Implementing Agency shall be responsible for monitoring the execution of
the TA services contracts, and authorizing payments to the concerned TA
providers.

- Payments of TA providers fees and bills shall be made by NCDD-S by drawing
on the resources allocated to the concerned Sub-Program; NCDD-S shall keep the
Implementing Agency informed on all payments made in respect of TA services
contracts.

8.7.3. Flow of Funds

Management of 1P3 resources will be in accordance with the following arrangements:

NCDD-S shall mobilize and manage financia resources contributed to the execution

of IP3 through abank account (IP3 Main Account);

At the same time, each national Implementing Agency will be required to open a

bank account (Sub-program Imprest Account)

The Governors of the Capital / Provincial Administrations will be also requested to

have an account opened at a duly licensed banking institution (Provincial 1P3

Imprest Account)

Based on the agreed AWPB, NCDD-S will use the IP3 Main Account to:

- transfer resources into the various Sub-program Imprest Accounts (national level)

- transfer resources into the Provincia IP3 Imprest Accounts (capacity
development activities managed at sub-national level), and

- make direct payment to suppliers of goods or services to be procured under the
Sub-program (where applicable)
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e NCDD-S will transfer in the beginning of each year an advance into the SP Imprest
Accounts and the Provincial 1P3 Imprest Accounts, and then replenish the accounts
based on proper reporting by the Implementing Agencies and the Capital Provincial
Administration Governors

e The Sub-program managers and the Capital Provincia Administration Governors
will be responsible for making payments of Sub-program expenditure out of their
respective Imprest Accounts, and account for these payments in accordance with 1P3
financial rules and procedures.

8.7.4. ProjectsDirectly Executed by the Development Partners

A DP may want to contribute to the financing of IP3 through the design of a specific supporting
project that the concerned DP may execute directly or designate an executing agent other than
NCDD-S. In this case the DP or the designated executing agent will be responsible for
procurement of inputs and project activities, and its contribution to the 1P3 will be deemed “in
kind”.

In order to avoid risks of uncoordinated interventions, where this modality is applied, a clause
should be introduced in the project document requiring that the annual project activity plan be
coordinated with NCDDS in order to align with priorities of 1P3 or to be cleared by NCDD-S. In
addition, in the implementation of the project, NCDDS should coordinate with those DPs to
oversee a degree of control over the opportunity, nature, quality and timing of delivery of all
inputs required for the Program.

8.7.5. Audit Modalities

IP3 fiduciary safeguards structure shall include two mechanisms: (i) internal control policy, and
(it) regular independent audit of accounts.

A). Internal Controls

The Internal Control System consists of al policies, rules and standards of behaviour to be
embedded in the Program and supporting projects administrative and financial management
procedures to:

1. protect resources and assets from waste, fraud, and unauthorized use;

2. promote accuracy and reliability in the accounting records and financial statements;

3. enforce compliance with established management procedures;

4. promote and evaluate effectiveness of operations (achieving the Program objectives

and outputs within the established timeframe).

While the fourth component of internal control (evaluating effectiveness) falls within the scope
of the Program “Monitoring and Evaluation” function, the first three components are usually
fulfilled through the internal audit function.

Therefore, NCCD-S management will have to decide as to how to formalise the internal audit
function within the IP3 management structure by appointing an inter nal auditor who will report
to the Chairman of NCDD-S.

The primary mission of internal audit is to review, evaluate, and report on the effectiveness of
the internal control system in respect of IP3 core management and supporting projects executed
by NCDD-S; thisis achieved through the following:
e assessing the accuracy and completeness of the accounting records and financial
reports
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e checking compliance with established administrative and financia rules and
procedures, in particular those relating to the efficient, lawful use of resources and
inputs.

e recommending any change/refinement of the existing work procedures when needed
to enhance the internal control mechanisms, prevent risks and errors in the accounting
system, and improve efficiency of operations.

B). External Controls

Independent audit of IP3 operation and accounts (core IP3 management structure and
supporting projects executed by NCDD-S) will be contracted out to a professional auditing firm
through a competitive bidding process.

The following arrangements would apply to the procurement and deployment of independent
audit:
e An Audit Committee is to be set up under IP3 management structure (NCDD-S),
including:
- NCDD-S Chairman (or his representative): Chair of the committee
- 2 representatives of the Development Partners supporting 1P3 (to be designated
by the college of DPs)

The Audit Committee would be responsible for:
- setting IP3 audit policy;
- clearing the terms of reference for the selection of the independent auditor; and
- reviewing audit reports and recommendations.
e The scope of the independent audit is to:
- ascertain the fairness with which the accounting records and statements present
the correct financial position of |P3 operations and accounts; and
- evaluate the consistency and integrity of theinternal control system,
e The independent auditor is to be selected through a competitive bidding process, in
conformity with the established 1P3 procurement policy and procedures.

8.8. Start-up and Transition

The IP3 sets out supporting activities focusing on SNA in particular on DM and assumes that the
following conditions are in place at the start:
e A minimum set of staff will bein position a DM, Capital Province and national level
e Financial resources will be available to DMs Commune/Sangkat as well as Capital
Provincial budget.
e Key systems will have been developed, in prototype form or as draft manuals/
guidelines - to enable DM to begin to function, including:
- Council deliberation and operations,
- SNA functioning as an executive; and
- Oversight and regulatory controls arrangements are in place.

Program support arrangements will also need to be developed, including design of the formats
for the Annual Workplan and Budget and for monitoring/reporting. Sub-Programs will need to
be prepared and discussions undertaken with concerned Ministries to ensure understanding of
the IP3 focus, agree deliverables and put in place management and reporting arrangements.
NCCD-S commitments for the management of existing projects will need to be revised and
renegotiated.
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Table 7: Overview of the Start up Process

Sub-Program/K ey Areas of | mplementation 2011
Sub-program 1. Policy Development and Program Coordination
Pre-requisites/Foundations
Key regulations required by the organic law are in place mm00
All staff in the Policy and Program management Divisions of NCDD-S mm00
SNA management systems (planning/budgeting, performance management, accounting, -
internal reporting) arein place
Design of Council procedures and mentoring service in place mm0n0
SNA computerized management systems are in place OOmm
I mplementation
Functional reassignment/contractual delegation arrangements are designed
Functional reassignment and contractual delegation arrangements are piloted and
assessed
Sub-program 2: Staffing, Capacity Development and Provision of facilitiesfor District
and Municipal Administrations
Pre-requisites/Foundations
Staff transferred to SNA on atemporary basis mm00
Regulations for HR management and administration are in place mm00
Capacity building processes and materials are devel oped mm00
Provincial NP Advisors arein place and trained on capacity building mm00
I mplementation
HR and Administrative capacity of SNA developed O0mm
Facilities for Provinces and DMs provided mm] ]
Sub-Program 3: Human Resour ce Management of SNA OOmm
Pre-requisites/Foundations
Interim arrangements of SNA staff management developed
| mplementation
HR strategy for SNA staff developed
Civil service Code for SNA developed
Sub-program 4. Sub-National Administration Resources
Pre-requisites/Foundations
Framework to operationalize DM and SNIF funding in place mm00
Regulations for financial management in place mm00
Capacity building processes and materials devel oped mm00
Provincial financial advisorsin place and trained mm00
| mplementation
CSfund operated EEEN
DM funds operational oooad
Financial management capacity of SNAs devel oped ooog
Sub-program 5: SNA Planning and Investment Program Systems
Pre-requisites/Foundations
Regulations for planning in place L] [m[m|
SNA computerized planning systems are reviewed and revised mm] ]
Capacity building processes and materials devel oped mm00
I mplementation
Planning capacity of SNAs developed EEEE
Sub-program 6: Capacity of the Association(s) of Councils
Pre-requisites/Foundations
Strengthen National League of C/S (strategic plan of Secretariat) mm00
Study options for establishment of SNA council association oood

Note: ® = implementation taking place on a quarterly basis, OO = completed or not yet started
(i.e. not being implemented)
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0. MONITORING AND EVALUATION
9.1. Overview

The M&E strategy for IP3 consists of severa inter-related processes. NCCD-S has overall
responsibility for Program-level M&E and for developing a coherent and integrated M&E
system for the sub-national democratic development policy reform and related institutions. The
M& E strategy is designed to address two key aress:

i. Program evaluation is the responsibility of NCDD-S (Research, Evaluation and
Document Office of the Policy Division). The M&E framework will be designed to
promote learning and to enable policy makers to make informed, evidence-based
decision. M&E will be integrated into key activities, especialy the evaluation of
whether pilots have been effective. Evaluation includes assessing and evaluating:

e Program outcomes;

e Program impact; and

e Policy options.

ii. Program implementation monitoring is the responsibility of the Monitoring,
Reporting and IT support Office under the Program Support Division of NCCD-S.
Thisincludes:

e Monitoring capacity development outputs, activities and inputs, as programmed
under the annual work plan and budgets. The description of each Sub-program
therefore contains a description of its M&E arrangements. Monitoring progress
against these indicators is the responsibility of NCCD—S;

e Tracking SNA capacity and performance (i.e. SNA activities and outputs)
focusing on SNA activities and investments, financed through decentralized and
deconcentrated funding arrangements and their ability to monitor and evauate
their own performance and outputs (i.e. SNA M&E). Indicators of performance
reported and aggregated by Province, DM or CS, leading to the preparation of
SNA “league tables” with indexes created for each level in the results chain. This
isthe responsibility of MOI; and

e Supporting the development of central Government arrangements and
information gathering for oversight of SNA performance, tracking of public
expenditures, HR management and public assets management. This is the
responsibility of core Ministries, viz. Mol, MEF, MOP and SSCS. NNCD-S will
support the development of multi-Ministerial inspections, supported by an
integrated database, managed by each Ministry, but available to all Ministries.

M&E requirements are linked through the Program’s results framework (Table 17).Data
collected at one level will be aggregated and used to meet the requirements of other levels,
minimizing collection of the duplicate data. Where possible indicators should be generated as
by-products of processes which have vaue or merit in and of themselves (for example
compliance inspections).

The Research, Evaluation and Documentation Office in the Policy Division of NCCD-S is
responsible for leading M& E activities, by developing an overall M& E framework and ensuring
that results of Program evaluations are available to inform policy development. This office will
work closely with the Monitoring, Reporting and IT Support office of the Program Support
Divison of NCCD-S which will be responsible for technical aspects of M&E and the
management and coordination of databases. In turn, the Monitoring, Reporting and I T office will
work with similar units in other Ministries to support the development and use of a set of
coherent and linkable databases.
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9.2. Program Evaluation

The goal, purpose and structure of the Program, together with the logic chain and the expected
results, were described earlier (Section 6). An effective M& E system requires this structure to be
expressed in terms of the processes and indicators which will be used to determine results and
the arrangements to be followed in order to provide the required data.

M&E at the outcome level relates to changes in the governance framework and the resultant
changes in the type, nature and manner in which services are delivered to citizens. At the impact
level, the focusis on the resultant changesin the lives of citizens (Figure 5).

Figure5: Governance Framework and Results
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The details of the “Local Governance Framework” are spelt out in Figure 6, below.

Figure 6: Governance Framework for Collecting Indicators

POLITICAL
(Citizen-Council)

SOCIAL
(SNA- Civil Society)

ADMINISTRATIVE
(Councilor-
Administrator)

INTER-
Governmental
RELATIONS

Voice, Representation

and civic engagement

Citizens engaged in planning
processes and participate in
elections. Citizens (especially
disadvantaged groups) have a
means to voice their
interests/complaints

Citizens form groups to
reflect their interests and ask
government to include their

interests

Lower level elected officials
participate in planning and
other processes at higher
levels which affect their
communities

Transparency and

Reporting

Councils report
results regularly to
the public

Civil society (including
the press) inform
citizens

Administrators report
regularly to
councillors and
provide them analysis
to make informed
decisions

Councils report
regularly to other
levels of government,
especially when
resources are
transferred

Accountability and
Autonomy

The political process holds
decision makers
accountable; complaints
are addressed; councils
listen and respond

Administrators are
accountable to Councillors
for their performance

SNAs provided freedom to
operate in return for
accountability;
disciplinary action taken
when rules and regulations
are not adhered to
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The program evaluation sets out the processes and means to track and measure progress at both
these levels (Table 18). This consists of a set of 25 impact and outcome level indicators (Table
11) which will be tracked through the following ways:

Table 8: Data Collection Strategy: Outcomes and I mpacts

Program Narrative Expected Result M easurement Strategy And | nstrument
Goal (impact): ‘to enable Citizenwell-being | 1. Cambodian Millennium Development Goals
SNAs to promote welfare improves and Secondary data based on the
(voice, rights, livelihoods), of | services meet 2. Sample-based model cost-benefit analyses
citizens, to improve equality expectations
between citizens and 3. User satisfaction surveys / citizens' report
communities, and to ensure card
fairness of accessto services.”

Purpose (outcomes):“to Improved Local 4. Governance Perception Survey supported by
devel op the functioning and Governance some secondary data

capacity of SNAS, in particular
Districts and Municipalities
and Commune/Sangkat to
represent the views of local

Results of the Iterative Systems Design and
Formative Evaluation processes
Results of piloted functional re-assignments

SNA operations

© 0 N

Compliance inspection and audit results

citizens and to respond to their | compliance Management Standards A ssessments
demands within an established | (Oversight/ Competency assessments and certification
legal framework.” regulation)

9.2.1. Outcome level evaluation

Outcome level evauation relies on two sources of information - direct observation of SNA
performance (described below) and information collected as part of the oversight process
(described in Section 9.3).

A). Gover nance Per ception Surveys

Assessing whether local governance isimproving is an essential IP3 M&E task. The assessment
will be based on a Local Governance Framework summarizing Sections 4 and 5 of this
document. Using the framework depicted below, a series of indexes and sub-indicators will be
collected using a survey instrument or questionnaire.

In this framework the rows describe four governance relations (political, social, bureaucratic,
and inter-governmental). In each of these areas (relationships), the means by which governance
is characterised is listed: Voice and representation (civic engagement), transparency and
reporting and accountability. The statements in each box provide examples of how each means
of governance is exerted in each relationship.

The totality of these governance arrangements is to ensure that each SNA acts in a way that is
aligned with the interests of the citizens and complies with national systems. The aim is for
SNAs to be responsive to citizens. Responsiveness or local policy alignment occur at two levels:
(i) SNAs make decisions and local policies that are aligned with citizen expectations (and
citizens are satisfied with them) and (ii) SNAs operate in an efficient manner.

The analysis of governance survey data will measure each box in the local governance matrix
plus the three results (local aignment, efficiency, and minority rights).

The results of this analysis will be presented in the form of a number of indices which are
presented in the results framework (Table 11).
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B). Iterative Systems Design and For mative Evaluation Processes

The 1P3 focuses on developing the operationa systems of SNA especially of DMs require to
implement their mandates. Though the first design steps will be done centrally (based on
regulations and guidelines), initial prototypes will be further developed under the actual
conditions SNA operate. This process of working with SNA to design systems in the field will
be referred to as iterative systems design. It aims to ensure systems are relevant and practical,
meet the needs of their users, and demonstrate success. Since iterative design is flexible, focuses
on getting user feedback on a continuous basis, involves a high degree of testing, feedback
loops, assessment, and continuous re-design, it will create a good deal of relevant M&E
information.

C). Results of the Piloted Functional Re-assignments

Sub-program 1 will pilot functional assignments where Line Ministries will delegate service
delivery responsibilities to SNAs. To assess whether these pilots are successful an evaluation
process will be developed which compares service delivery indicators between sites with pilot
interventions and sites without interventions on a“before” and “after” basis. Thisis a standard
element of evaluation design. Indicators found in the results framework summarise the
effectiveness of these pilots.

D). Impact Level Evaluation

The key instruments to be used for Program evaluation at the impact level are:

e The Cambodian Millennium Development Goals. IP3 impact indicators are
aligned with the Cambodian Millennium Development Goals (CMDG). Beginning
in 2010 the MOP began calculating some of the CMDG indicators based on data
collected at village and CS level (through the CDB). Indexes (aggregates) of the
CMDGs are available for Poverty (CMDG 1), Gender equality (CMDG 3), Education
(CMDG 2), Hedlth (CMDGs 4 to 6) and Environmental Sustainability (CMDG 7).
Since underlying indicators are collected at the lowest level of local government, the
indicators are generally reflective of citizens welfare or well-being.

e Sample-based model cost-benefit analyses: Though general welfare changes
cannot be attributed to the IP3, it is possible to trace the economic impact of the
Program’'s decentralized and de-concentrated funding arrangements on its direct
beneficiaries. Since the benefits measured in these studies accrue to citizens and
community groups, they describe an impact which is clearly linked to a program
output. Thisimpact will be measured by undertaking representative, random, sample-
based, model cost-benefit analyses to calculate IRRs (Internal Rates of Return) and
compare them to a control group of returns where similar activities were
implemented outside decentralized and de-concentrated funding arrangements.
Results of these studies are aso useful in informing SNA planners about which
activities seem to provide the best value for money.

e User satisfaction surveys/citizens report cards: Though the CMDGs capture
some service delivery indicators (or at least access to services) getting service user
feedback provides another channel to assess service delivery trends. Whether simple
citizen-report cards will be part of the revised planning process has not yet been
determined, but a good number of non-state actors currently undertake similar
surveys. The Evauation Unit will undertake annual meta-analyses of these surveys
to track whether citizen satisfaction seems to be increasing.
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E). Policy Evaluation —lear ning and Communicating

Under IP3, policy genesis and development will be the main focus of NCCD-S. The Evaluation,
Research and Documentation Office, as an integral part of the NCCD-S Policy Division team,
will contribute to policy development and policy dialogues by presenting empirical evidence
from studies and data collected by NCCD-S and other sources such as Government Ministries,
Universities and Academics and NGOs, and from both within and outside Cambodia. The office
will prepare and commission a series of studies and research papers. The aim of the policy
evauations commissioned by Policy Division is to promote and inform debate within
Government and, more widely, in the country about the reforms. Public policy forums will be
organised and research papers made available to the public and media.

9.3. Program Implementation Monitoring and Reporting
9.3.1. SNA Performance and Output Monitoring

Support to capacity development for SNAs to monitor and evaluate their own performance and
outputs (i.e. SNA M&E) is the responsibility of all central Ministries viz., MOI, MEF, MOP
SSCS and other relevant ministries (while functions are transferred).

Essentially, SNAs will be responsible for reporting their decisions and on the results of those
decisions. The Administrative, Financial and Planning systems will include M&E and reporting
arrangements. National ministries will be responsible for reporting on the performance of SNA,
using the legality controls and compliance against standards/

A). Information from the Oversight Arrangements (L egality Controls)

Information generated from oversight and compliance controls and information for tracking
public expenditure, HRs and public asset management, is the responsibility of core Ministries,
viz. Mol, MEF, MOP and SSCS.

M&E will play an important part in encouraging quality assurance. The processes for quality
assurance are derived from a policy development cycle where:

e Policies, laws, rules and regulations are developed and translated into manuals,
guidelines and other instruments which describe how the “policy” should be
implemented

e Guidelines are tranglated into knowledge and messages which are disseminated to
policy implementers, through written materials and capacity development events,
which include training, mentoring, etc.

e Regulations are trandated into requirements and measures of good practice which
define the standards expected of implementers and which are used for legality
controls and oversight.

Policy development is therefore linked to different areas of quality assurance, each associated
with mechanisms for checking compliance (Figure 7).
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Figure 7: Quality Assurance
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The key quality assurance mechanisms are:

Compliance inspections, which assess whether rules and regulations are adhered to.
Policy Evaluation, which aims to review whether policies are effective (meet their
objectives). It asks whether decentralisation/deconcentration is working and how it
can be improved.

Implementation monitoring tracks whether the IP3 is progressing according to
plan. In many cases this will track capacity development activities (who was trained
by whom, on which topics, and when) or contract completion. Implementation
monitoring is self-reported but some process of independent verification of the
truthfulness of reporting will be employed.

Observation of CD interventions by the National CD team, checks that CD
speciaists are doing the job properly since CD interventions are "cascaded” from the
developers of materials to the Provinces. Theideaisto ensure the right message gets
to SNAs and that participants have learned effectively.

Competency assessment and certification is undertaken by third parties and
assesses the skills or knowledge of individual staff, in relation to their functions, job
descriptions, etc.

Assessment of standar ds investigates whether organizations adhere to standards and
best practice. The process will be part of a larger advisory routine and will lead to
the design of capacity development initiatives to close gaps between current practice
and standards

Informal performance reviews are part of a quarterly internal reporting process.
Reviews are expected to be subjective and to capture views of Provincial Advisors
and M&E Officers, District Municipal Management Advisors, Mentors, and NCDDS
Staff making field visits.
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B). Compliance I nspections and their Indicators

The development of compliance inspection routines is an essential capacity development goal of
the IP3. The routine is expected to divide compliance into separate areas or domains, most
likely: (i) planning, budgeting, M&E and reporting, (ii) financial management, (iii)
administration, (iv) HR management, and (v) Councillors, local policy, and advisory services.
Under each domain there will be a checklist or series of indicators to score whether processes
are adhered to. In most compliance inspection regimes indicators are weighted and their results
summarized upwards into a domain score. Since compliance mechanisms are likely to take time
to develop, there are no compliance baselines, but over time scores are expected to improve.

Related to this, most performance monitoring systems rely upon information self reported by
implementers. Such information may be prone to manipulation, and it is expected that, as part
of the compliance inspection routine, some self-reported information will be independently
validated - i.e. assessed for accuracy. The validation of reporting depends on two related
mechanisms:
i. Requirements to reporting to the public and compliance with this requirement
ii. Independent verification of a sub-set (sample) of outputs, contracts or activities, to
ensure they took place as reported. This is intended to have a deterrent effect (i.e.
ensure accuracy of reporting) by holding administrators accountable for a report’s
content.

Q). Management Standards Assessments

Internal operations of Districts and Municipalities are expected to steadily improve as their
capacities are developed through the IP3. Management standards describe good practice across
the areas or domains outlined above. They differ from compliance inspections in the sense that
they do not constitute minimum conditions for performance and are not linked to disciplinary
actions. Standards are designed to stretch an organization and to be measured along a wide
continuum as the organization develops. Two main assessment processes are used: self
assessment, where the organization assesses itself, and third party external assessment. Though
not yet developed, it is assumed the assessment of management standards is done by third party
assessors.

Management standards assessments are essentially the same as an assessment of capacity). In a
third-party assessment the process is based on evidence (rather than as an interview or
perception based exercise), the assessment ends with a report and recommendations (advice)
based on an identification of gaps between current practice and the standards, and assessments
review whether previous recommendations were implemented (though implementation is not
considered obligatory). The assessment of the quality of SNA internal control system (as part of
the independent audit exercise) is an example of management standards assessment.

D). Competency Assessments and Certification

Compliance and standards assess organizational performance, while competency assessments or
certification apply to individuals. The process is expected to:

e Assess individual skills, knowledge or quaifications, within a framework of
requirements. These would be derived from functions, schemes of service, job
descriptions, etc.

e Would be undertaken on a third party basis, most likely a training institution. This
tends to be practiced in some sectors, such as teaching, forestry, accounting, etc. The
chalenge is to broaden this to other areas like planning, HR management, etc.
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9.3.2. Program Implementation Monitoring

The deliverables specified in the IP3 will be implemented through a series of approved Annual
Operational Plans and Budgets and will be reported on a quarterly basis. Though planning,
scrutiny, approval and reporting processes may differ, 1P3 Sub-program managers and SNAs
will present the capacity development information in the same general format. In both cases
planning, monitoring and reporting will use a hierarchical planning model (objectives, outputs,
activities, inputs) and their plans and reports will contain quantifiable outputs/deliverables
(planned and actual quantities), costs for each level of the plan (i.e. the cost of outputs, activities,
etc., budgeted and actual) and time frames for implementation (planned and actual start and
completion dates). Although the Annua Operational Plan and Budget will contain text and
descriptions, a summary matrix will be included, which depicts:

Table9: Matrix for an Annual Operational Plan and Budget

Physical Respo

Plan/Result Target nsible BE;SQS? Funding Ca?gﬂgfiton Start and Finish Month
(Units) | Officer 1|2|3|4(5|6|7|8|9]|10{11|12
1. Sub-program 1 $68,200
1.1. Developing the regulatory
framework of the D&D $68,200 x| x| x| x| x| x| x| x| x| x| x| x
reforms
1.1.1. All regulations required by
the Organic Law are $18,200 | Basket x| x| x| x| x| x| x
issued.
1.1.1.1. Anukret .... Completed | 1 Anukret $0 X| x| x
1.1.1.2. Anukret .... Completed | 1 Anukret $0 X| X[ X
1.1.1.3. Prakas.... Completed 1 Anukret $0 x| x| x
1.1.1.4. Externa review of ...
Prakas completed 7 Prakas $18,200 X| x
1.1.1.4.1. Eterna consultant 1.5 Man months
complete the review $12,000 X $8,000 per x| x
month
1.1.1.4.2. Workshop held with 20 participants
srepresentative X $50 per
provinces to discus $6,200 participant + X
changes $3,500
1.1.2. Existing legislationis
aligned with Organic Law $50,000 XX XXX
1.1.2.1. Map identifying
riority legislation and Project
Fegulagoﬁztobe $50,000 )J< x| x| x| x| x| x

aligned with the OL

The above will be supported by a procurement plan and a cash flow plan which is derived from
the outputs and activities in the Annual Operational Plan and Budget.

Implementation monitoring will be reported in a series of consolidated annual and quarterly
reports, derived from the Annual Operational Plan and Budget. Though these will aso be full
texts, the centrepiece will be a matrix resembling:
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Table 10: Matrix for Quarterly Reporting

Physical Actual . o
Level Budget » Implementation Description
Plan Target A Expenditure
(Units) Delivered ($US) (%) Status /Note
1. Sub-program 1 $68,200
1.1. Developing the regulatory framework
of the D&D reforms $68,200
1.1.1. All regulations required by the
Organic Law areissued. $18,200
1.1.1.1. Anukret .... Completed 1 Anukret 1 $0 $0 Complete
1.1.1.2. Anukret .... Completed 1 Anukret 0 $0 $0 In progress (on time)
1.1.1.3. Prakas.... Completed In progress (behind
1 Anukret 0 $0 $0 schedule)
1.1.1.4. External review of ... Prakas $2,000 :
completed 7 Prekas 2 $18,200 (11%) In progress (on time)
1.1.2. Existing legislation isaligned with
Organic Law $50,000 $0 Not started (late)
1.1.2.1. Map identifying priority
legislation and regulations to be $50,000
aligned with the OL

Implementation progress will be reported on a quarterly basis. Reporting against the deliverables
included in the Sub-program agreement between NCDD and the implementing agency and the
agreed Annual Operational Plan and Budget is the responsibility of each Sub-program manager,
assisted by an M&E office in the Sub-program management unit. Reporting is from the supply
side, (i.e. Program implementers who delivery capacity to SNAS, rather than from SNAS).

A). Monitoring CD Activities

During the initial phases of the IP3 a significant emphasis will be placed on capacity
development, which has been planned and costed, in IP3, on the basis of nationwide norms and
standard costs. These planning norms will be developed further into the specific work plans of
each unit and team. Special monitoring arrangements and systems will be developed to:
e record who participated in what, when and by whom
e record participant’s satisfaction with the events and their recommendations for
improvement
e assess participant’s improved knowledge, where appropriate, using, for example pre-
and post- tests

9.3.3. Computerisation to Assist with Program Implementation Monitoring

Computerisation can greatly facilitate planning and reporting processes. To do so, planning,
budgeting, monitoring, evaluation, financial management (and accounting), contracting, and
reporting need to be seen holistically and their information recorded in a single integrated
management information system, with monitoring and reporting activities based on a plan
prepared in advance and including outputs, activities, costs, schedules, etc. A single integrated
system would undertake the following functions:

e Record and print the Annual Operational Plan and Budget, using a hierarchical
planning model that includes the following entities: outputs, activities/tasks, and
inputs. Each entity should be capable of being quantified (i.e. having atarget), having
acost, and having atime frame

e Track the plan asit moves through its approval and scrutiny process

e Make aprocurement plan and cash flow plan based on the above

e Track financia transactions linked the Annual Operational Plan and Budget. This
would be a transactional accounting package, meaning monitoring takes place as
invoices, pay orders, etc are implemented. The system is linked to the approved
budget with all expenditures identifying particular line items in the budget; as such
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the cost of producing outputs or implementing activities would be derived
automatically. Since it is a full accounting system, some transactions also involve
the purchase of assets and many payments are based on contracts. For this reason the
transactional financial management systems includes modules of contract
management (procurement), asset management, etc.

e Serve as aperformance management system. The system would describe both output
monitoring (what outputs were produced, by whom, where, when and how much did
they cost) and activity monitoring (is implementation ahead or behind schedule,
when were activities implemented in relation to the work schedule)

9.4. Summary: The Outcome-Impact Results Framework

The 1P3 outcome-impact results framework sets out indicators, baselines and targets for both
goal and purpose level results (Table 11).
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Table 11: Results Framework (Impact and Outcomes)

Program Narrative Results Indicators Bas;lln T;‘(;flet T;‘(;fzet T;(;f;? Data Source, Note., Disaggregation (all data isannual)
Goal: ‘to enable Poverty reduced and | 1. CDB-CMDGLI Poverty Score 47 The MoP links indicators from the Commune Devel opment Database
SNAs to promote citizensempowered | 2. CDB-CMDG3 Gender equality/women's 60 (CDB) to the 9 Cambodia Millennium Development Goals (CMDGS).
welfare empowerment Score These are then converted to an index on a0-100 scale. Theindex will be
(livelihoods, socia 1P3 contributes 3. CDB-CMDG?2 Education Score 51 disaggregated by Capital Province and DM. Baselines are from 2010.
development towards meeting 4. CDB-CMDG4-6 Health Score 60.67
outcomes and other CMDGs 5. CDB-CMDG?7 Environmental Sustainability 38
rights), to improve Score
equality between Financial resources | 6. Average EIRR of sampled SNA investments 49% >= >= >= Based on a sampling of investments as undertaken in Abrams (2009).
citizensand provided to SNAs (08) 15% 15% 15% | EIRRs(Economic Internal Rates of Return) will be disaggregated by type
communities, andto | gre ysed effectively | 7. Average EIRR for investments delivered through N/A >=00% | >=90% | >=90% | of SNA (Capital Province, DM, or CS) and type of investment.
ensure fairness’ government systems as a % of the EIRR delivered
through other mechanisms
Purpose: “to SNA service 8. % of citizens satisfied with SNA service delivery N/A N N N Undertaken as apilot citizens' report cards. Disaggregated by service and
develop the delivery improves type of SNA (Capital Province, DM, or CS)
functioning and 9. % of pilot obligatory functions delivered by SNAs N/A >=50% | From pilot functional reassignments comparing service delivery between
capacity of SNAS, which were done so at least as efficiently as the decentralized and deconcentrated (SNA) and current arrangements.
in particular control group (i.e. Line Ministry delivery) Disaggregated by function reassigned
Districts and Local Governance 10. Overal Local Governance Index TBC i ’I‘ 0 Based on data collected in the Annual Local Governance Survey, the
Municipalities, to improves 11. SNA Civic Engagement/Participation | ndex TBC N N N baseline of which was developed by EU SPACE. Indexes will be
ensuretheir 12. SNA Local Transparency |ndex TBC N N N disaggregated by type of SNA (CS or DM) and geographical areas
efficient operations, 13. SNA Local Accountability Index TBC D D D (Province XX).
good local 14. SNA Local Policy Alignment Index TBC D 1 A
governance, and the 15. SNA Efficiency Index TBC ~ ~ ~
delivery of quality 16. SNA Minority Rights Protection Index TBC 2 2 A
;hﬁglrl Cdfnt]gg;:ia 17. Ratio: % of investment funds allocated to poor TBC >=1 >=1 >=1 CDB data measuring whether investments are being channelled to poor
development villages / the % of villages which are poor areas. Disaggregated by Capital Province, DM
mandate.” SNAs comply with | 18. Financial Management Compliance Score N/A ™ ™ o R_esults from compl ianc_e i nspections developed under SP1. To be
: the regulatory 19. Administration and HR Compliance Score N/A N 0 N disaggregated by compliance domain (area) and DM.
framework 20. Number of civil servants disciplined 0 >=5 >=5 >=5
21. % of DMswhose financial statements were 0 Annual datafrom the NAA financial audits. Targets are based on
categorized as “without reservation” by NAA averages for central government

SNAS use systems 22. SNA management standards score N/A From management standards assessment s. Disaggregated by domain and

and capacities as DM. Separates capacity from operations

intended; they are 23. % of SNA staff meeting competency standards N/A Results from the competency assessments of SNA staff. Disaggregated by

well managed DM and areas of competence
Outputs: Sub-program 24. Actua expenditure as a% of budget TBC 90% 90% 90% Data from internal monitoring systems and to be disaggregated by Sub-
IP3 implemented implementation program and component
according to plan SNA 25. % of SNA outputs completed on time N/A 85% 85% 85% SNA performance management systems. Disaggregated by SNA

implementation

Note: N = expected to rise, where the increase is statistically shown to be unlikely due to random fluctuations. TBC = To Be Collected but will be available. N/A = Not available
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10. PROGRAM COSTS
10.1. Overview

The total costs of 3-year Implementation Plan (IP3) of the National Program for Democratic
Development include:
i. The costs of capacity development (CD), Program administration (PA) and technical
assistance (TA); and
ii. The financial assistance (FA) to be provided to al levels of Sub-National
Administrations under various fiscal transfers mechanisms. This is based on
assumptions set out below.

Table 12: Cost Overview (US$)

Description 2011 2012 2013 Total IP3  |%
CD+TA+ Operation Cost 31,269,621 23,210,086 18,389,921 72,869,628 14%
Financial Assistance 139,815,750 150,645,000 160,025,000 450,485,750 86%
Total 171,087,382 173,857,098 178,416,934 523,355,378 |  100%

10.2. Costsof Capacity Development, Program Administration and Technical
Assistance

The following table summarizes the total costs of the technical assistance services, capacity
development activities and IP3 administration, bearing in mind that al these costs are
incremental :

Table 13: Summary of Costs (by item)

Desciption 2011 2012 2013 Total
Cost Cost Cost
Personnel 2,339,100 2,217,180 2,037,180 6,593,460
Experts/Advisers 9,906,270 9,533,770 9,386,770 28,826,810
Systems Design 1,126,750 494,950 259,950 1,881,650
CD activities 2,926,226 1,650,911 1,308,246 5,885,383
Oversight/M&E 1,258,850 1,414,850 1,196,850 3,870,550
Equipment 2,048,500 202,000 192,000 2,442,500
Operating costs 3,608,925 3,621,425 3,658,925 10,889,275
Total 23,214,621 19,135,086 18,039,921 60,389,628
Civil Works 8,055,000 4,075,000 350,000 12,480,000
Grand total 31,269,621 23,210,086 18,389,921 72,869,628

Costs have been prepared using the following definitions:
a Personnel: incremental monetary compensation (POC) to the civil servants who will

be involved either in the management of IP3 (at central and sub-national levels), or in
the delivery of capacity development and other services (monitoring, compliance
controls) to the sub-national administrations.

Experts and Advisers: costs of the services to be provided by both national and
international experts who will assist and advise IP3 Executing (NCDD-S) and
Implementing Agencies in the management of the Program and delivery of its
activities and outputs.
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c. Systems Design: these are the costs of short term consultancy services (both

national and international) to be incurred for the development of management
systems for SNAs (administrative, human resources, finance, etc).

Capacity Development: these are the costs of (a) training events, (b) trainers
remuneration, (c) trainers DSA, and (d) printing of capacity development manuals
and other materials.

Equipment: acquisition of office equipment and furniture and transport vehicles for
the Sub-program management and the facilitation of capacity development delivery
at sub-national level.

Civil Works: Provision of new buildings and extensions to existing buildings to
accommodate Council meetings rooms, and provide office space for Districts and
Municipalities.

10.3. Financial Assistance

Financial Assistance to be provided to SNAs through various financing mechanisms is expected
to amount to 450 M.US$ or 150 M.US$/year on average, as per the following table:

Table 14: Cost Summary for SNA Transfers

2011 2012 2013 Total IP3
CS Fund
RGC 38,270,000 39,420,000 40,600,000 118,290,000
DPs
DM Fund 18,545,325 24,675,000 28,050,000 71,270,325
RGC 11,795,325 14,550,000 14,550,000 40,895,325
DPs 6,750,000 10,125,000 13,500,000 30,375,000
Provincial Budget Support (RGC) 77,600,425 79,800,000 83,275,000 240,675,425
Project Financing Facility (DPs) 5,400,000 6,750,000 8,100,000 20,250,000
Conditional/Contractual Grants Pilots
Contractual Transfers Pilots
Total 139,815,750 150,645,000 160,025,000 450,485,750
RGC Effort (89% of total) 127,665,750 133,770,000 138,425,000 399,860,750
DPs Contributions (11% of total) 12,150,000 16,875,000 21,600,000 50,625,000
Non Incremental (84%) 121,768,088 126,495,000 131,150,000 379,413,088
RGC Effort 100% 100% 100% 100%
Incremental (16%) 18,047,663 24,150,000 28,875,000 71,072,663
RGC 33% 30% 25% 29%
DPs 67% 70% 75% 71%

Non incremental funding accounts for 84% of the total, and is fully borne by the
Roya Government of Cambodia (RGC) through budget support to the CS Councils
(CS Fund), the DM Administrations (DM Fund)™, and the Capita Provincial
Administrations,

Incremental funding accounts for 16% of the total; it is shared by both the RGC
(29%)'* and the Development Partners (71%); DPs' share in the incremental funding
will be channelled through DM Fund , the SN project-financing facility (SNIF), and
eventually the conditional transfers and the CS Fund (if any) if the DPs elect to do so.

> D/M fund was included in the draft of SNA financial regime and asset management law.

4 The RGC's provides in the incremental funding corresponds to 50% for the DM Fund, assuming that the other
50% is non incremental (DM general administration costs channeled until now through the capital provincial
(Salakhet) budget.
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The above figures are based on the following assumptions:
a). CS Fund:

The RGC shall maintain its financing of the CS Fund during IP3 time frame
atitscurrent level, i.e. 2.8% of total recurrent domestic revenues;

The projected CS Fund resources do not take into consideration potential
additional contributions from the DPs which are yet to confirmed during I1P3
formulation time;

Accordingly, and notwithstanding additiona DPs contributions, each
Commune/Sangkat would receive annually on average 24,300 USS.

b). DM Fund

The RGC shall also contribute to the capitalization of the foreseen DM Fund
at least up to the estimated general administration costs of DM: 14.2 M. US$
per year. These estimates are used here as a basis for determining the RGC's
minimum level of financing effort, and do not therefore imply that the RGC's
contribution would be earmarked for general administration purposes.

General administration costs of Districts and Municipalities include staff
salaries, Councillors allowances, operation costs of DM administration and
council; these costs are detailed as follows (assuming that al the staffing
positionsin the DM organization chart are filled)

Table 15: DM Administrative Costs

DM Admin Costs Cost/year Number Value Percent
Salary 5,661,000 40%
Governor 2,700 185 499,500
Deputy Governor 1,200 740 888,000
Officers 1,050 4070 4,273,500
Councilors Allowances i 4,186,500 29%
Chief 2,100 185 388,500
Members 1,500 2532 3,798,000
Operation [ 4,347,500 31%
Administration 20,000 185 3,700,000
Council 3,500 185 647,500
Total 14,195,000 100%
Average per DM 76,730

e However, it should be noted that the draft national budget for 2011 has
earmarked an appropriation equal to 11 M USS$ for the recurrent expenditures of
DM Administrations (61,115 US$ on average per DM) and has been included
into the Capital Provincia budget. Upon approval of law on finance regime and
asset management of SNA and development of sub-degree on the establishment
of the DM Fund, D/M will have the own fund.

e The targets for DPs contributions to the DM Fund are set on per capita basis: on
0.5US$in 2011, 0.75 US$in 2012, and 1 US$ in 2013.

o |If the above targets (RGC and DPs contributions combined) are met, each
District/Municipality will be expected to receive on average 130,500 US$ per
year over the IP3 period.
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C). Capital Provincial Administrations
Based on the draft national budget 2011 for Capital Provinces with amount of 75
M US$ excluding the budget of D/M. In this regard, |P3 assumes that the RGC
shall provide budget support to the provincial administrations on the basis of 78
M. USS$ per year. Thisfigureisin line with the average annua financing made to
the provincial budgets during the last 3 years (2008-10).

d). Sub-National I nvestment Facility

e The Sub-national Investment Facility (SNIF) is a project-based financing window
that all SNAs (Capital, Provinces, Districts, Municipalities, and Communes/
Sangkats) could access to finance their capital investment in local infrastructure;
and hence, relieve the pressure on the alocation of limited genera purpose
transfers (CSF and DMF) to major infrastructure projects.

e Thetargets for funding the Facility (from DPs contributions) are set on per capita
basis: on 0.4 US$in 2011, 0.5 US$in 2012, and 0.6 US$ in 2013.

10.4. Incremental vs. Non-Incremental Costs

Implementation of 1P3 shall entail both incremental and non incremental cost. Incremental costs
are costs that the RGC would have to incur for the implementation of the 1P3, over and above
those (non-incremental) that the RGC would incur anyway (i.e., whether the IP3 was, or was
not, implemented as designed).

e Non-Incremental Costs: 379.5M USS$ (or 72% of total costing)
to be fully funded by the RGC.

e Incremental Costs: 144 M USS$ (or 28% of total costing)
to be shared by RGC and DPs.

Thetotal incremental costs relate to two types of activities:

19. The provision of technical assistance, capacity development and program
management support, for a total estimated cost of 72.8 M.US$ or 24 M.US$/year
on average (51% of total incremental costs) — these costs are expected to be totally
financed by external contributions (Development Partners).

20. The provision of Financial Assistance, in the form of fiscal transfers to be
channelled to SNAs through various financing mechanisms and instruments (to be
used for general administration and development spending), for atotal estimated cost
of 71 M.US$ or 23.5 M.US$/year on average (49% of total incremental costs). The
funding of the Financial Assistance costs shall be shared by both the RGC (29%) and
the DPs (71%), and are justified, in particular, by the setting and sustaining of the
DM Fund and a SN project-financing facility.

11. IP3ASSUMPTIONSAND RISKS

The main assumptions underlying the IP3 are presented below together with an assessment of
impact or importance of the assumption and the likelihood of the assumption holding true. The
actions managing and addressing these risks a represented and an overall assessment of risk
provided.
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11.1. Policy Development Assumptions

Assumption Impact | Likelihood Implication and mitigation Risk
1. NCCD-S'sroleisto High High This new role will require revisions to Low
focus on policy the legislation setting up NCDD-S, and
development and changes to the structure and ways of
coordination, with working in NCCD-S
responsibility for
implementation falling
on Ministries
2. A clear digtinction is High | Medium- | The Ministriesmanaged Sub-program Low
made between the roles High will be subject to similar implementing
of NCCD-S and core agreements, resource transfer
Ministries mechanisms and reviews as for other
sub-Programs to ensure the compliance
with goal's, objectives and outputs of |P3.
3. NCCD-Sisahleto High Medium | RGC has a strong commitment to the | Medium
engage in developing reforms established in the Organic Law
policy, without and to promote democratic devel opment.
conflicting with key
Ministries It is recognized that there will be
technical  differences of  opinion
regarding the details of how the new
systems will be devel oped.
Potential conflicts can be addressed by
NCDD where key Ministries are
represented, through NCDD mechanisms.
4. Harmonisation with High | Medium- | The PAR and PFM reform Programs are | Medium
other policy reforms, Low running in parallel with SNDD and affect
such as PAR and PFM the deployment and remuneration of staff
and the financial arrangements.
NCCD-S will continue to engage with
these Programs and to accept nationally
agreed procedures.
11.2. Assumptions Related to the Role of Ministries
Assumption Impact | Likelihood Implication and mitigation Risk
1. Ministries accept the High | Medium | Acceptance of the new approach will | Medium-
autonomy of SNA and teke time. Orientation and training High
the switch from should be provided during IP3 in order to
administrative ensure understanding of the new vision,
instruction to legality by key staff in each Ministry.
controls
2. Ministries have High Low The sub-Programs are designed to build High
sufficient initial both understanding and capacity for
capacity to exercise Ministries to devel op these new reforms.
their mandates through Additional capacity is provided through
(support and legality contracting Advisers and other staff and
controls) through contracting in key service
delivers
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Assumption Impact | Likelihood Implication and mitigation Risk
3. Government systems High High The principle of using Government | Medium

are used through IP3 systems lies at the heart of 1P3 approach.
implementation The proposed system will be developed

and adapted in the start of |P3.

In some cases, these systems will need to

be developed and adapted - inevitably

the quality of these systems will require

time before they are fully institutionalise

and working efficiently.

. SNA systems are High | Medium- | The key systems which are required to Low-
developed in High enable SNAs to start functioning are: medium
consultative and a). Council functioning
participatory b). Administrative system for SNA
process,(Ministries and ¢). Compliance system
other stakeholders d). Financial management
working together)

. The capacity of NAA High High Systems for audit have aready been High
to carry out is mandate developed. However, the capacity,
isavailable human resource and other resources to

carry out audits across the whole country
is limited and, therefore, costs are
provided to capacity development in
order to respond to this service.

. Ministries buy into Low Medium | Functional reassignment is a critical High
arrangements for initially, element of the SNDD Program. Initially,
functional re- rising the focus as set out in IP3, is on the
assignment to High functioning of DMs (general mandate).

However, during the period of 1P3, the
process for functional re-assignment will
be developed and a number of pilots
undertaken. This is essential to ensure
that there is an orderly process and that
substantial functions can be transferred
as soon as SNA capacity isin place.
11.3. Assumptions Regarding SNA Systemsand Functioning
Assumption Impact | Likelihood Implication and mitigation Risk
SNAsgain High Medium | Communes and Sangkats have made | Medium
widespread legitimacy remarkable progress not just in terms of
aspolitical delivering a (limited) set of services, but
institutions, given in creating a sense of belonging and
these councils were association  within  their  aress.
established by direct Communes and Sanghats are often the
and indirect election. main point of contact for citizens with
the state.
The capacity of DM till needs to be
developed. However, the potentia to
respond to Citizen needs is potentialy
greater, provided capacity can be built
quickly and DM have access to sufficient
resources to alow them to respond to
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Assumption Impact | Likelihood Implication and mitigation Risk
citizen demands. The focus of the IP3 is
on addressing these issues.
The autonomy and accountability of
DMs depends on developing new
relationships with higher authorities,
including the Provinces. The new role of
the Provinces will need to be emphasized
through the CD programs and in the
devel opment of the inspection processes.
The authority and High Medium | The Organic Law emphasizes the| Medium
accountability of the authority of the Councils over SNA
Council is established activity and its accountability for
within each SNA exercising such authority. However, this
is new role which will take time to
develop in practice.
Elected Councilorsare | High | Medium- | DM Councilors are elected by Commune | Medium
able to work together high /Sangkat Councilors from party lists. The
functioning of the Councils requires the
elected members to collaborate and work
together for the good of the SNA during
the life of the Council.
Experience at CS level and in other
countries suggest thisis usually possible.
The arrangements for High Medium | Democratic accountability requires valid | Medium
transparency are put in information to allow the electorate to
place and valid datais assess the performance of their
available representatives.
Internal checks include financial checks
both by MEF and the Treasury.
Information on SNA results (i.e. how
development resources were spent) will
be publicaly available at both the local
and national level. This will alow
Government and relevant stakeholders to
verify the results claimed by SNA and to
produce tables rating and ranking the
performance of SNA.
Civil society, CSOs, High | Medium- | This capacity will need to be developed. | Medium
the media and Low The provision of public information will low
academia have the stimul ate this capacity.
opportunity and
capacity to analyse,
check and report on
SNA performance
SN council Medium High The NLCS is currently reviewing and Low
association will revising its mandate and strategy.
expand its remit to
include all This review will strengthen and expand
representation of SNA NLCS and provide options for
Councils establishment of SNA council associations.
The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 77




Part 1: Overall Framework of IP3

11.4. Assumptions Regarding Staffing and Funding

Assumption Impact | Likelihood Implication and mitigation Risk
The current incentives | High L ow- Civil servants  with additional | Medium-
are sufficient to recruit medium | responsebilities related to the step-up in High
and retain capable capacity proposed under I1P3 are eligible
staff in SNAS, for the POC Scheme.
especially outside the
main urban areas Without such payments, implementation
of the Program would be impossible,
since competent staff would find
employment elsewhere with  high
incentive/payment.

Availability of High Low Currently, the availability of competent High

national advisers and staff is not limited to Government, but is

contract staff a constraining factor for all development
activities.

A DM Fundis High Medium | To be established under the Law on Low

established -High | “Financial Regime and Property
Management for SNAS’

A project funding High Medium | To be developed under the IP3 Medium

window is created for

SNA (SNIF)

11.5. Assumptions Relating to Program Design
Assumption Impact | Likelihood Implication and mitigation Risk
The Program ambition | High Low The Organic Law creates new SNAs | High
in terms of geographic throughout the country and Councillors
coverage and phasing have been elected since 2009. As a
isredistic result, it is not possible to build and
develop capacity in a gradual and phased
manner.
The IP3 recognises this challenge. The
two track processes of both rolling-out
new systems and the intensive tracking
of implementation in alimited number of
sites, will enable all SNA to be involved,
while a parallel process of testing and
system development is undertaken.
Further, the CD plan will be executed in
each Province, tailored to the needs of
each DM and CS. This should result in a
degree of demand-determined phasing
within each Province.
2. Support from DPsis High High DP support has been provided, so far, | Low

secured through a series of related projects. 1P3
has been developed as a Program and is
not easily divided into separate projects.
Planning of results within the Program
will require predictable funding over the
next 3 years of thisIP3.
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12. DP SUPPORT: FUNDING, GOVERNANCE AND POLICY DIALOGUE
12.1. Introduction

The Program Based Approach aligns external assistance with the nationally-owned 1P3 and
coordinates and harmonises DP procedures, thereby simplifying the work of the nationa
executing agency (NCDD-S). Under such arrangement, different modalities could be used, alone
or in combination, depending on DPS practices and requirements. These modalities (see
definitions below) include:

a). Sector Budget Support (SBS)

b). Joint Basket Funding, and

c). Project Aid Modalities.

Sector budget support: Financia support from a donor that is channeled into the general treasury
account of a recipient country where, as an integral part of the resources herein, it co-funds the
national budget appropriations of a particular sector. The support is thus nominally earmarked, and it
is used according to the national public expenditure management rules and procedures.

Basket funding: Basket funding is the joint funding by a number of donors of a set of activities
through a common account, which keeps the basket resources separate from all other resources
intended for the same purpose. The planning and other procedures and rules governing the basket
fund are therefore common to al participating donors, but they may be more or less in conformity
with the public expenditure management procedures of the recipient government. A basket may be
earmarked to a narrow or awider set of activities (e.g. a sector or a sub-sector). The term “pool (ed)
funding” is sometimes used instead of basket funding.

Project Aid: This modality refers to the case where an individual development intervention is
designed to achieve specific objectives within specified resources and implementation schedules,
often within the framework of a broader program.

Notel: Generally, [under a Basket Fund aid modality] expenditurein a certain (sub)sector —whichis
more or less defined — is financed via a joint bank account held by a group of donors (so, not a
Ministry of Finance bank account of the beneficiary country). In doing so, specific procedures are
followed that have been agreed by the participating donors and the beneficiary government.

Note2: Regarding the boundary between Sector Budget Support (SBS) and sector basket funding:
SBS uses the normal national procedures and basket funding typically uses special arrangements
negotiated with donors. Basket funding would only count as SBS where money is transferred from
the basket into government accounts to be mixed with domestic funding and used according to
normal national procedures.

12.2. Key Principles

The aid coordination principle, on which the PBA is based, is to be realized by:

e Phasing out project aid modalities, and replacing them, with either Sector Budget
Support (SBS) or Joint Basket Fund (JBF) modalities, as defined above, as
appropriate to the Program’ s financing requirements

e Ensuring that, regardless of the aid modality actually used by individual DPs, the
national executing agency of the NFP/IP3 (NCDD-S) will retain the maximum feasible
degree of control over the opportunity, nature, quality and timing of delivery of al
inputs required for the Program.
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12.3. Financing Requirementsfor |P3

There are four main types of financing requirements of the NP/ P3:
a). General IP3 costsincluding
e Financing the cost of national and international policy, management and technical
assistance personnel, (including fees of contractual personnel and saary
supplements of civil servants under the national POC scheme) as well as
e Financing the related operational support and logistics costs across all 1P3 sub-
Programs (to be incurred by all implementing agencies).

b). General-purposetransfers, including
e Resourcesfor Commune/Sangkat Fund (CSF)
e Resourcesfor District/Municipality Fund (DMF), and
e Resourcesfor Capital / Province budget

All the transfers are intended to support genera administration and devel opment
expenditures (capital and recurrent) made by SNA under their genera mandate to
promote “ sub-national democratic development”.

c). Purpose-specific transfers, including

e Financing of ongoing and planned sector development programs whose
implementation is delegated to SNA and/or transferring resources to SNA for
spending in particular sectors and sub-sectors,

e Financing of conditional grants to SNA , to be piloted under the IP3 in
association with the transfer (by assignment or delegation) of specific service
delivery functionsto them

e Financing of temporary delegation contracts, for specific functions, to be piloted
under the IP3, under which SNA would act as agents of the central
administration, pending the permanent transfer of functions.

d). Sub-National Investment Grantsincluding
e Financing the establishment of a multi-windows Sub-National |nvestment
Facility (SNIF) to appraise and fund investment projects in infrastructure, natural
resources management (NRM), climate change adaptation and local economic
development projects, which SNA may develop and implement in response to the
needs and opportunities emerging from their strategic planning and investment
programming exercises.

12.4. Matching Financing Requirementsto Aid Modalities

Ideally, under the proposed Program Based Approach, each of the above financing requirements
would be matched with the most appropriate aid modality. The dialogue on such modalities
should be initiated at the time of the planned multi-donor appraisal of the 1P3 design. The
following are some of the options that can be considered:

12.4.1. General 1P3 Costs
There are a number of different ways genera 1P3 costs could be funded under a PBA:

A).  Joint Basket Support

A Joint Basket Fund would be established by the concerned Devel opment Partners and managed
by ajoint Steering Committee.
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Upon requests made by the Chairman of NCDD-S on behalf of NCDD, the DP agent may
authorize the transfer of the JBF resources (for advances or replenishments), into a single “1P3
Main Account” opened by NCDD-S in the National Bank of Cambodia.

Disbursements from the “1P3 Main Account” would then be made, as authorized by the NCDD-
S Chairman into the various IP3 Imprest Accounts maintained by the respective Implementing
Agencies of the IP3 Sub-Program.

Resources provided by individual DPs under the JBF arrangement will not be earmarked to any
specific activity under the IP3 AWPB, but could be used interchangeably with those of other
contributing DPs for any activity within the approved I1P3 AWPB.

Procedures for procurement, disbursement and financial reporting applicable to the resources of
the “IP3 Main Account” and its subordinated “Imprest Accounts’ may be negotiated by the
RGC with the DPs, and may differ from those applying to RGC resources under the national
financial management rules and regulations.

B). Project National Execution

NCDD-S will be designated national executing agency for all projects supporting the
implementation of the IP3.

External resources would be transferred from the concerned DP into an “IP3 Supporting
Account” opened by NCDD-S in the National Bank of Cambodia.

All payments for al types of project expenditures will be made by the executive agency out of
the IP3 Supporting Account.

Resources of the “IP3 Supporting Account” may be earmarked to specific activities of the IP3
AWPB.

The NCDD-S Chairman may authorize their transfer into subordinated “1P3-supporting Imprest
Accounts” maintained by the respective Implementing Agencies of the IP3 Sub-Program.
Alternatively, NCDD-S may proceed to the direct payment of Sub-Program’ expenditures upon
reguest of the concerned implementing agencies.

Procedures for procurement, disbursement and financial reporting applicable to the resources of
the “1P3 Supporting Account” and its subordinated “|P3-Supporting Imprest Accounts’ will be
negotiated by the RGC with the concerned DPs, and may differ from those applying to the JBF.

C). Project (Direct Execution)

A DP financing an |P3 supporting project may want to execute directly the project or designate
an executing agent other than NCDD-S. In this case the DP or the designated executing agent
will be responsible for procurement of inputs and project activities. Its contribution to the 1P3
will be deemed “in kind”.

In order to avoid risks of uncoordinated interventions, where this modality is applied, a clause
should be introduced in the project document requiring that the annual project activity plan be
cleared by NCDD-S for consistency with the IP3 AWPB. In addition, the project document
should contain provisions that alow NCDD-S to exercise a degree of control over the
procurement process, quality and timing of inputs.

The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 81



Part 1: Overall Framework of IP3

12.4.2. General-Pur pose Transfer s (Sector—budget support)

External contributions to the two general-purpose transfer mechanisms of the CSF and DMF
should be made directly into the treasury system, in bi-annual tranches, upon verification of
indicators of (a) progress of the D&D reform process, and (b) performance of SNA in the
adoption of good local governance practices. These indicators would be reflected in a jointly
agreed “policy matrix”.

It is important that DPs contributions to the CSF and DMF, be done through genuine SBS
modalities, in order not to compromise the discretionary nature of the CSF and DMF.

12.4.3. Purpose-Specific Transfers (Projects - National Execution)

Whether the requirement is (@) the financing of a sector program that delegate its management to
SNA (mainly Provinces) or transfer resources to sub-provincial SNA or (b) the financing of pilot
conditional transfers associated with the assignment or delegation of functionsto SNA, or (c) the
financing of pilot contracts between central administration agencies and SNA for the delivery of
specific services , the Project modalities with a national executing agency (NCDD-S or others)
will apply as outlined above.

For all the above —mentioned cases, resources transferred to the SNA will have to be reflected in
their respective budgets, regardiess of whether resources are deposited into SNA accounts
maintained in the Treasury system or into SNA accounts with the banking system.

12.4.4. Sub-National Investment Projects (National Execution)

External resources to fund the specific SNA investment may be provided by DPs through
individual projects. Such resources will be transferred into corresponding accounts held by the
Ministry of Economy and Finance. The total sum of resources in these accounts will be the
resources of a Sub-National Investment Facility (SNIF).

Once an SNA project is approved, funds will be transferred to the SNA and reflected in their
respective budgets regardless of whether resources are deposited into the SNA accounts in the
Treasury system or with the banking system.

The table below summarizes the above proposed modalities, matching of 1P3 funding
requirements and aid modalities:

I P3 Incremental Costs
Technical and Financial Assistanceto Sub-National Administrations
Operational Budget Financing

] Project
Assistanceat N " : _
and SN level General -Purpose  Purpose-Specific Financing

Sector Budget Support _ e CSFund
(SBS) e D/M Fund

Joint Basket Fund (JBF) ° g;‘i‘:ﬂiimy

¢ Conditiona Grants
Project (National o |P3- Supporting ¢ Delegation Contracts | e SN Invest.

Execution) Projects o Sector Devel opment Facility (SNIF)
Program

Project (Direct o |P3-supporting
Execution) Inputs
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12.5. 1P3 Governance

The RGC recognises that, as DPs move from providing their support through individually
managed projects to contributing to a common government-led program, the risks associated
with such arrangement, especially in apolicy reform like the NP-SNDD, are inherently joint and
inseparable. Thisistruefor al funders— Government as well as DPs.

To facilitate this, the RGC proposes to establish a joint Government and DP Consultative
Committee (IP3CC) to oversee the implementation of the IP3. Membership of the IP3CC would
consist of NCDD-S, as chair of the committee and be limited to a small number, say, 3-5 of key
contributing DPs. A memorandum of understanding (MOU) would be prepared defining the
work of the consultative committee. The purpose of such a committee would be (a) to review
and get consensus on the annua work plans and budgets and eventually agree changes
throughout the year and (b) facilitate a creative policy debate involving NCCD-S, the wider
community of DPs and the Government ministries. The MOU would also set out the
arrangements regarding directly executed projects and how such projects are coordinated under
the umbrella of the IP3 work plan.

The IP3 is both a capacity development and a policy reform program. The proposed process for
Government — DPs dialogue around the higher level policy issues related to 1P3 would be
centred on a series of semester reviews or in case as necessary, facilitated by a “policy advisory
team” consisting of a external experts, who would visit the field, engage in discussions with
stakeholders in Government and outside, prior to the formal dialogues and discussions.
Effectively, the policy dialogue process would be informed by three streams of work:

a) Reportsfrom NCCD-S;

b) Commissioned studies; and

c) Regular reviews from the Policy advisory team

The results of policy dialogue process between the Government and DPs may be disseminated in
public.
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Appendix 1
PROGRAM LOGFRAME
Hierarchy Program Key Progress M eans of External Assumptions
Structure Indicators Verification and Associated Risks
Goal SNAs promote the welfare e MDGreporting | e Multi-stage
(voice, rights, livelihoods and sample
services) of local citizens, surveys
improve equality between
citizens and communities e Cost benefit e Selected
(including women and andysis(sample | analytical
women'’s groups) and ensure of investments) studies
fairnessin accessto services.
o User satisfaction | e SNA reports
surveys/
citizen' s report
cards
Purpose Sub-national democratic ¢ Governance Survey Development hypothesis
development and, in perceptions (linking purpose to goal)
particular, the capacity of e Formative Reports o Improved local
Districts and Municipalitiesto evaluation governance and
represent the views of local reports effectivelocal capacity
citizens and to respond to their | o Pilot functional Reports will result in increased
demands, within an reassignments local identity, improved
established legal framework, reports service delivery and
is established and functioning. increased local
e Compliance, Report from contributions to
inspection oversight development
reports bodies e Democratic Institutions
and processes are
e Management Report —to alowed to flourish,
standards be within a positive and
assessments developed enabling oversight
regime and without
o Competency Report —to being captured
assessments and be « Sufficient administrative
certification developed and delivery capacity is
developed and the
public well enough
informed to alow
Councilsto be held to
account for their actions
Program 1. NCDD-S Sub-Program Seetablesin Sub- Implementation
Outputs 1.1. Policy and legal program ® Sub- assumptions
framework program (linking outputs to
(NB: Program | 1.2. Policy and mgmt capacity recordsand | purpose)
outputs 1.3. Functional reassignment MIS ¢ D/M gain widespread
correspondt0 | 11 1. Council mentoring legitimacy as a political
component service institutions and do not
objectives .
described in compete with the current
each of the 2. MOI Sub-Program mandate of CSs and the
sub-Programs | 2.1. Set up, staffing of DM/Ks traditional role of
detailed in the | 2.2. Temporary HRM code Provinces
section below) | 2.3. CD Program e Acceptance across

2.4. Council facilities

government and soci ety
of the autonomous

3. SSCS Sub-Program nature of the SNA,
3.1. Temporary code given thetraditiona
3.2. HR strategy hierarchica

3.3. New SN SC statute understanding
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Hierarchy Program Key Progress Means of External Assumptions
Structure Indicators Verification and Associated Risks
4. MEF Sub-Program ¢ Willingness of national
4.1. Policy and Legal and Ministriesto exercise
framework their mandates through
4.2. Fin mgmt systems legality rather than
4.3. SNA capacity for financial administrative controls
management and
accountability4.4 Central ¢ Sufficient incentives to
institutions capacity for recruit and retain
support and legality capable staff in SNAS,
controls of SNA especially outside the
main urban areas
5. MOP sub-Program e Possibility to strengthen
5.1. Planning systems and expand NLCS and
5.2. Capacity of MOPto establishment of
support SNA association of other
administration councils
6. Association Sub-Program of SNA in order to
6.1. Devel opment of promote possibility to
Association mentor those councils.
¢ Acceptance by sector
Ministries of the
requirement to delegate
and assign national
functionsto SNAs
Program See description of activitiesin M anagement
Activities Sub-program documents assumptions

(Linking activitiesto
outputs)
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Appendix 2

POLICY MATRIX RELATED TO GOVERNANCE STANDARDS

The definitive list of standards will be derived from the governance and management systems to
be applied by the SNA. Thefollowing is atentative list of criteria, based on known requirements.

. . Verification
Indicator Basis I nstrument Prep | Check
Accountability — Medium Term Development Planning
1 Council undertakes statutory | Law, Anukret, Minutes of meeting MOI
meetings internal rules
Council instructs Executive Anukret Council Policy MOI
2 | astoprioritiesof MT Statement
development plan
. Law, Anukret Recorded council MOI
3 CounC|.I approvesMT decision
Strategic Development plan
Accountability — Annual Budget
DM Council undertakes Legality Control Minutes of meeting MOI
1 | statutory meetings with CS Law on SNA
councils Finance Regime
Council instructs Board of Law on SNA Finance | Council Statement MOI/MEF
2 | Governor asto priorities/ Regime and minutes of
focus of the annual budget meeting
Council deliberates and Law on SNA Finance | Recorded council MEF/MOI
3 | pproves draft budget Regime decision
(prepared by SNA Board of
Governors)
Oversight/legality controls Anukret Legality/oversight MEF/MOI
4 | report discussed by Council reports
and endorsed
Council approves changesto | Laws Recorded council MEF/MOI
5 | thedraft budget mandated by decision
the legality control (if any)
Statement of MT SNA | MOI/MEF
planning process
Transparency
1 Council meetings open to Law Anukret Internal | Minutes of meeting MOI
public rules
Financial and physical Law on SNA finance | Statement of where MEF
2 | progress reports and regime documents posted
statements available to public
3 Procurement committee Law on SNA finance | Minutes of meeting MOI/MEF
meetings open to public regime and Prokas
4 Procurement statements Law on SNA finance | Statement of where MEF
available to public regime and Prokas documents posted
5 Audit reports available to Law on SNA finance | Statement of where MEF/NAA
public regime Anukret documents posted
Audit recommendationsand | Law on SNA finance | Recorded council MEF
6 | SNA response available to regime Anukret decision
public
Final audit report available to Statement of where MEF
7 X
public documents posted
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. . Verification
I ndicator Basis Instrument Prep | Check
Medium-Term Development Planning
M edium-term devel opment Law, Anukret, Planning Document Mol/MOP
1 | plan formulated within Prokas
established time frame
Medium-term devel opment Law, Anukret, Planning Document Mol/MOP
2 | planformulated in required Prokas
format
Budgeting
Draft budget isformulated in | Law on SNA Draft budget MEF
accordance with established Finance Regime submitted to legality
1 e
format, classification, and control
process
Draft budget isprepared and | Law on SNA Finance | Draft budget MEF
2 | approved within established Regime submitted to legality
time frame control
Draft budget takes into Law on SNA Draft budget MEF
3 consideration any conditions | Finance Regime) submitted to legality
attached to the use of control
conditional transfers.
Budgeted development Law on SNA Finance | Draft budget MEF
spending is consistent with Regime submitted to legality
4 | medium term plan vision, control
priorities and objectives
(when such plan exists)
Law on SNA Finance | Draft budget MEF
5 | Draft budget is balanced Regime submitted to legality
control
Budget Execution
Procurement of works, goods | Prokas and guideline | Procurement report SNA MEF
1 and servicesis done
according to established
standards and regulations
Periodic reporting to higher Prokas and guideline | Annual/ quarterly SNA MEF
level authority on budget report format
2 A 4
execution in the prescribed
format and time frame
Asset Management
1 | Register of assets maintained | Law, Anukret, | inventory list | SNA | MEF
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Appendix 3
GENDER STRATEGY FOR IP3

INTRODUCTION

This Gender Strategy has been prepared in order to further advance the accountability of the
Roya Government of Cambodia, especialy the National Committee for Democratic
Development (NCDD) and Sub-National Administrations (SNAs) for gender equality and
women’s empowerment, in the course of the implementation of the 1P3 and the 10-year National
Program for Sub-National Democratic Development (NP-SNDD).

This gender strategy is developed based on lessons learned and achievements from the past, and
based on long-term efforts and existing collaborations between Ministry of Women’'s Affairs
(MoWA), Ministry of Interior (MOI), NCDD including its Secretariat (NCDD/S) with other
ministries/government agencies and development partners in order to further enhance gender
equality and the empowerment of women, youth and children.

Given its mandate as the main government institution for the promotion of gender equality and
women's empowerment in the country and its status as a member of NCDD and its sub-
committees and as a lead agency for the promotion of gender mainstreaming in the
Decentralization and Deconcentration (D&D) reform, therefore MoOWA with support from the
NCDD/S and other participating ministries/agencies within the NCDD, Development Partners
(DPs), International and National Government Organizations (I/NGOs), including women’'s
groups and organizations and civil society will play aleading role in the implementation of this
gender strategy.

VISION

To promote gender equality and women’'s empowerment in all aspects and at al levels of the
sub-national democratic development process for poverty reduction and the achievement of the
Millennium Development Goals (MDGS).

GOAL

In alignment with the vision for the 10-year NP-SNDD and |P3, the overal goal of the gender
strategy is to achieve a gender-responsive local government as well as local development that
promote gender equality and women's empowerment in all aspects of the sub-national
democratic development process. This includes equal participation and access for women and
men to leadership and decision making positions, resources, and services.

STRATEGIC APPROACH

To achieve an equitable sub-national democratic development, the gender strategy will use two
inter-related approaches. 1) gender mainstreaming approach; 2) women's empowerment
approach.

Gender mainstreaming approach is aimed at achieving gender equality by strengthening
commitments and actions of all key actors at the individual and institutional levels to address
both women’'s and men’s issues, concerns and priority needs, as well as experiences as an
integral part of the decisions, design, implementation, monitoring and evaluation of legidlations,
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policies and programs, and al intervention. This is to ensure that inequality is not perpetuated,
and women and men can benefit equally from all decisions, interventions, resources and services
related to implementation of the IP3 within the context of sub-national democratic development.

Gender mainstreaming approach requires that women and men are involved and consulted on an
equal basis in the whole process of sub-national democratic development. This is important in
order to minimize the possibility of sub-national democratic development related decisions,
legislations, policies, programs and other interventions having a negative impact on both sexes
(women and men), perpetuate and/or reinforce the existing gender inequality; while at the same
time addressing socio-cultural, political factors that impede gender equality; thus maximizing
efficiency, sustainability, transparency, participation and accountability. Gender mainstreaming
approach also emphasizes the importance of assessing the implication of all decisions and
interventions through a careful gender audit, informed by a gender analysis, and gender-sensitive
gualitative and quantitative data and indicatorsin order to achieve gender equality.

Women’s empower ment approach is aimed at empowering women as agents of change for
gender equality by eliminating and/or minimizing at the fullest the existing gender gap between
women and men through implementing positive measures and women-focused support in
various forms. The objective is to promote women's full and equal participation, access and
control over resources and services on an egual basis as men's; and enhance their self-
confidence and actions to become leaders and agents of change to raise their voices and
concerns and make decisions based on their own choices to transform unjust situations between
women and men in al aspects of life, thereby contributing to gender equality.

Within the IP3 context, this should be done by implementing al possible positive measures/
affirmative action policies (i.e., quota and reservation systems and incentives) to increase
women’ s representation and enhance their role in leadership and decision making processes and
positions. Another example is that by supporting women-focused initiatives, such as through
support for the creation of a forum of women councillors within the association of councillors
and of women civil servants including support for the development of their capacity.(This is
particularly important given the under-representation of women in councils and government
administrations in SNAs at al levels. The establishment of these associations will help women
increase their voices, self-confidence, and solidarity to raise their concerns, needs, and priority
as well as promoting women as role models and agents of change to take appropriate actions for
gender equality.

POLICY AREAS

The gender strategy will focus on the following main strategic policy areas:

1. Engender all aspects of Institutional, organizational, programming and administrative
functions of SNA structures and mechanisms at all levels.

2. Capacity development on gender mainstreaming for the promotion of gender-
responsive sub-national democratic development, gender equality and women’s
empowerment.

3. Promote women’s voices, representation, leadership, and decision making positions
through strengthened gender institutional mechanisms, networks and partnerships.

4. Gender communication strategy for greater support in the redlization of gender
mainstreaming, equality and women’'s empowerment in all aspects of sub-national
democratic development at all levels
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POLICY AREA 1: Engendering all aspects of institutional, organizational, programming,
and administrative functions of SNAs structures and mechanisms.

The 10-year NP-SNDD and its first three year Implementation Plan (IP3) will bring social,
economic, political, and administrative changes and impacts on the life of women, men, youth
,and children at the sub-national level. During the implementation of the IP3 a number of
policies and regulations will be created, revised and/or amended and introduced in order to fulfil
the mandates that are outlined by the Organic Law. New administrative structures and
mechanisms will also be developed and strengthened. Human resources will be recruited,
transferred and assigned to the SNAs. A new human resource and financial management system
will be introduced and implemented to carry out the new tasks and functions in SNAs with
effective and efficient ways. A number of programs and a management system of public services
delivery will be designed and implemented in transparent, participative, and inclusive manners
for greater accountability of services delivery for poverty reduction and the achievement of
Cambodian Millennium Development Goals (CMDGs).

The whole process of decentralized local government and local development holds the promise
of bringing forth the better well being of women and men in social, economic and political life.
Thus, promoting gender equality.

To ensure that the 10-year NP-SNDD and its IP3 will bring desirable and positive outcomes to
gender equality and women’s empowerment; the whole process of institutional, organizational,
programming and administrative aspects of SNAS needs to be engendered.

Strategic Objective and Key Actions:

Strategic objective 1. promote gender-responsive sub-national democratic development by
engendering all aspects of ingtitutional, organizational, programming and administrative
functions of SNAs at al levels.

Key Actions:

e Integrate gender perspectives in sub-national democratic development related
policies, legidations, (including the revision and amendment of law and regulations),
programs, and projects for SNAs through the application of gender-sensitive analysis.

e Formulating and strengthening policies including gender balance and affirmative
action policies for areas and at levels where women are under-represented in the
transfer and recruitment of SNAs personnel in order to promote.

o Develop policy and operational guidelines, tools, and procedures including indicators
for effective implementation of gender-sensitive and participatory development
planning and gender-responsive budgeting within the SNAs at all levels.

o Develop operational guidelines and tools for the collection, analysis, and
dissemination of gender disaggregated data and information on sub-national
democratic development for use in policy and programming (design, planning,
implementation, monitoring and evaluation) of resources and services within the
SNAs.

o Develop policies and operational guidelines and tools for effective implementation of
gender-sensitive human resources management and the working environment of
SNAs to ensure that policy, regulations and management of SNAs staff and working
environment accommodate the needs of women and men staff and conform the
principle of gender equality.
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e Develop policies, operational guidelines and procedures for effective gender-
sensitive public services delivery in SNAs at all levels to ensure equal access to and
benefit of women and men beneficiaries from resources and public services

e Develop policies and guidelines for the integration of gender-sensitive qualitative
and quantitative indicatorsin SNAs performance evaluation.

e Develop policies and clear operational guidelines, including clear mandates,
responsibilities, and tasks for the persons responsible for tracking the progress of
gender indicators for effective implementation of gender-sensitive monitoring and
evaluation.

e Develop policy and operational guidelines, tools, and procedures for conducting
regular gender audits in SNAs at al levels to assess progress, problems,
improvements, and success in gender-sensitive public services delivery including all
aspects of institutional, organizational, programming and administrative functions of
SNAs.

POLICY AREA 2: Capacity Development on Gender Mainstreaming for sustainable
gender -r esponsive sub-national democratic development.

Promoting gender equality requires strong long-term commitments and efforts. It also requires
adequate capacities among elected councillors, appointed administrators, and al key agencies
and personnel at the national and sub-national levels who are responsible for the sub-national
democratic development tofulfil their role and performtheir core functions in effective
andgender-responsive ways.

Over the past two years supported by various national and international institutions there were
649 training events on gender related topics, such as gender mainstreaming, domestic violence,
trafficking of women and children, and the roles and functions of CCWC. These capacity
development activities took place across 24 provinces in the country, and were attended by over
82,000 participants in which 60% of them were women. DOWA in most cases took the lead as
the primary training provider (PSDD/NCCD/S, 2009).

A large number of gender training events has indeed increased the awareness of the SNAs at all
levels. Despite all this progress, however much remains to be done. The gender technical
capacity to provide technical support and monitoring of public services delivery on various
sectors among the SNAS, including PDoOWA/DoWA is still limited. This is particularly due to
capacity development efforts which have been more focused on training for gender awareness-
raising and basic concepts of gender mainstreaming, than on developing gender technical
capacities. Thus, technical capacity of the SNAS to integrate gender perspectives and practices
into their actual tasks and functions and other sector-specific service provision needs to be
developed and strengthened.

In addition, capacity development initiatives that had been done in the past, in many cases have
been limited to developing individual capacities through short-term training/workshops in an ad
hoc manner. These were more targeted at SNASs personnel at the provincial and commune levels
and little has been done at the district level. Hands on-user friendly capacity development
manuals, tools and guidelines on sector-specific service provisions and/or directly related to the
specific tasks and functions of SNAsin many cases are not available.

Institutionalizing the principles of gender equality within the SNAs systems, practices, and
procedures is a long process and requires long term investment, and a comprehensive and
systematic capacity development approach and strategy. A sustainable gender-responsive sub-
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national democratic development cannot be achieved only by developing individual capacity of
the personnel of the SNASs through short term training in an ad hoc manner. This needs to be
done in a more comprehensive, systematic, and sustainable way.

In the context of the IP3, the capacity development on gender mainstreaming should be carried
out at the national and sub-national levels, and in all areas of the interventions. It should take
place at three (3) levels: Individual, organizational and institutional levels, targeting all
individuals, organizationgingtitutions responsible for sub-national democratic development.

Efforts to develop the capacity of the SNAs should be done from the onset. Newly elected
councillors and appointed administrators including their staff as well as newly selected and
appointed members of WCCCs and staff responsible for the SNASs at the national level need to
be introduced to gender mainstreaming and equality issues.

In this respect, it is particularly important that a special attention should be paid to develop and
enhance the capacity of newly elected and/or appointed women in public decision making and
politics at the sub-national level. Currently, in total, there are 608 women in the decision making
position at the provincial and district levels. This includes 397 elected women councillors (38
women provincia councillors and 359 women district councillors) and 211 appointed women
deputy governors (24 appointed women deputy provincial governors and 187 female deputy
district governors of capital, municipal, district and khan). (MoWA, 2010).

MoWA with support from its development partners has developed capacity development
framework for new elected and appointed women in decision making positions at the P/M/D/K
levels. Currently, a National Forum on the Promotion of Women's Participation in Decision
Making at the Sub-National Level has aso been organized by MoWA, MOI and NCDD/S and
their development partners. The national forum has produced a set of recommendations that
need to be taken into actions in order to enhance the participation and capacity of women in
decision making positions in public sector and politics.

Taking into consideration of the remarkable progress that has been made and the important role
of elected women councillors and appointed deputy governors in the promotion of gender
equality and the advancement of women, youth and children, therefore efforts to enhance their
capacity should be taken as a priority.

In addition, all new councillors, administrators and staff (women and men) should also be
introduced to gender equality, women, youth and children issues. Thus, the integration of gender
perspectives into the induction programs for new councillors, administrators and staff at the sub-
national and national levelsisimperative.

To promote a continuous and sustainable capacity development (individual, organizational and
ingtitutional levels), it is necessary that a pool of in-house gender capacity development
providers at the national and sub-national levels be created and capacitated through Training of
Trainer (TOT). At minimum, two women and men representing each SNAs structure and line
department at the sub-national level and NCDD/S who are interested and have the capability to
be the trainers/providers can be selected in the TOT.

In addition, a user-friendly handbook, containing guidelines, tools and a checklist on how to
mainstream gender into practical actions on various sectors, issues and functions in sub-national
democratic development should also be developed and in place. Accordingly, the capacity on
how to use the handbook will need to be developed and enhanced through a continuous training
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workshop, coaching and mentoring. The available user-friendly handbook will also serve as a
practical tool that can be used at any time by the SNAs and NCDD/S when they need it in order
to effectively perform their tasks and functions through a gender lens on adaily basis.

To promote long-term capacity development on sub-national democratic development, the IP3is
planned to support the establishment of the Nationa Institute for Loca Government (NILG). In
this context, it is aso necessary that a feasibility study be undertaken to investigate the
possibility for the creation of a Gender Resource Center (GRC) within this future institution be
supported.

The establishment of the GRC will be a long process beyond the three years of the IP3's
implementation. During the three years of implementation, support can be provided in terms of
technical and financia assistance for conducting a feasibility study (a desk review and overseas
study visit) on international best practices, production of a policy paper, and a set of
recommendations related to the creation of the GRC in the future.

When it is fully established and functioning, the Gender Resource Center within the future
NILG will serve as the body of knowledge and think-tank, research and policy organ to inform
the SNAs, NCDD/S and other relevant organizations/institutions about development initiatives,
institutional priorities and policies for the promotion of genderequality. With its pool of gender
expertise, the establishment of GRC will help address the country’s gender technical capacity
that currently is still lacking in a sustainable way.

The GRC will also help in changing the perceptions, traditiona values, behaviour, attitudes and
practices within the SNAs and the community. It will facilitate in creating stronger networking
and partnerships among the SNAs, public and private sectors, civil society, /NGOs and donors
through its collaborative actions in research, capacity development, dissemination of information,
publication and advocacy. Thus, it will contribute to institutionalizing gender mainstreaming,
gender equality and women’s empowerment at the sub-national and national levels.

All capacity development initiatives should be linked to program-based activities under all sub-
programs of the IP3. Capacity development should not be targeted at women only. But, it should
be targeted at men who are currently the majority of legislation, policy and decision makers and
the practitioners of local government and development. Investing in capacity development for
male councillors and government officials at the policy and operationa levels will create a
critical mass of male councillors and government officials who will not only be gender sensitive,
but also will have adequate technical capacity to incorporate gender perspectives and practices
into their respective work.

International and national gender advisers and capacity development specialist/advisers will
need to be assigned at the national and sub-national levels to assist with the whole process of
designing and implementing gender capacity development.

Strategic Objective and Actions:

Strategic Objective 2. develop and enhance the capacity of all SNA structures, NCDD/S,
WCCC, PDoWA/DoWA and other relevant agencies at the sub-national and national levels for
advancing their lead role, tasks and functions in defending gender equality and women’'s
empowerment and in promoting equitable local government and development and service
delivery within SNAS.
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Key Actions:

e Design and conduct a capacity development assessment to assess individual,
organizational and institutional competences at the national and sub-national levels
on gender mainstreaming according to their tasks and functions.

e Inventory and review of existing gender capacity development programs, tools,
methodology, and supporting materials at the national and sub-national levels.

e Design a gender capacity development plan, program, manuals, tools and
methodology including supporting materials based on the needs and level of
individual, organizational and institutional competences and corresponding tasks and
functions at the national and sub-national levels.

e Incorporate gender capacity development interventions into all capacity
development components of each sub-program of the IP3,

o Dédliver capacity development for all target groups at the sub-national and national
levels (i.e. councillors, administrators and staff, WCCCs, PDOWA/DoWA, NCDD/S)
and monitor its implementation.

e Integrate gender capacity development into an induction program for newly elected
councillors, appointed administrators, and staff at the sub-national, including new
staff of NCDD/S who are responsible for SNAS.

e Promote a sustainable internal capacity on gender mainstreaming by creating a pool
of gender capacity development providers at the national (NCDD/S) and sub-
national levels (SNAs) through TOT; enhance and monitor their capacities to
deliver capacity development on gender mainstreaming to all SNAs

e Promote continuous learning and sustainable capacity development through the
development of a user-friendly handbook on gender mainstreaming into various
sectors, issues and functions of sub-national democratic development for SNAs
and NCDD/S.

e Conduct feasibility studies and a policy paper to support the creation of a Gender
Resource Center (GRC) within the future NILG to promote a sustainable individual,
organizational and institutional capacity development.

e Monitor and evaluate al capacity development interventions for future improvement.

POLICY AREA 3. Promote women’s voice, representation, leadership and decision
making positions through strengthened gender institutional mechanisms, network and
partner ships.

Equal participation and representation of women and men in leadership and decision making is a
prerequisite for achieving sub-national democratic development and gender equality in all
aspects of socio-economic and political life.

Despite some noticeable progress and achievements, women are still under-represented in all
SNA structures at all levels, especialy in leadership and decisions making positions. Therefore,
more efforts are needed in order to promote women’s voices and equa participation and
representation in leadership and decision-making positions in SNAs at all levels. In this context,
strengthening gender institutional mechanisms, networks, and partnerships with various
stakeholders and institution within and outside SNAs structuresis crucial.

3.1. Strengthening gender institutional mechanisms for gender mainstreaming and
equality in SNAs

As outlined by the Organic Law, the WCCC is responsible for the promotion of gender equality
and the empowerment of women, youth and children at the PIM/D/K level by taking any
necessary measures to ensure that appropriate funds, resources and services are alocated to meet
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the needs of women, youth and children and address gender inequality. Given its new
establishment, therefore, specia attention should be given to strengthen the WCCC at all levels.
In order to make them fully functioning, the membership, especialy the chair and vice
chairperson of the WCCCs needs to be selected and announced. The guidelines regarding how to
perform their roles and functions need to be developed. Their internal and external, vertical and
horizontal working relations and coordination mechanisms should also be clearly defined and
articulated. Their network and partnerships within and outside the councils, and their capacity
on gender mainstreaming and on other issues linked directly to their functions should be
developed and strengthened. Consequently, providing technical and financial support for
effective functioning of the WCCCs at al levelsis critical and should be a priority of the IP3.

As a cross-cutting issue, however, gender mainstreaming and equality cannot be simply
achieved through the isolated efforts of the WCCCs. All existing gender institutional structures
and mechanisms at the sub-national and national levels, including MoWA/PDoWA/DoWA, sub-
committees and units within the NCDD/S and the working relations among them should be
strengthened. Accordingly, their human, technical and financial resources need to be
continuously and adequately supported over the years.

In addition, while strengthening the existing structures and mechanisms, attention should also be
given to explore the possibility of a representative from MoWA having a position within the
Policy Division to cover gender matters related both to regulations, capacity development and
mainstreaming. With the support from national and international staff and advisers on gender
and other social and sectors issues, MOWA's representative will play a critical role to oversee
the implementation of gender strategy, provide gender technical, programming and advisory
assistance vertically and horizontally within the SNAs and NCDD/S structures.

Additionally, it is also important to seek the possibility of formulating a forum for women
councillors within the Association of councillors and a forum for women civil servants at the
sub-national level in order to promote women’s voice, leadership and representation. Technical
and financial support for conducting feasibility studies for the formulation of these forums
therefore is needed.

Strategic Objective and Actions:

Strategic objective 3.1: strengthen institutional mechanism for gender mainstreaming and
equality in SNAs.

Key Actions:

At national level:

e Develop clear mandates and operational guidelines for each sub-committee and unit
within the NCDD/S to strengthen their functions and accountability for gender
equality and women’s empowerment in SNAS.

e Develop specific gender equality objectives, action plan and targets, supported by
adequate funds for all sub-committees and units within the NCDD/S outlining how
each can systematically contribute to the promotion of gender equality and women's
empowerment in SNAs

e Monitor regularly the extent to which gender mainstreaming, equality, and women's
empowerment issues have been taken into account in the SNAs in accordance with
the Organic Law, CEDAW and CMDGs and other relevant regulatory and policy
frameworks.
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e Define a clear mandate to include report on gender mainstreaming and its progress
and outcomes in the progress and annua report of SNAs, NCDD/S and of sub-
committees and units within the NCDD/S.

At sub-national level:

o Develop operational guidelines and strengthen human, technical and financia
resources of the WCCC at al levels (including CCWCs and CWCFPs) for full and
effective redization of their functions in promoting gender equality, and the
advancement of women, youth and children.

e Conduct a number of feasibility studies (desk review and overseas study visits) for the
future establishment of a forum for women councillors within the SNA Association of
councillors and aforum for Women Civil Servant at the sub-national level.

e Allocate earmarked budget to PDOWA/DoWA to support their functions in gender
advocacy, capacity development, coordination and monitoring a the sub-nationa
level.

3.2.  Strengthening gender network and partnerships

Developing and strengthening networks and partnerships with various stakeholders and
institutions within and outside government agenciesis crucial in order to gain greater support for
gender equality and women’'s empowerment in SNAS.

Evidence from the past has profoundly proved that the strong efforts, collaborations, and
partnerships among government (MoWA and MOI), women's groups and organizations,
I/NGOs, development partners and civil society have resulted in a significant increase in
women’ s representation in the commune council, and in the success of the RGC in empowering
the CCWCs and CWCFPs.

The ongoing partnerships, collaborations and support among UNDP/PSDD, MOI/DoLA,
NCDD/S, MOWA, UNICEF and other stakeholders have increased the capacity of the CCWCs
and CWCFPs and have brought to its success in raising the issues and voices of women and
children at the top agenda of the commune councils.

Currently gender networks exist ailmost in al levels of the sub-national administration, and there
are approximately 221 partnerships and collaborative initiatives between government agencies
with development partners, women’'s groups and organizations, I/NGOS in the promotion of
gender equality and women'’ s rights and empowerment in the sub-national level.

Degspite all this progress, challenges remain. Gender network meetings are irregular. In many
cases this is partly due to limited budgets to support the activities including travel expenses of
the gender networks to attend meetings. Capacity of PDOWA/DoWA as the lead institutions for
gender networks is still limited. A monitoring and evaluation system and responsibilities
assigned for tracking progress in accordance to gender related indicators is still unclear.
Coordination among gender networks and participation of higher level authorities and line
departments, including men’s participation is also relatively weak.

Given the important role and the challenges they have faced; gender networks, partnerships and
collaborations should be strengthened. A gender network forum that can serve as a means to
strengthen coordination, partnership and exchange information among the gender networks,
government, development partners and civil society should be supported in order to expand
support for women’s voices, leadership, and representation in the decision making process and
leadership positions.
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Strategic Objective and Actions:

Strategic Objective 3.2: to gain a greater support for women's voices, leadership and
representation by strengthening networks and partnerships with various stakeholders and
ingtitutions across SNAs at all levels.

Key Actions:

o Develop/review or revitalize the guidelines for strengthening gender networks with
clear mandates, roles, and responsibilities for each SNAs structure, including higher
level authorities and line departments to support the activities and attend the
meetings of the gender networks.

e Develop a gender network forum and its operational guidelines for an effective
coordination mechanism among all gender networks across SNAs and between SNAs
at the national level for effective promotion of gender equality, women’s leadership
and decision making positionsin SNAS

o Develop and strengthen technical and financial capacities of PDoWA/DoWA through
various gender technical capacity development interventions and earmarked funds to
support their lead roles in conducing gender advocacy, technical assistance and
facilitation of gender networks.

POLICY AREA 4. Communication Strategy for a greater support of the realization of
gender mainstreaming, equality and women’s empower ment in all aspects of sub-national
democratic development at all levels.

Gender stereotypes, gender bias attitudes, behaviours, and practices in social, economic and
political life as well as a mixed understanding on the concepts and the importance of gender
mainstreaming, equality and empowerment in the development process are still challenges for the
realization of effective and maximum gender-responsive sub-national democratic development.

These challenges, should be addressed. Positive attitudes and practices as well as a common
vision and understanding of the importance of gender mainstreaming, equality, and women’s
empowerment in the sub-national democratic development process should be clearly defined and
created from the onset.

The objective of the gender communication strategy is to address these challenges by
streamlining and enhancing communication within and outside the SNAs. This can be achieved
by producing and making available information and communication systems, channels and
materials on gender mainstreaming internally and externally across all stakeholders and
disseminating them widely within and outside the SNAs.

The priority target audience of the gender communication strategy will be:
e Internal audience: All SNAs structures and NCDD/S at the national and sub-
national levels.
e External audience: government institutions, development partners, policy makers,
beneficiaries, women's groups and organizations, I/NGOs, media, civil society and
general public outside the NCDD/S and SNAS structures.

The gender strategy will use both interpersonal and mass communication channels. These might
include, but not limited to regular meetings (formal and informal meetings), lobbying, field
visits, seminars/workshops/roundtable discussions, publications, press release and conferences,
interviews and media appearances, Information, Education and Communication (IEC) materials
such as brochures and banners, commemorative days and events, newspapers, radio/TV, email
and website.
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Strategic objective and key actions:

Strategic objective 4: create acommon vision and understanding, and achieve a greater support
for the realization of gender mainstreaming, equality and women's empowerment in sub-
national democratic development.

Key Actions:

Produce and disseminate IEC tools and materials related to gender equality and
women's empowerment in the sub-national democratic development (slogans,
brochures/leaflets, posters, banners, video and photos documentaries, newsletters,
etc) for awareness raising, capacity development and advocacy purposes.

Produce and disseminate various publications (electronic, audio visual, and print
format) on the work of SNAs on gender equality and women’s empowerment related
issues using various communication channels (meetings, events, website, etc)
Organize and/or participate in various events (field visits, seminars, workshops,
roundtable discussions, conferences, national and international women's days, €etc)
related to gender equality, good governance and sub-national democratic
development at the sub-national, national, regional and international levels.

Conduct regular meetings, lobbying, presentations and press conferences/press
releases related to the progress and achievements that have been made in promoting
gender equality and women’'s empowerment in SNAs

Integrate gender equality and women's empowerment issues into the agenda of
various high level meetings, speeches, reports, and websites related to the sub-
national democratic development.

Cooperate with mass media (newspapers, radio and TV) to conduct public and mass
media awareness activities (i.e. articles, interviews, talk shows) on the importance of
gender equality and women's empowerment in the sub-national democratic
development and on the progress and achievements that have been made.
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Appendix 4

NATIONAL CAPACITY DEVELOPMENT
FRAMEWORK FOR IP3

1 INTRODUCTION

The three year Implementation Plan (IP3) supports the implementation of the Royal
Government’s National Program for Sub-National Democratic Development. The immediate
focus of the IP3 is on establishing and developing the capacity of districts and municipalities as
ingtitutions for both loca governance and local development. However, the IP3 is
comprehensive plan for the reform of the “whole of government” across al levels, extending to
the lowest level, the commune/Sangkat. Sufficient capacity development (CD)™ is therefore a
determining factor for the success or failure of this reform, both within SNAs at all levels as
well as within other institutions that support them. In this regard, as indicated by world wide
experience, capacity development to support IP3 can only be effective when a comprehensive
and coordinated National Capacity Development Framework is developed, adopted and applied
consistently during its implementation. All of the six 1P3 sub-programs, which have strong
capacity development dimensions, must come together, for alignment with nationa policies;
capacity must be prioritized and harmonized to reach expected outcomes of the IP3.

This National Capacity Development Framework is the basic conceptual structure that will be
used to apply human capacity development under the IP3. The Framework provides all
necessary conditions under which capacity development will be applied, including definitions,
scope, stakeholders, strategies as well as the management and coordination of capacity
development processes under the IP3. Therefore, it provides a frame of reference for how
capacity development will support the implementation of all the detailed activities (and their
outputs) found in the 1P3 sub-programs. If applied, the Framework will determine if the Plan
meets its goals and objectives, utilizing one harmonized and aligned approach to capacity
development for all capacity providers of the IP3. As such, this National Capacity Development
Framework contains both international and Cambodian-specific proven best practices related
capacity development to address the overarching needs of the reforms envisioned in the 1P3.

2. WORKING DEFINITION OF CAPACITY DEVELOPMENT FOR THE IP3

As stated in the National Program for Sub-National Democratic Development (NP-SNDD),
developing the capacity of individuals and the institutions will be necessary condition to ensure
the establishment, promotion and sustainability of the National Program. NP-SNDD defines
capacity as provision of technical support, learning opportunities and requisite information,
data, equipment, infrastructure, systems and procedures that allow individuals and institutions
to achieve the outcomes and goals envisaged from the sub-national democratic development
reform policy and itsfirst three year Implementation Plan (1P3).

Based on that definition, capacity development focuses more than just on individual capacities,
it also covers organizational (SNAs and other institutions/agencies) capacities as well as the
creation of the enabling framework (or the rules of the game) within which the individuals and
organizations (SNAs) will act. Therefore, for the IP3, capacity development is defined as:

%% The words capacity development is used as opposed to the use of term capacity building. The term “building”
suggests a process that starts with a plain surface and involves a step-by-step erection of a new structure, based on a
preconceived design.
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A process to develop individual capacity to perform their work, organization capacity to
function as effective organizations and the capacity to develop/apply the enabling framework
that provides incentives in support of sub-national administrations to achieve their mandate(s).

3. GOALSAND OBJECTIVESOF CAPACITY DEVELOPMENT

The goal of CD for IP3 is to develop and enhance performance and effectiveness of SNASs to
carry out their mandates that encompass delivery of ongoing public services, reflecting the
principals of democratic development defined by the NP-SNDD. Capacity development will be
delivered and supported by a range of capacity providers, using different approaches,
incorporating participatory learning practices for all target groups. Additionaly, the initial
phase of CD for the IP3 will use primarily supply driven modality for delivery of capacity;
during its implementation the CD providers will work to incorporate interventions that will
ultimately lead to self-assessments of capacity and by the end of the IP3, yield demand driven
capacity development.

The Objectives of Capacity Development in the | P3 (by the end of 2013) are:

e To develop and further improve individual capacity of staff and leaders of the newly
formed SNAs with elected councils, especialy in the District and Municipality
Administrations, and to maximize their learning potentials, to effectively undertake
their assigned roles and responsibilities.

e To enhance organizational capacity (systems, strategies, communication, leadership,
resources etc.) of SNASs to function as effective organizations to implement (genera
and specific) mandates that will lead to improvements of the livelihood of local
residents.

e To develop national capacity to formulate relevant legislative and regulatory
framework for implementing the National Program for Sub-National Democratic
Development and its IP3, design appropriate capacity development strategies and
interventions for SNAs and develop capacity of capacity providers at provincia
levels so that they are capable to provide direct capacity development interventions to
SNAs.

Sustainability of any CD under the IP3 will be largely determined by applying holistic
approaches to delivery of CD, incorporating participatory practices into every learning activity.
This will require implementation of afour step CD process, ranging from assessments to review
of results of the interventions. In this manner, over the course of the IP3, supply driven capacity
development will gradualy lead to demand driven capacity development and create the
conditions for its sustainability. Further work on incorporating benchmarks, milestones and
assessing CD activities after their delivery for performance monitoring will enhance
sustainability of outcomes.

4. CAPACITY DEVELOPMENT NEEDSFOR THE IP3

Worldwide experience has shown that the human capacity development needs in the execution
of any decentralization effort are enormous. It then follows, the capacity development needs for
the implementation of the National Program/IP3 are commensurately enormous. These involve
the introduction of new individual and organizational capacities for at least 3,220 personnel at
the provincial level (23 provinces and one Capital), at least 12,000 councilors, governors, boards
and administration staff at the district/municipa levels (159 districts and 26 municipalities)
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along with about 13,000 councilors at the commune/Sangkat level (1,621 communes and
Sangkats). Additionaly, a vast number of national level officials will require capacity
development along with their organizationa structures under which they operate to take on their
newly defined roles under the IP3.

With a focus on districts and municipalities within the 1P3, the level of their capacity is under
resourced (in terms of human, physical and financial capacities) to various degrees, depending
on variety of factors, including their location (urban or rural), previous exposure to donor funded
projects, age and experience of staff, access productive resources, etc. This evaluation appliesto
arange of personnel who do not yet posses the required competencies for the execution of their
newly assigned roles and responsibilities and the SNASs as organizations capable to delivery on
their general or specific mandates. With the completion of functional assignments exercises,
there is expectation that more administrative and technical staff will be posted to new positions,
requiring new knowledge, skills, attitudes and experiences to execute their assigned roles.
SNAs will evolve as public service delivery agents that require organizational strength to be
effective in providing these services. Aswell, capacity needs will require physical infrastructure
in the form of adequate office space, facilities, equipment, transport, computers and internet
access to reach the expected outcomes found in the IP3's results framework. The physica
infrastructure of SNAs will have to be procured at the onset of the IP3 for effective use of
human resources to take place.

Capacity development within the IP3 will be developed at not only the sub-national level but
also at the national level. The bulk of CD will be directed to not only districts and municipalities
administrations along with their interface with communes/Sangkats. However, the 1P3 calls for
capacity to be developed simultaneously for al six sub-program agencies. These agencies will
undergo a degree of transformation themselves to deliver on 1P3 outcomes, including a change
of roles and inter-relationships within a “whole-of-government” approach to implementing the
National Program. Capacity will be also directed to provincia administrations, acting as
regiona coordinating structures. These SNAs have new structures and new responsibilities
along with new lines of accountability and mandates, which in turn require new capacities.

Capacity needs for IP3 must be evaluated in light of these resource constraints. However,
capacity development, in addition, will require harmonization, proper sequencing and
prioritization for al target groups. Therefore, capacity will entail addressing the following inter-
related set of needs in order to develop:

e Capacity to strengthen the overall democratic development enabling environment.
With districts and municipalities as its main focus, the enabling environment for 1P3
has to be extended in order to lay strong foundation stone for the implementation of
the whole of the NP-SNDD in the coming 10 years,

e Capacity to put in place viable systems, structures and procedures for districts and
municipalities for efficient delivery of public services to take place due to their
economies of scale, located between the provincia strategic level and the lowest
territorial level found in communes/Sangkats;

e Capacity of councilors for ownership of local leadership, local public policies
formulation and accountabilities. These capacities have to be developed internally for
councilors themselves and externally for all stakeholders in the democratic
development reform process, from central ministries to provincial authorities,
national, local Civil Society Organizations, Non-government Organizations, citizens
and private sector entities, ensuring councilors' new roles are grounded in legality
controls, leading to accountability;
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The capacity of the IP3/National Program system as a whole (NCDD-S and sub-
program implementing agencies) to deliver capacity at al levels and, in turn become
the recipients of capacity development for their new roles to establish the enabling
environment conducive to reform and create the right mix of incentives for SNAs to
execute their mandates.

The above capacity needs interact. |f one aspect is neglected, the whole system may not in the
end produce expected results that are timed, incremental, sequentia and accurate for the delivery
of required capacities to individuas, organizations (SNAs) and the policy/legidative
environment that will meet expected | P3 outcomes.

Summary of 1P3 Key Outcomes by Sub-Program

(Drawn from the 1P3 Intoduction)

National
Program
Executing
Body

IP3 Sub-
Program

I mplementing
Agencies

Expected Key Outcomes by the End of the I P3

NCDD-S

1. NCDD-S

Regulatory framework of the SNDD reforms provide incentives for SNA to
operate and execute their general and specific (obligatory) mandates.

Capacity for policy development and program management established.

Sector decentralization reforms and functional reassignment advanced to
provide autonomy for SNAs to deliver public services.

2.MOl

Set up and staffing SNAs under a temporary regulatory framework
established.

With SSCS, a HR strategy established and drafting anew SN Civil Service
law is completed.

Individual and organizational capacity of SNAs and their staff established
to the point where demand driven capacity development is the norm.

SNA system operating conditions enhanced.

3.SSCS

System for initial HR arrangements for staff assigned to SNAs in place.

Regulatory framework for SNA HR management established.

4. MEF

Policy and legal framework for SNA financing mechanismsis established.

SNA financid management and financial accountability systems
established.

SNA capacity for (a) financial management and (b) financial accountability
established with commensurate ongoing capacity development to support
its implementation.

Central institutions for support and supervision is stengthened through
targetted capacity development with move towards demand driven capacity
devel opment.

5. MOP

Planning systems of SNA developed and implemented

SNA planning capacity developed and demand driven capacity
development (panning) is the norm among SNAs to continue to support
planning.

6. League of
L ocal
Councils

Strategic development of the capacity of the League reaches its milenstone
as part of the capacity development indicators.

Council mentoring system in place providing ongoing mentoring to local
councils with milestones for its first phase reached and handover to the
L eague has begun.

Sector
Ministries

To be defined by functional assignment process
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5. SCOPE/AREAS FOR CAPACITY DEVELOPMENT IN THE IP3

Capacity under the IP3 will be established using three worldwide recognized entry points
(levels) for developing individuals, organizations and the enabling environment®®.

5.1. Individual Capacity Development

Individual capacity refers to the development of individual competencies, in particular
knowledge, skills, attitudes and experiences required for staff or leaders to effectively perform
their defined roles and responsibilities as defined by their job descriptions. They include, but are
not limited to:

e Basic Xills: such as use of computers, communication skills, work and time
management skills, etc.

e Job Specific Related Skills: depending on the position, the individua requires a skill
set to perform. For example, an accountant requires skills in preparing budgets,
financial transactions, financial reports, cash and bank account controls, etc.

e Leadership and Management Skills: there are a predefined set of competencies
required for individuals who hold management or leadership positions. These include
planning, organizing, monitoring and evaluation along with other relevant skills such
as staff supervision, decision making, problem solving, etc. These skills will be also
devel oped through organizational development interventions (see section below), but
at this level, it will be focused on individual’s ability to lead, motivate and manage
rather than organizational |eadership (see section below).

o Saff Attitude: for each position, there are expectations that staff will have certain
attitude toward their job and work place. These need to be developed over time. For
example, an accountant needs to have attitude such as attention to details,
thoroughness, rule orientation, etc. Furthermore, there are some specific attitudes that
need to be considered or developed regarding the organizational culture in which
they are embedded. For this, there is a need to develop attitudes of individuals on
how they relate with each other within an organization.

e Experiences: individuals aso need to know how best practice found in good
experience to enhance their performance. In this regard, individuals need to see how
effective best practice is applied. This can be learned from other locations and
individuals doing similar work through learning from other staff or “learning by
doing”.

5.2.  Organizational Development

Organizational development refers to the development of an organization’s capacity to meet its
objectives and mandates. In particular, this refers to the organizational systems, leadership,
strategies, communication and resources that enable SNAs to function as effective organizations.
Thus, under the 1P3, SNAs need to be capable to meet their objectives of providing public
services that meet the needs of local residents. Key organizational competencies include, but not
limited to:

e Organizational Direction and Plans: All SNAs need to be clear about how they
collectively meet their goals by setting a clear vision and mission and have the road
map (in the form of a strategic organizationa plan) to guide its operation.

16 JICA: Capacity Handbook for JCA Staff, March 2004, page 7 and UNDP's Capacity Development Practice
Note, 2008 among other publications that now document these terms as entry points (levels) for capacity
development.
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e ProgranVService Management: This refers to setting a program direction and
formulating and managing programs/services toward the defined direction/overall
vision for the SNAs.

e Internal Structures, Systems and Policies: This entails allocation of work in an
SNA/entity into different teams / structures, including clarifying lines of authority
and accountability; establishing necessary supporting and management systems and
processes; developing and applying internal policies and procedures.

e Human Resource Management: SNAs needs to manage human resources so that
people in the organization produce results and, in turn, for the organization as a
whole to achieve its goas and objectives. In so doing, this involves ongoing
assessment of people’s capacity needs and performance and finding appropriate ways
to address their capacity gaps. In this manner, it would help staff to achieve their
individual potentia for collective organizational needs.

e Organizational Leadership: SNASs function best when there is supportive leadership
that inspires and motivates all people to work toward a common objective.
Leadership is an influential force that can facilitate or inhibit the whole of
SNA/entity to function. Thus, it needs to taken into consideration and adapted to
ensure the principles of democratic development take hold; applying participatory
decision-making process; developing trust and collaborative internal relationships,
motivation for the whole team of the organization to act as one, etc.

e External Relationship and Resource Mobilization: SNAs cannot exist in a vacuum.
Governance, by definition, needs to relate and engage with other organizations and
entities through strategic partnerships. This involves developing partnerships with the
community organizations, NGOs, CSOs, 10s, and the private sector to provide
governance and meet goals and objectives. Furthermore, an organization needs to be
able to mobilize resources (financial, materials, expertise) from all possible sources
to finance its operational and capital costs.

e Financial management: SNAs need to plan, organize, control, and monitor their
finance to achieve their goals. The leadership along with its administration must put
in place policies regarding resource alocation. Good practices in financial
management within legally mandated rules/legal requirements need to be
implemented for effective use of resources.

An OD Manual is under design to guide the CD team to facilitate organizational development
interventions to SNAs or other institutions upon demand.

5.3. TheEnabling Framework

The Organic Law was adopted in 2008, followed by other regulations such as Roya decrees,
sub-decrees and guidelines. The policy document of the Royal Government to guide sub-
national democratic development is in the form of the 10-year National Program for Sub-
national Democratic Development (NP-NSDD) that was adopted in August 2010. This was
followed by the fist three-year |mplementation Plan (1P3) that was issued in November 2010 and
endorsed by the NCDD on 30 November.

To provide incentives and enable the SNAs to implement their mandates, a range of other
regulations and guidelines (systems) are required. These still need to be developed and applied.
For this reason, |P3 requires:
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e Capacity of nationa level institutions related to setting policies that trandate into
legidlative instruments/guidelines. This will entail identification of the gaps found in
the nationa regulatory framework for SNAs and formulation of supportive policies
and lega instruments for sub-national democratic development to take place.
Technical assistance from key advisers will be required as there is need to establish
the required policies, lega instruments, regulations, and guidelines in line with
internationally recognized norms and procedures.

e Capacity of SNAs themselves to interpret, apply/comply with the national policies
and legal instruments that affect them as organizations or individuals who work in
SNAs. This would also apply developing capacity to influence policies and national
legidlation that are in the best interests of SNAs through collective means as found in
the League of Loca Councils through its ability to advocate / lobby. Additionally,
the issuance and content of by-laws (Deikas) of SNAs will require capacity
development to align with specific policies set at thelocal level.

6. STAKEHOLDERSAND ROLESIN CAPACITY DEVELOPMENT FOR THE IP3
6.1. Target Groupsfor Capacity Development in the IP3

The key focus of the capacity development recipients are SNAS as organizations and individuals
working in SNAs aong with individuals and ingtitutions at the nationa level that
implement/manage the 1P3.

District and Municipality Administrations: As the focus of the IP3, these organizations are key
capacity development recipients. Their primary role is to provide ongoing public service
delivery in their respected local territory. Capacity development interventions will be delivered
so that they lead to self-assessments and identification their own needs with the aim to actively
engage themselves in the capacity development interventions. Thugly, this type of approach to
capacity development will allows DS/Ms to meet expected milestones and outcomes by the end
of the IP3.

Provincial Administrations. All 23 provinces aong with the Capital are also capacity
development recipients as they also need the capacity (supported by the national level structures
or other capacity delivery providers) to be able to deliver capacity development interventions to
district and municipality administrations. Aside from developing themselves as effective
organizations and developing individual staff, provincial/Capital administrations need to
assemble a team of capacity development facilitators / providers. They must be confident to
work with district and municipality administrations to assess, design and deliver capacity
development interventions (individual and organizational development), applying appropriate
CD approaches, processes and packages for the specific need identified in the assessments.

National Level Institutions/Organizations. At this level, there are a number of institutions such
as NCDD-S, MOI, MEF, SSCS and MOP, who have the role to play in order to identify and
formulate national legislative/regulatory framework in support of SNAs. However, they also
must play a role to support and coordinate capacity development activities (development of
curricula and providers of capacity development in their respective technical areas) to provinces.
Thus, they need the capacity to undertake these roles over the IP3 period. Additionally, there
will be a need to provide not only the sub-program agencies with capacity development but also
sectoral ministries as they move to delegate or devolve functions to lowers levels of government
as the IP3 evolves. Thus, the sub-program agencies will be not only capacity development
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providers but also recipients of (organizational and individua technical and administrative)
capacity development.

6.2. Capacity Development Providers

To provide capacity to above-mentioned capacity development recipients, a range of capacity
providers are considered, both, from government and non-government structures (private
companies, NGOs, consultants etc.). Below is alisting of capacity providers with their potentia
rolesin support of the capacity development for the 1P3:

Government Structures

Provincial CD Team: A CD team (3 persons, one of whom responsible for supporting CD in
financial management) will be allocated in each province. The role of provincial CD team isto
prepare and deliver CD interventions directly to D/M Administrations based on the identified
needs along with provision of on-going support. The provincial teams will receive guidance
from national level capacity team and liaise with NP Advisers assigned to each D/M. Mol will
be the primary responsible for developing curricula and the capacity of capacity providers across
arange of topic areas. Each sub-program agency (moreover MOP and MEF in their respective
areas) will participate in curricula development and delivery of capacity. This will also apply to
the contracted mentoring firm/identified set of individuals for SNA council development.

National CD Team: They will participate in the design of CD interventions (for all levels of
capacities); develop capacity of provincial CD teams, including backstopping services and other
support as necessary. The National CD team is aso responsible for leading the national wide
monitoring and evaluation activities, which will contribute to the improvement of CD strategies/
approaches and interventions as the whole. One international advisor and two National CD
Advisors alocated from NCDDS, MOI, MEF, MOP staff will work in tandem to develop the
required CD packages and process to each type of capacity development intervention as part of
the CD Technica Steering Committee working under the authority of the NCDDS.

CD Advisorss A NP advisor will be alocated in each entity (district / municipality
administration). The main role of CD advisors is to develop capacity of Cambodian capacity
developerg/providers so that they can take over the role of CD in the future with decreasing
level/no advisory support. CD Advisors will be placed along with National counterparts to
provide specific necessary CD assistance that enhance capacity of the government counterparts
or structures with a SNA.

SNA Association: The role of SNA Association is to provide services to councils as members.
Advisors, both international and nationa will develop the capacity of the League of Local
Councils over the IP3 period so that the association will be capable in providing services to its
members. This will be done, in part, by coordination and close operational support with the
(NCDDS) contracted mentoring firm or contracted individuals to provide these services. In
either case, the SNA Association will have to liaise with the contracted firm or individuals and
in so doing, develop capacity their capacity to take on the role of service provision to SNA
councilsin the future.

Public Institutions of Higher Learning: These are available either in the Capital or in
provincial towns. The role of these institutions will be to respond to CD needs of SNAS that
supplement existing government CD structures. An assessment of the ability of these institutions
to provide services to 1P3 capacity recipients will be conducted to evauate the extent to which
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they may supplement primary government structures. Nonetheless, CD interventions by these
ingtitutions, at the onset of the 1P3, might include basic skill development (communication,
computer skills, etc.) up to a degree course (Bachelor or Masters Degree in Public
Administration with specialization in finance, asset management, etc). Universities would work
to establish life long learning centers for public civil servants (short term courses to supplement
skill development). The task of developing these CD support institutions will be born by NCDD-
Snational CD advisors in collaboration with sub-program agencies over the course of the IP3.

Non-gover nment Structures

Private schools, Universities. These are available either in the district, provinces or in the
Capital. Their role would be the same as public institutions of higher learning. However, given
that they are more accessible to SNA due to their proximity, these institutions will lend
themselves to perform capacity development to those SNAs that are more remote from public
ingtitutions of higher learning. As with public institutions, an assessment of their ability to
perform as providers of capacity will be conducted during the early stages of the 1P3.

CD Consulting Firms; These can be national or international consulting firms. These firms will
be supplemental and possibly alternative CD providers for SNAS, i.e. al CD needs that cannot
be met by existing government structures due to the scope, scale and specialized areas of needs.
Consulting Firms can be contracted on an interim basis (either at the national level or by the
SNAs themselves if sufficient resources were made available) to undertake specific types of
work within their expertise for national, provincial and local needs.

NGOs: These can be nationa or international NGOs. Same situation as the one for private
consulting firms applies since NGOs that have expertise in specific areas should be considered
as aternative CD providersto deliver specific / tailored CD interventions to SNAS.

Independent Consultants. Based on the specific needs, independent consultants, both national
and international, could be hired to undertake aspects of CD work or assignments, including
assessments or independent evaluations of CD programs.

7. CAPACITY DEVELOPMENT STRATEGY FOR THE IP3

Capacity development will be designed and delivered by a range of CD deliverers using both
government and non-government structures to SNAs as primary CD recipients as well asto CD
deliverersin government structures. This section defines the preliminary priority actions for CD,
practical steps/processes of CD, the mechanism of how CD will be delivered up to the SNAs as
primary recipients, what types of approaches to be used for CD interventions, how CD will be
planned, managed and financed, as well as the sustainability aspect of CD for SNAs in the
longer-term.

7.1. Priority Actionsfor Déelivery of Capacity Development

The basic conditions established and preliminary stages formulated for delivery of capacity
development are paramount actions to be taken at the onset of the IP3. Many of these will be
developed simultaneously while others need to be sequenced and prioritized. One of the
determining factors will be availability of qualified facilitators/consultants to carry out the
necessary CD interventions using the methodologies found in this Framework. As well, there
will be limits to resources that might preclude or ater course of CD interventions over the life
span of the IP3, especially during its first year when resource allocations will be the largest. At
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the start of the IP3 there will be substantial resources devoted to developing the capacity of
capacity providers along with its commensurate formulation of CD materias, relating to not
only capacity development of the providers but also materials across a range of subjects
(individual skills and organizational) for the recipients of CD (SNAs and institutional entities).

Below isalist of key priority actions that will be performed at the onset of the IP3. Most of the
basic conditions for CD to take place will have to be implemented simultaneous at a rate
commensurate with expected outcomes of the IP3 for the first year. While other actions will be
sequenced or overlap in their formulation. This set of priority actions includes, but are not
limited to the following:

Conduct an inventory of al physical infrastructure of districts and municipalities,
including provision of electricity, IT through internet access, communication and
transport;

Procure necessary infrastructure conducive to conducting governance operations in
all districts and municipalities;

Establish basic staffing requirements for operation of SNASIP3 sub-program
agencies in line with the IP3 through issuance of new terms of references (as
functions are transferred their will be a need for additional staff to accommodate new
mandates over the course of the IP3);

Conduct an inventory of necessary regulations or guidelines in support of operations
at districts and municipalities/provinces based on basic operating/administration
procedures for administration and legislative/policy structures,

Implement basic systems for operation based on regulations/guidelines through MOI
capacity development providers using the methods approaches and processes
contained in this Framework;

Conduct an assessment of basic skills (communication, literacy, computer skills, etc.)
for all SNA staff and based on this assessment identify the appropriate providers for
developing basic skill capacity (these do not have come from the pool of technical
individual or organization CD providers but can be drawn from other sources that are
in close proximity to the SNA);

Begin preparation of developing capacity development manuals and guides for
capacity providers on all processes, approaches, participatory practices and packages
identified in the Framework;

Develop a comprehensive prototype CD strategy by type of institution/SNA and
conduct pilot tests of key CD instruments/interventions,

Implement capacity development of CD providers (after their identification of
competencies has been completed) to deliver on the various technical, administrative
skills required by individuals across a range of institutions beginning with districts
and municipalities and start the prioritization of CD for different target groups;

Begin preparation of al materials (manuals, guidebooks, props, side presentations,
etc.) that will be used in the delivery of capacity development by the providers for al
levels and entities,

Implement capacity development of CD providers to deliver organizational
development using the OD Manual as a guide adong with implementation of
assessments, agreements with SNAs, holistic approaches, processes, and packages
identified in the Framework and OD Manual; and
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Ensure CD assessments are conducted for individual technical and administrative
positions and organizations as a whole within pre-identified periods to re-assess
needs; based on the assessments, modify CD material s/approaches and participatory
practices on case specific basis and re-launch CD interventions.

7.2.  Capacity Development Processes and Packages

For each SNA, capacity development will follow afour step process:

1).

2).

3).

4).

CD Assessment: Develop CD assessment tool, conduct CD needs assessment
process, report and agree on CD needs. It is very crucia to assess and identify the
real learning needs so that effective CD interventions can be planned and provided.
In the Cambodian context, this aspect is a challenge in recognizing the weaknesses or
areas for improvement and it needs to be carefully processed. The piloting of
assessment will take place before the assessments are rolled out to the wider set of
SNAs.

Development of CD Intervention Plan: Identify CD aspects to be improved; define
specific CD abjectives to be achieved over time; develop target indicators/milestones
and identify involved individuals as well as the timeframe / schedule. An
intervention plan needs to be negotiated and agreed between the CD providers and
recipients.

Design & Delivery of CD Interventions: Design specific CD interventions based on
the identified needs and agreed intervention plan, then deliver these tailored-made
CD interventions. For some common needs, a CD program can be designed and
provided from (see the table below) a phased method.

Evaluate CD results: Assess the CD outputs, outcomes and impact based on agreed
objectives and Indicators; identify CD needs for the next period; adjust the CD plan
based on what has been learned.

This four step process will be repeated continuously until the expected performance target is
reached for each target individual, group or organization. This process applies for al CD
interventions envisioned under the IP3. At the onset, this four step process will be supply driven
but if implemented over time, it will lead to demand driven self-assessments and demand driven

cpY.

Step 2: Develop and
formally agree on
CD Interventions

Plan

Step 4: Evaluate
CD results

Step 3: Design &
Deliver CD
Interventions

7 CD processes and tools for Organizational Development are defined in the Organizational Development Manual

for SNAs.
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The table below shows the steps in the preparation, design, and management of a CD program
under the IP3 that will be conducted simultaneously with the list of priority actions. This type of
phased approach to developing the design and management of a CD program will be
implemented for SNASs that have common needs. For cases that do not have common needs, the
capacity provider will formulate a customized set of phases and steps commensurate with the
needs of a specific capacity development intervention.

A. Preparation Phasesfor Capacity Development Program of the | P3

Step 1 Step 2 Step 3
Identify target organizationsand | Identify target groups within the . . .
prepare preliminary capacity organizations along with Irgﬂ:gecaggg tpor (;JVlde(;iand
priorities and sequences, individual technical and capacit provi dersin I?r?e with
according to | P3 needs and administrative capacity apacity p

delivery structure and

timeframes devel opment needs: create a .
mechanisms

typology for delivery of capacity

B. Capacity Development Program Design for the | P3

Step 1 Step 2 Step 3
Mobilize logistical requirements | Design and refine capacity Design a capacity providers
to deploy capacity providersand | needs assessments for program; formulate capacity
start preparation of capacity organizations as awhole and providers: manuals, guidebooks,
development packages (manuals, | individual technical and and materias
guidelines, approaches, etc.) administrative capacitiesin line

with ToRs and needs of the IP3

C. Capacity Development Management Plan for the I P3

Step 1 Step 2 Step 3
Design the organizational and Design aquality assessment and | Design a capacity
management structure required control mechanisms for the outcome/impact evaluation
to implement prioritized capacity | delivery system using pre- mechanism. Create incentive
development interventions at all | defined criteriafor all expected mechanisms for the delivery
levels and for al recipients of outcomes/competencies of system as a whole and for
CD providers and recipients capacity providersindividually

7.3.  Capacity Development Delivery Structures/M echanisms

The CD interventions at the onset of the National Program and through the life of the IP3 will be
delivered using a supply driven cascade model while creating the necessary conditions for CD
self-assessments that would lead to demand driven assistance. The diagram below shows that
CD interventions to D/M Administrations that will be delivered through the provincial CD teams
with support and monitoring conducted by the National CD team.

This model of delivery requires attention to develop capacity of the provincial CD team (in
coordination with specialized CD providers drawn from IP3 sub-program agencies) as the
primary CD delivers/providers at the onset of the IP3. This will not be a trivial task and
therefore require a well formulated action plan for its implementation along with identification
of CD experts to lead the capacity development of CD providers on all of its approaches,
assessment models, processes and packages, organizational and individual technical and
administrative capacity development interventions identified in this Framework. Additionally,
thereis need early on to formulate well conceived capacity development manuals and guidelines
on all of the approaches, processes, packages and modes of delivery mechanisms for the CD
providers. It is an understatement to say that the successful launch of the IP3 will crucially
depend upon specific expertise identified to implement this task. Aswell, significant resources
will be devoted to developing the capacity of capacity providers on a scale never seen in the
Kingdom of Cambodia by the Royal Government.
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Flow of CD to D/M and Commune/Sangkat Administrations

At National Level: The National CD team will be formed, in part by NCDD-S and liaison with
MOI as one the primary CD delivery mechanisms under the IP3 in collaboration with MEF,
MOP and the SNA Association/mentoring firm. Their role would be to formulate/revise the
National CD Framework for the 1P3, develop CD programs and curricula, monitor and evaluate
CD needs and delivery and provide ongoing support to provincial CD teams. Their secondary
tasks will be to coordinate CD activities at the national level for participating institutions/
agencies, including monitoring and evaluation and the improvement of the national CD strategy
as defined in this Framework document. The national CD team will comprise of both nationa
and international CD experts supplemented by technical advisors. Over the course of the IP3,
they will work to identify and lend support to specialized institutions or private CD
firmsg/consultants to fill capacity gaps as providers of CD. By developing the capacity of
external to government CD support providers, implementing CD process and packages that are
based on self-assessment with participatory practices as part of the delivery along with utilizing
time tested proven CD holistic approaches, the phase out of international support in the form of
CD experts and technical advisors will take place.

At Provincial level: The provincial CD team will be formed in each province to provide
tailored-made CD interventions to specific D/M administrations along with on-going support.
Capacity of provincial CD team will be developed over time by national CD teams along with
the support from NP advisors located in each D/M. CD manual on technical and administrative
skills along with the OD manuals (other manuals, material as required) will be developed for
provincial CD teams to use for CD interventions for D/M Administrations and their interface
with communes.

At D/M and Commune/Sangkat level: D/M Administrations are primary CD recipients under
the IP3 and thus will receive CD interventions from two main sources from a) provincia CD
team, b) specialized persong/institutions (e.g. Institute of PA, universities, NGOs, firms,
consultants, etc.); and c) the NP Advisor, who is placed directly within the administration.

7.4. Holistic Approachesto Capacity Development I nterventions

Consensus is emerging among the development community on new approaches to learning for
enhancing capacity development. This consensus points to “using the right approach (...) to
making the right choice of capacity development response, whether training, facilitation or
other modality. Those making decisions need to be able to understand which approach would be
best in any given circumstance.”*® In this regard, capacity development delivery approaches

'8 pearson, Jenny: Seeking Better Practices for Capacity Development: Training and Beyond. OECD/DAC- Len
CD, February 2010, p.1
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“need to go beyond training to broader conceptions of “learning practices” depending on the
CD need and desired learning outputs. For example, for the subject of strategic planning,
learnerg/recipients will require to (a) understand the concept and steps of strategic planning or
(b) develop a draft strategic plan or (c) receive support on how to write a strategic plan. These
reguirements can be met employing different approaches for planned CD interventions and in
genera, the learning outcomes drive the capacity design learning approaches/practices and
learning formats/tools™.

Capacity development, both individual and organizational development, will be delivered using
different capacity development approaches, which can be either new or not in common use in
the Cambodian context for sub-national local governance or development. This new orientation
towards capacity development interventions will be undertaken with a focus to align and equip
other sources of capacity development delivery to SNAs such as those found in NGOs, private
schools, institutes, consulting firms, etc. with new practices and approaches in support of SNAS.

Worldwide recognition has led to identification of three primary capacity development
approaches; training, facilitation and coaching. These are supplemented with other capacity
development approaches, namely plenary (for example, inter-SNASs) workshops, exposures to
best practices (for example in-country or third country study tours), structured internal reflection
using an Action-Learning Cycle approach® up to a long-term study (such a degree course to
build broader conceptual knowledge). These supplemental CD approaches utilize more or less
the three primary approaches. For example, when one conducts a workshop, they use either
facilitation or coaching approaches and some workshops have elements of training (with many
inputs/presentations)?".

These approaches along with participatory practices will be the norm for implementing the 1P3
to address capacity development. Harmonization of the delivery format of capacity will take
place under al sub-program agencies. Additionally, it will be transferred to other in-kind
projects that lend support to |P3 implementation.

The diagram below shows the main approaches that will be used for CD interventions to
implement the IP3.

¥ \World Bank: The Capacity Development Results Framework, June 2009, page 35

2 Action-Learning is the process of consciously learning from one’'s own experience and that of others in order to
improve future practice. Action-Learning Cycle (ALC), which has four elements, i.e. Action, Reflection, Learning
and Planning, is a structured reflection tool used to draw learning from actions (experiences) that will be integrated
into an improvement plan to be acted on.

2 Refer to Annex 1 for adescription of these approaches.
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7.5.  Supply Driven CD Evolvesto Demand Driven CD

The implementation of four step capacity development process will be the norm under the IP3
(the four steps that start with a CD assessment followed by development of an intervention plan,
leading to design and delivery of CD interventions and finally by evaluation of CD results). This
type of approach to CD has proven to lead to sustainability of results and eventually to demand
driven CD.

The most important starting point of capacity development process is to identify CD needs.
However, at the starting point, the CD recipients themselves might even not what they need in
terms of capacity development and, therefore the recipients might claim that they need
everything. A systematic developed assessment tool will help to identify their needs, but it is
important at the onset that the CD providers support the SNAs in assessing their CD needs, and
formulate a CD plan that addresses them. For sustainability to take place, the four step CD
process is continually repeated which if done correctly will lead to self-assessments and demand
driven capacity. By the end of the IP3, SNAs themselves should be in the position to identify
their own CD needs and what kind of support they look for. The role of human resource
personnel in coordinating CD activities in each SNA should increase over time and possibly
some CD initiatives could be organized in-house. The IP3 will aim for SNAs to be able to plan,
manage, and seek technical and financial support to CD.

7.6  Participatory Learning Practices

The way individuals learn and choose to change is varies from person to person. But, what we
do know that that past life and work experience are used as a basis to judge if new knowledge or
skills are worth adopting. For an individua to learn, the person must feel that new knowledge or
skillswill make adifferencein their lives for the better and will lead to desired outcomes.

Recent studies on the way people learn (develop their capacity) have shown that individuals
remember:

e 20 % of what they hear,

e 40 % of what they hear and see

e 80 % of what they discover for themselves.

In working with individua for change management, the capacity provider should create a
situation where adults can discover answers and solutions for themselves rather than just
providing answers right away like what takes place under traditional teaching. With the
appropriate participatory learning/CD activities, individuals are given a chance to explore, think
and find their own solutions. When they have exhausted their ideas you can consider adding
more points that the group or individual has not internalized.

The behavior of capacity providers towards individuals has a tremendous influence on the way
they respond®. If we behave like what is common practice among teachers who deliver lectures,
by telling people what to do and learn, recipients of CD will not be as responsive to learning and
nor acquisition of new skills. They will either become dependent on the teacher or stop thinking
for themselves or they will comply without learning taking place but continue do what they
aways did as behavior change takes more than just lecturing. In conducting capacity
development in this manner, individuals will not be empowered with new knowledge and skills
that they can actively apply in the workplace. Moreover, even if a change of behavior takes
place, it will not last as long as if when capacity provider use participatory methods.

2 Capacity.org: Behavior and Facilitating Change, Issue 39, May 2010, page 14.
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If capacity is to be developed by asking questions to bring out their life and work experiences
and applying these to the learning experience, individuas will respond in a completely different
way than when they are just told what to learn. Under participatory learning practices, recipients
of CD will think for themselves and will consider new ideas to apply to real work experiences
and, thus, behavior change will take place. In this manner, they will be able to explain why a
certain change will work or why it will fail. Therole of the facilitator / trainer / coach isto listen
carefully and help individuals to organize their ideas and apply them in an interactive manner for
learning to take place on scale large -- facilitating learning -- rather than if alecture is presented.
This procz:gss of discussion and analysis and involvement in the learning process is participatory
learning.

Participatory learning brings a challenge in its application. It puts more responsibilities on the
learners to actively engage, contribute and work in the learning process to achieve learning
outcomes but in so doing, participants might not feel comfortable as they expect facilitator to
provide and act on everything. Clarifying roles and expectations of actorsin the learning process
will help to overcome the traditional approach to learning that commonly takes place in
Cambodia.

7.7.  Capacity Development by the End of the IP3

By the end of the IP3, the CD strategy should be in place for future development of supporting
ingtitutions, SNAs themselves (with a focus on districts and municipalities), and other national
level institutions (IP3 agencies or sectoral ministries). This will have to take into consideration
of use of both nationa and internationa advisers contracted by the NCDDS or other sub-
program agencies. By the mid-1P3 period, the CD strategy (on al levels: enabling environment,
organizational and individua levels) will have taken hold and begun to yield demand driven
capacity development, especialy in SNAs. However, in order to implement a comprehensive
capacity development in line with the needs of the IPS, there are overarching limitations. These
center on identification of sufficient number of qualified CD facilitators/providers along with
costs factors in implementing a wide range of CD strategy/interventions, spanning al three
levelsin virtually all sub-program agencies, supporting institutions, ministries, and involving all
SNAs and their staff. Given these considerations, there will be an ongoing need to assess the
core resources devoted to capacity developing, including the possible phase out of contracted
national and international advisers.

8. MONITORING AND EVALUATION OF CAPACITY DEVELOPMENT RESULTS

Monitoring and evaluation (M&E) needs to be more than a control mechanism designed mainly
to satisfy specific (donor or government) accountability requirements. It needs to be designed
and managed as to encourage learning, participation and commitment. For development projects,
results-based management is widely used as an approach to monitoring and evaluation. For CD,
monitoring and evaluation, especialy its measurement, this type of M&E is still debated,
including the terminology to apply for definitions. The question arises whether monitoring and
evaluating of CD should focus on development results (overall impact on an individual’s life) or
on the ability of CD recipients to perform. Recent research indicates that improved capacity
leads to improved development results, but the more people focus on capacity issues and the
more they work to improve their ability to learn, adapt and innovate, the less willing they were
to accept results-based management techniques®. For this reason, the IP3 will use a combined

21P3 CD delivery will be guided by participatory practices found in the MOI’s Facilitation Skills: Training Manual,
Department of Local Administration, 2003 and those in UNESCO's Principal Regiona Office for Asia and the
Pacific, Non-Formal Adult Education Handbook, Module 4, Participatory Learning, Programme for All, 2001.

%% leather Baser and Peter Morgan: Capacity, change and performance, discussion paper No. 59B, April 2008, page 92
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approach for monitoring CD. The diagram below suggests an approach to monitoring and
evaluation of CD, focusing more on capacity and learning issues. The measurement of CD will
focus on capacity and performance of CD recipients (SNAS/other institutions).

A full CD monitoring and evaluation framework will be developed and adopted by NCDD-S.

Diagram of the flow of CD from inputs to impact and indirect result of human development:

A). CD Outputs

Immediate results produced by CD interventions or processes. CD products produced or CD
services provided. Specific indicators to be measured are (but not limited to):

Examples at the Individual Level:

Number of CD activities organized, number of people in the SNA involved

Measure of knowledge/understanding gained

Measure of relevant information received for a specific topic

Experiences received to further inform recipients of capacity development

Issues, concerns clarified through assessments, facilitation or reflection

Measure the extent of self-awareness developed through CD interventions (coaching)

Examples of Organizational Level:

e Number of OD interventions received, number of people/structures involved

e Measure of acommon understanding developed

e Extent of consensus/ agreement reached

e Number and type of outputs produced (e.g. structures, plans, systems, proposals,
reports etc.)

o Extent and type of organizational issues/problems clarified

e ldentification of alternative options/solutionsidentified

o Number and type of actions for improvement agreed

B). CD Outcomes

Change in people's behaviors and organizational practices that resulted from the use of CD
outputs. Specific indicators to be measured are:

Individuals: Examples

o Staff applied their learning into their workplace

o Staff changed thier behaivor, practices, beliefs, perceptions towards based on a CD
intervention

o Staff followed standards of good practices
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Organizations: (SNAs, or national level institutions or structures within institutions)

Examples

e The Administrtion/national institution practiced better |eadership

e The Administrtion/national institution adopted new plans, systems, structure, roles/
responsibility, policies, and practiced / adhered to them accordingly

e The Administrtion/nationa institution applied management best practices (decision-
making, meeting, monioring and evaluation etc.)

C). CD Impact

Changes in staff performance; changes in organizational functioning, environment and
performance. Specific indicators to be measured are:

Individuals: Examples

o Staff work more productively

e Improved work quality of staff

o Staff get recognitions from leaders

Organizations: Examples

e The Administration/national institution functions effectively and efficiently to
achieve mandates

e The Administration/nationa institution works proactively and able to adapt to
external changing environment

o Citizen express satisfaction with services provided by SNAs

e Organziation receives good cooperation from development partners and relevant
stakeholders

e Staff in the organization are well motivated, committed and have high mora

e Organizations have developed relationship/cooperation with other public sector
organizations, NGOs, |0s, CBOs, and the private sector to deliver governance

e Staff have developed better relationships, working environment, teamwork and
colaboration to deliver mandates as one.

9. COORDINATION AND MANAGEMENT OF CAPACITY DEVELOPMENT

National Levd:

e A CD Steering Group comprised of representatives of NCDD, SNA Association(s),
CSOs/CBOs, International NGOs and other significant stakeholders will be formed
to ensure adherance to capacity development policy and implemnentation as well as
to assess results of capacity development interventions.

e Under the guidance of the NCDD-S and in consultation with all other sub-program
agencies, a “Capacity Development Technical Coordination Team” (CDTCT)
consisting of a core group of international and national capacity/organizational
development specidists posted within the NCDD-S and in other 1P3 Sub-program
implementation agencies will be established in order to coordinate the design and
production of curricula, contents of various capacity development tools, decide on
the appropriate formats and sequencing / prioritation of interventions, taking into
consideration targeted beneficiaries (organizations or individuals). The composition
of the CDTCT will also include donor project representatives who provide project-
specific support to the implementation of the 1P3.
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Provincial Capital / District / Municipality Levels

e Capacity Development Groups shall be established comprised of NP Advisers,
council mentors, HR, other administrative and technical staff whose organizational
units are involved in their own capacity development. These CD Groups will
collaborate in the management and delivery of capacity development in a coordinated
way at their own level to ensure outcomes of all capacity development interventions.

e In the District/Municipality Administrations, a permanent existing staff will be
assigned (HR person) to coordinate all CD activities within their own administration.
S/he will act as bridge between the administration and all possible CD providers, and
over time, ensure that capacity development needs will incrementally lead to self-
assessments and, thus, with proper implementation, CD responsiveness among all
target groups will be demand-driven by the end of the IP3. The NP advisor, whose
line of accountability is to the NCDD-S, will oversee, monitor and backstop all
capacity development interventions for Ds'Ms and Communes/Sangkats. This will
also be the case for the Capital for which a special CD strategy will be developed.

9.1. Capacity Development Inputs. Flow of Financial Resour cesfor Capacity Development

Inputs to any activity consist of physical, human and financial resources to execute the activity.
In this regard, NCDD-S AWPB will identify, based on outputs of the IP3, the necessary
resources requirements for implementing all CD interventions, plans or strategies that were part
of the IP3, by year. Some CD activities might take place outside of the 1P3 pool of funds (not
administered directly by the NCDD-S) through in-kind projects contributing to the provisions
found in the IP3. The NCDD-S s unified organizational AWPB will cover al outputs produced,
regardless of the source of funding, with capacity development falling under the transactional
portion of the AWPB, comprising the larger share of this portion of the budget. The resources
devoted to CD will then flow through the national annual capacity development work plan
(drawing from the NCDD-S AWPB) into the consolidated provincia annual capacity
development work plan. Given the uncertainty of the funding modality for districts and
municipalities, at the onset of the IP3, there will be no capacity development AWPB at thislevel
or the C/S level. However, once there is more certainty in the discretionary funding mechanism
for districts and municipalities, there will be an allocation for capacity development activities
both for these SNAs and for CD delivery to communes and Sangkats. By the end of the IP3,
there should be an allocation of funds to district and municipal levelsin order to cover the costs
of their own self identified needs related to capacity development. At this stage of the IP3, there
will be a need to coordinate between all supply-driven CD and self-identified CD procured
through non-government sources. As is the case in some countries, the national level institutions
alocate earmarked funds to the local level for capacity development with sanctions based on
performance outcomes. This type of modality for delivery of capacity could be formulated post-
IP3 to SNAS.
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GLOSSARY
Term Definition
Capacity Capacity is the ability of people, organizations and society as a whole to
manage their affairs successfully and to meet objectives.
Capacity The process to develop individual and organizational capacity and the
development necessary enabling framework for individuals and organizations to act.
CD approaches Different methods applied for CD interventions such as training,
facilitation, coaching along with other supplementary approaches.
CD delivery The way that people, logistics and financial support are structured from the
structure/ national level up to the primary CD recipients in order to meet capacity
mechanism devel opment outcomes.

CD framework

A defined basic structure intended to provide support and guidance for
CD. It includes strategies and mechanism in designing, implementation,
monitoring, evaluation, and management of CD within a defined scope and
targets.

CD impact Changes in staff performance; changes in organizational functioning, and
incentives that the enabling environment provides.
CD inputs Resources (people, physical/materials, financial) needed to undertake CD

interventions or Processes.

CD interventions

The CD response; designed and delivered to meet CD needs. A CD
intervention refers to subject (area of need) and the specific approach to
deal with that subject, e.g. training on financial management, leadership
coaching, facilitation on structure change, etc.

CD outcomes Change in peopl€e's behaviors and organizational practices that resulted
from the use of CD outputs.

CD outputs Immediate results produced by CD interventions or processes. CD
products/services provided, knowledge gained by recipients/learners.

CD recipients People (or participants) who receive CD support.

CD process Steps for assessing, planning, developing, delivering, monitoring and
evaluation of CD. It is seen as arepeated cycle that |eads to sustainability.

CD program A set (series) of structured CD interventions with a clear goal and

objectives designed to address specific CD needs.

CD providers/
deliverers

People who provide CD support to recipients (individuals, organizations,
or the enabling environment.

CD strategy

It refers to the whole of the CD process (see above) and the suitable
structure/mechanism and interventions / approaches how the CD will be
delivered to the recipients.

Demand-driven
CD

CD needs or support that are identified and initiated (or even organized) by
the CD recipients themselves.

Devel opment Refer to the substantive development outcomes that represent

results improvements to people’s welfare such as better hedth, education and
ultimately their livelihood.

Enabling The rules of game. Legal instruments, guidelines and the social/cultural

environment norms that govern individual and organizational (collective) behaviors

(framework) within a cultural context.

Individual capacity | Development of individual knowledge, skills, attitudes and experience to

development perform a specific job.

Institutional The same meaning as “enabling framework”

environment
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Term Definition

Milestone A milestone is a scheduled event signifying the completion of a major
deliverable or a set of related deliverables (outputs).

Organizationa A guidebook to support OD facilitators or consultant to assess OD needs,

development (OD) | plan, design, and implement OD interventions, and monitoring and

manual evaluate organizational learning outcomes.

Organization A group of people working together to achieve a common purpose. SNA is
apublic organization (legal entity).

Organizationa Development of organizational capacity to function as an effective

capacity organization. This refers to planned organization-wide interventions that

development ae amed to increase organizational performance in light of
objectives/outcomes.

Organizationa Organizational capacity refers to all necessary systems, leadership and

capacity resources that enable an organization function and perform effectively and
efficiently.

Participatory A learner-centered approach to CD, in which participants/recipients of CD

learning are actively involved in the learning process and become more responsible
for their own learning outcomes.

Performance Refers to the ability to function and deliver on outcomes. It is about
execution and implementation or the application and use of capacity.

Supplier-driven CD support that isinitiated by CD providers.

CD

Functional Process to transfer functions (public service delivery) from higher levels of

assignment government to lower levels through either delegation or devolution.
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Annex 4.1
Definitions of Halistic Capacity Development Approaches

Three Main CD Approaches:

Features 1. Training 2. Facilitation 3. Coaching
Aim Enhanced knowledge, Consensus, shared meaning, Performance
competencies, skills agreement, decision-making improvements
among people (professional/personal)
Method Leading pre-designed and | Facilitating dialogue/analysis | Support thinking and
pre- scheduled learning | with groups, teams or within | learning processes with
events (“courses’) an organisation through individuals (or groups),
conducted by one or more | common discussion of topics | through dynamic,
capacity development with facilitate exploratory and
providers. Use of auxiliary | or guiding the constant interactions
materials helpsin the discussion/meeting. between the two (or
learning process (audio more) partners

visual, handouts,
presentations, etc.).
Participatory methods
enhance learning.

Responsibilities | Trainer in charge of Facilitator in charge of Coachin charge of
content and process, process, participantsin charge | process, coacheein
trainee in charge of of inputs and outcome charge of issues and
learning; using decisions

participatory methodsin
all training events

Training: Training is a well established learning approach for capacity development, in which
the trainer, in consultation with clients, determines the objective and content to ensure that
participants achieve their best learning goals. The learning session would begin with pre-defined
goals and objectives along with expected outcomes (e.g. “by the end of this training you will
know how to manage the budget of a SNA in conformity to the Law on Sub-national Finance
and Property Management and its supporting regulations). The main purpose of training is to
help participants to build knowledge/understanding and skills for a certain subject area. As part
of the training process, trainers are expected to give inputs (utilizing visual aids such as
handouts, slide presentations, etc.) and use participatory training methods in order to stimulate
learning. Training is very much effective when the trainers have practical experience in the
subject matter (e.g. know how to prepare a budget format in line with national laws). It cannot
be stressed enough that training (as with all learning activities) is more effective when conducted
in a participatory manner, involving the participants through interaction beyond simple listening
or reading. However, it should be noted that training alone might not lead participants to change
behavior because the main obstacles for change are often not caused by gaps of knowledge but
also the organizational context. Examples of use of training for learning:

Training Events Expected Outputs

Training on strategic planning Knowledge and understanding of concept, and
process of strategic planning

Training on an organization's vision, | Knowledge on vision, mission, structures and

mission, structures and procedures procedures of an organization
Training on problem solving; practicing | Knowledge on problem, tools, and process for
problem solving exercises/cases solving challenging issues, skillsfor problem solving
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Facilitation: Facilitation is a learning approach, in which a facilitator supports and guides
participants to go through thinking process(es) in order to produce certain desired outputs.
Facilitation is a learning process, in which the facilitator stimulates participants discussion and
thinking, rather than providing inputs as is the case of training. Facilitation ams at producing
outputs through group discussion, reflection, analysis as well as building consensus amongst
participants around a specific topic. Examples of the use of facilitation:

Training Events Expected Outputs

Facilitation on strategic planning process The strategic plan

Facilitation on the development of avision,

mission for an SNA. Agreed upon statements of vision and mission

Facilitation on challenge facing an

organization through a workshop Agreed solutions

Outline of agreed actions for improvement of

Facilitation of reflection process o
aspect of work or organization.

Coaching: Coaching is an alternative learning process that helps people to build awareness,
clarify/analyze issues and unlock a persons learning potential. Coaching is considered a
dialogue process where a person who wants to improve his’her performance and achieve
professional or personal goals (the coachee) engages the assistance of a person who can support
hisg/her thinking and learning processes (the coach).

A coach is a person who is specially skilled in assisting the coachee to set clear goals for a
change of behaviour that will lead to improved performance, to become better aware of
his/herself and personal situation, to identify ways to learn and improve, and to plan his/her next
learning steps. It is not essential but certainly an advantage if the coach is knowledgeable in the
working area of the coachee and can also provide technical advice during the coaching process.
A good coach is not a person who always provides answers, but a person who is good at
applying the coaching processes, including listening to people's ideas and emotions, asking
good questions, encouraging and motivating people’s feelings and thinking, and assisting people
in exploring and analyzing alternative options or solutions.

Coaching covers a range of activities (depending on the level, experience, and needs of the
coachee) as a continuum such as giving inputs and share experience, giving advices and
comments, or asking good and helpful questions to reflect and build awareness etc. Specific
activities that aim at improving personal and professional development such as on-job training,
supervised learning exercise, assignment, tasks delegation etc. can be considered as coaching.

Based on this context, mentoring is included.
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TELLING Non-TELLING
(Directive) (Non-Directive)
Giving quidance/direction: Giving advice/comments: The Unlocking Coachee' s potential:
(Fill the gaps) Coach provides certain advice, Coach helps the Coachee to
The Coach gives direction, comments, options including reflect and be more aware of
shares knowledge related to sharing experienceon acertain  jssues/challenges, and motivates
specific skills or performance issue/ performance, but the the Director to overcome them
to deepen the Coachee’s Coachee makes the choice to by themselves.
understanding of it. accept and implement.

Other Capacity Development Approaches:

Plenary workshops (e.g. inter-SNA level): aiming at supporting specific groups (for example,
districts/municipalities finance officers) to learn and share best practice regarding common
subjects with common interests. Key persons from each SNA will be selected to join with other
SNAs by location. Forms of plenary sessions can be:

Tailor made district governor’s workshops

Tailor made council chairperson’s workshops

District administration director’ s workshops

Technical workshops (e.g. financial management workshop, planning workshop,
administration workshop etc.) on organizational development for officias from
different districts or municipalities.

Exposures to Best Practice: This approach aims at supporting a specific group/person of a
D/M/K Administration to learn good best practice found in other districts or municipalities or
even include exposure to other organizational development best practices found in other
countries.

Reflection: This approach aims at supporting D/M Administrations with a reflection tool that
can improve practices over time. The Action-Learning Cycle (experientia learning) should be
grounded as the reflection tool for continuous improvement of effectiveness of D/M/K
Administrations.

Consulting: Consulting is a CD approach, often happens in forms of an assessment, evaluation
or a research activity using participatory process. Critical analysis will be made and useful
recommendations on how to improve things will be provided through consulting activities.

Knowledge Management: The purpose of knowledge management is to make information,
knowledge and experiences within a D/M/ Administration accessible to all relevant internal
stakeholders such as staff, leaders, and councilors in order to facilitate effective learning from all
possible knowledge documented in the administration and persona knowledge of SNA staff.
The terms “Knowledge’ using here refers to both explicit knowledge (from documents) and
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implicit knowledge (from people/staff), and cover knowledge in terms subject content, tools/
methods, and practical experiences.

Degree Studies: Degree study isa CD approach aiming at developing and enhancing conceptual
knowledge and skills of staff/leaders of D/M/K administrations in a certain field. Through the
degree study, arange of other skills such as reading, researching, and analytical skills might also
developed. It is necessary, especialy for leaders of SNASs to take a degree course to broaden
their knowledge base and increase conceptual ability and credibility.

Action-Learning: This CD approach is the process of consciously learning from one’'s own
experience and that of othersin order to improve future practice. Action-Learning Cycle (ALC),
which has four elements, i.e. Action, Reflection, Learning and Planning, is a structured
reflection tool used to draw learning from actions (experiences) that will be integrated into an
improvement plan to be acted on to reflect changes based on actual experience in the action or
activity.

The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 124



Part 1: Overall Framework of IP3

Annex 4.2
Individual and Organizational CD Assessment Forms
Sampleform: Individual L earning Needs Assessment

1: | amvery confident 2: | know some and can useit 3: | need improvement 4: | don’t know

English language skills

Communication skills

1. Basic competencies
Nr. Areas of competency 11234 Comments
1 | Time and workload management
2 | Computer skills
3 | Typing skills
4
5
6

Ability to interpret/apply relevant
national laws and regulations

~

Learning skills

M anagement/L eader ship competencies (applied for management post only)

Z|N

Areas of competency 12|34 Comments

L eadership skills

Planning skills

Staff management

Monitoring & evaluation

Problem solving

OO WIN|F

Decision-making

w

Technical competencies (job related skills) — depending on JD
Example: Accountant

Areas of competency 11234 Comments

Prepare budgets

Record financial transactions

Prepare financial reports

Prepare and reconcile advances

Process of cash count every month

Transfer funds to project sites

\l@(ﬂ-bwl\)l—‘z

Updates cash and banks books and
control balance regularly

4. Attitudes— Will be vary from one position to another (depending on the nature of the job)
Example: Accountant

r. | Areas of competency 1|2 | 3|4 | Comments

Carefulness

Thoroughness, attend to details

Team work

Commitment

galN W=

Continuous improvement

Summary of learning needs : All 3and 4
Prioritized learning needs  : Start with urgent needs that will have impact on the next one.
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Sample: Organizational Assessment Form

Please provide your opinions for assessing your organization capacity by rating the level of your agreement

0 = disagree

Little agree

strongly agree

1 23 45 6 7 8 9 10

Please read the below statement carefully. Report will be prepared without referring to the name of any person who provided the information.

1. Organizational direction and plan

L evel of agreement Comments
1.1. Org. has clear vision, mission, goal which is understood by |0 | 1|2 |3 |4 |5|6|7|8|9]| 10
most staff/leaders
1.2. Project and division goals are developed and they alignwiththe| 0 | 1|2 | 3|4 (5|6 |7 | 8|9 10
organizational goal
1.3. Org. values are explored, developed and adhered by most staff 0([1]2|3|4|5|6|7]8]|9]10
1.4. Org. strategic plan is developed with clear situationanalysisand | 0 | 1 ({2 |3 |4 (5|6 |78 | 9| 10
strategic responses
1.5. Operationa planisin place, correspond to the strategic plan 0(1]2|3|4|5|6|7]8]|9]|10
2. Program/services management
L evel of agreement Comments
2.1. Org. consults with local citizen during project/serviceplanning |0 (12|34 |56 |7]8]9]|10
2.2. Project/service design has clear goal, objectives, activitiesand | 0 (1|2 |3 (4 |5|6|7|8|9| 10
measurement
2.3. Org. has amonitoring and evaluation framework inplaceandis| 0 (1|2 |3 (4 |5|6 |7 8|9 | 10
being used
24. Or. daff/leaders understand well about different level of |O |12 3|4 |5|6|7|8|9] 10
indicators for M+E
2.5. Org. conducts regular M+E, both services and OD activities 0/1/2|3|4|5|6|7]8]9]10
2.6. Gender isconsidered in all aspects of organizational activities. 0]1|]2,3[4[|5|/6|7]8]9]|10
2.7. Org. reporting system is developed and being followed 0/1/2|3|/4|5/6|7]8]9]10
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L evel of agreement

Comments

2.8.

Org. writes good quality reports to stakeholders and submits
them on time

3

4

5

6

7

10

2.9.

Reports and other documents are proper kept, filed and
accessible for stakeholders

3

4

5

6

7

10

3. Leadership and management

L evel of agreement

Comments

3.1

Leaders are visionary, able to get staff to work towards the
same goal, and to manage change

3

4

5

6

7

10

3.2.

Leaders gain trusts, commitment, respects and appreciation
from most staff

3

4

5

6

7

10

3.3.

Leaders are capable and skilful in implementing their leadership
roles

3

4

5

6

7

10

3.4.

Leaders delegate tasks and coach staff to increase their
responsibilities and devel opment

10

3.5.

Decision-making process is participatory, effective and reflects
democracy principle

10

3.6.

All staff are well informed about the decisions including the
rational, plus other related information

10

3.7.

Problem solving in then organization addressing the real root
causes and is effective

10

3.8.

Org. has good interna relationship and communication (within the
office, inter-offices and with other structures (councils, BoG))

10

3.9.

Org. staff/leaders have high team spirit and willing to cooperate
with each others

10

3.10. Org. meeting was conducted regularly and effectively

=

N

0]

\I

(o]

[Ce]

10

3.11. Org. has conduct regular reflection to draw lessons learned, and

improve its practice

oo

wiw

ag1jo

»

(o]

©

10
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4. Internal structure, systemsand palicies
L evel of agreement Comments

4.1. Organizational current structure is clear, effective and 314|567 10
understood well by most people

4.2. Each body (council, committees, BoG, offices) has clear roles 314|567 10
and mandate, and they are well understood by all other bodies
in the organization

4.3. Each structure is clear about their line of authorities and 3|14|5|6|7 10
accountabilities

4.4. Workload of al offices and structure is balanced with the 3|14|5|6/|7 10
current level of staffing

4.5. Management Team is formed and function well to take lead 314|567 10
organizational affairs

4.6. Every staff has a job description, which is clear, precise and 314|567 10
updated

4.7. Necessary organizationd systems (M+E, appraisal scheme, 314|567 10
reporting system etc.) are devel oped and being used

4.8. Organization has clear policies and procedures that are being 314|567 10
followed

5. HR Management & Development

L evel of agreement Comments

5.1. Staff recruitment is fair, transparent, and follows the defined 314|567 10
rules and process

5.2. Current number of staff is balanced with the amount of the 314|567 10
current workload

5.3. Leaders know and practice staff supervision in a professional 314|567 10
manner (work allocation, delegation, coaching, monitoring,
motivation, disciplinary etc.)

54. Most staff feel encouraged and motivated to work in the 314|567 10
organization
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L evel of agreement Comments

5.5. Incentive systems are in place and being used gain staff | O 3/4|5|6|7|8|9]10
motivation and commitment

5.6. There are policy and framework (e.g. career ladder) for staff | O 3/4|5/6|7|8|9]10
career development

5.7. Staff/leaders have sufficient capacity to carry out their rolesand | O 3/4|5/6|7|8|9]10
responsibilities

5.8. Necessary staff development strategies are explored, developed, | O 3/4|5/6|7|8|9]10
and being used

5.9. Annua staff development plan was devel oped and used 0 3/4|5|/6]7]|8|9]10

6. External relationshipsand resource mobilization

L evel of agreement Comments

6.1. Org. has build strong partnership with NGOs/ CSOs and private | 0 3/4|5|6|7|8|9]10
sector inthe area

6.2. Org. maintains good and supportive relationships with all | O 3/4|5|6|7|8|9]10
relevant local actors

6.3. Org. developed a range of communication tools (booklet, | O 3/4|5|6|7|8|9]10
website, mediaKkits etc.)

6.4. Org. has sufficient resources (office, equipments, materias, | O 3/4|5/6|7|8|9]10
financial) to operate

6.5. Organization can develop professional funding proposals 0 3/4|5|/6]7]8|9]10

6.6. Org. is able to seek and contact donor agencies for funding | O 3/4/5/6|7]8|9]10
support

6.7. Org. is able to mobilize al possible resources (financia, | O 3/4|5|6|7|8|9]10

technical, materials) from al levels

7. Financial management

Will be designed under guideline from MEF.
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Annex 4.3
Sample Training Session Plan

Subject: Effective Decision-making
Objectives

By the end of training, participants will have:
e Understanding of decision-making and its importance
e Clarified stepsin decision-making
e Understanding of participatory decision-making process

Times : 1day

Participants : All staff in the District Administration
Facilitators : 2 Facilitators

Materials : Markers, Flipcharts, Color Cards, Tapes

Activity/Step :

St_?irr‘:zg Subject/Session Activity/Step Materials

8:00 Opening and e Opening Prepared
introduction e Clarify expectations flipchart
e Present objectives

8:30 Introduction to a). Experience drawing
decision-making Personal decisions (at home): White board
e What types of personal decision you need to Flipcharts
make? Color cards
e Do you make them aone or with someone?
e Who arefinal decision-makers?
Decisionsin your administration (discussin pairs):
e What types of decisions need to be made?
[write on cards]
e Who makes a particular decision?
b). Success/challenge in decision-making
e What was easy in decision making?
e What was challenge in decision making?
¢). Definition and importance
e So, what is decision-making?
e Why people need to make decisions?
e Who (position) needs to make many decisions?
d). F. sharesdefinition and important of decision-
making, plus examples.

9:30 Bresk

10:00 Steps of decision | a). Plenary brainstorm:

-making ¢ How did you make decision at home?

(overview) e How decisions in your administration are

made?

b). F. presents overview of stepsin decision-making
using a prepared flipchart. Hangs it on the wall to Prepared
be seen for the whole session. Reminds participants | flipchart
that effective decision-making need to follow these

steps.
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Starting

Time Subj ect/Session Activity/Step Materials
10:45 Step1-6 a). F.takesthelist (cards) of decisionsthat need to be | Flipcharts
made in the organization mentioned by the
participants, and uses them to guide understanding
of each step.
b). For each step:
o F. explainsthe meaning of the step
o Let the participants do the exercise (from the
list)
F. provides feedback and commentsto exercise
e Questions and clarification from participants
11:30 Lunch break
2:00 Step1-6 Continue exercises
3:30 Break
3:45 Participatory DM | a). What does participatory mean? Let’s participants Prepared
process have athought! flipchart
b). Present ladder of participatory decision-making
4:15 Wrap up, e F. Wrap up the session Evaluation
evauation, and e FEvaluation sheet
closing e Closing by representative of the administration
131
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Sample of Facilitation Session Plan/Process

Subject: Decision-making

Objective

By the end of the session, participants will have made a decision regarding a particular

issue in their work place.

Time : 1day
Remark
e More than one issue and decisions can be discussed and made (facilitator can assign

participants to work in groups if more decisions need to be made).

e Participants can be just a small group (from an office or department) rather than the

whole administration.

Process

1).

2).

3).

4).

5).

6).

8).

9).

Decide on areathat decision need to be made

What subject you need to make decision? What would you like to make decision about?

Goal / objectives
What do we want? Please describe your expectations

|dentify gaps
What differences between current situation and desired future we want?

Obstacles
What block us from moving there? [ Discuss to identify all obstacles]

Identify options

What possible options do we have? Please consider all alternatives!

[Discuss, and list all possible options]

Evaluation of options

What criteria are appropriate to evaluate options? [ Discuss and agree on them]

. Evaluation

Work together; use the agreed criteria to evaluate options

Make choice
Which option is the best one?

Implementation
How will the decision be implemented?
How will you communicated that decision?

PS For some issues, participants might not be able to make decision in the session yet.

They will make proposal for their supervisor to consider.
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Sample of a Coaching Plan/Process

Subject: Leadership
Objectives
e To support participants to clarify leadership issues and challenges and identify
possible ways to overcome them.
e To further develop leadership skills and confidence over time

Time : Y2 day each session (there will be many sessions required)
Participants : Group or individual (group coaching to be completed by individual coaching)

Process

1). Clarify leadership | ssues
e Which issue related to leadership you want to discus now?
o Please describe theissues! How do you feel about it?

2). Clarify Objectives
o If thisissue gets resolved, which situation you want to see?

3). ldentify Obstacles
e What makesyou stuck?
e What blocks?[ yourself, others, circumstances)

4). Identify & analyze Options
e What options/possibilities you have?
e Amongst these options, which one is best for you? And why do you think it works for
you?

5). Decide on Actions
e What are you going to do? When? How?
e What kind of support you need?

6). Reflect on the discussion
e How do you feel about our discussion?
e What do you think could be better next time?

Note:

e It will be necessary (depending on participants experience) that the coach needs to
provide some inputs (practical short handouts, text, examples, forms, exercises etc.) and
provides comments and advices to participants as appropriate.

e The coach will use “active listening” during each coaching session, paraphrase as much
as possible to confirm the right understanding of what the participant said.

e Agreeon next session before ending the first session.

o After each coaching session, a small (confidential) record needs to be produced and sent
to the participant.
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Annex 4.4

Evaluation of Post CD Delivery

A).  Basic Evaluation of a Training Event

Name of Course;

1. Please rate your level of knowledge and understanding toward the whole training subject
before and after the training? [1 is the lowest, 10 is the highest]

1

2

3

4

5

6

9 |10

Before the training

After the training

In some cases, facilitator can list a number of sub-topics of the course and asks participants

to evaluate.

2. Pleaseindicate your level of agreement to the following statement (tick v')

Disagree

Partly agree

Agree

Totally agree

useful to my work

e The subject isvery relevant and

good facilitation

e Facilitator is skillful and provided

e Thetraining was well participated
with friendly learning environment

was appropriate

e Organization (place, food, logistic)

3. Pleaseindicate your general feeling to the whole course (circle one picture)

© Happy

Reasons:

® Normad

® Unhappy

4. Any other comment/suggestion?
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B). Basic Evaluation of a Facilitation/Workshop

Name of the workshop:

1. What has been the most valuable part of the workshop?

2. What has been least valuable of the workshop?

3. Is there any important issue you wanted to discuss, but was not discussed during the
workshop?

4. What went well about the workshop?

5. If you suppose to organize such workshop:

a. What would you keep?

b. What would you change?

6. Any other comments/ suggestions

The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 135



Part 1: Overall Framework of IP3

Appendix 5

A RESULT FRAMEWORK
AND M&E STRATEGY FOR THE IP3

Executive Summary

This IP3 results framework and M&E strategy describes what the IP3 expects to achieve and
how achievement will be measured and assessed. It describes results, indicators, and data
collection processes. The program logic (see Appendix 5 Figure 1) identifies five main types of
results: (i) citizen level results, which include improvements in welfare, (ii) SNA service
delivery results, (iii) improved local governance, (iv) improved internal operations of SNAs, and
(v) program implementation results, which describe the capacities delivered to SNAs and central
Ministries. The high level indicators used to measure these results are summarized in Appendix
5Table 1.

Appendix 5 Figure 1: Program Logic

Appendix 5 Table 1: Abridged Results Framewor k

Program Narrative Sub-Results Indicators and data sources (in brackets)
Goal (Impact): To Improved citizen 1. CDB-CMDGLI Poverty Score[1]
improve thewelfareand | welfare and well- 2. CDB-CMDG3 Gender equality and women's empowerment
quality of life of the being Score[1]

local residents of SNAS; 3. CDB-CMDG?2 Education Score [1]

to locally empower 4. CDB-CMDG4-6 Hedlth Score[1]

citizens through the 5. CDB-CMDG7 Environmenta Sustainability Score[1]

political processto 6. Average Economic Internal Rate of Return (EIFF) of

ensure equality, fairness sampled SNA investments [2]

and the protection of 7. Average EIRR for investments delivered through

basic rights. government systems as a % of the IRR delivered through
other mechanisms[2]

Purpose (Outcome): Quality SNA 8. % of citizens satisfied with SNA service delivery [3]

“To improvethe services 9. % of pilot obligatory functions delivered by SNAswhich

operations, governance, were done so at least as efficiently as the control group (i.e.

and service delivery of Line Ministry delivery)[4]

SNAs, to ensure they Good loca 10. Overall Local Governance Index [5]

meet their democratic Governance 11. SNA Civic Engagement/Participation Index [5]

development mandate.” 12. SNA Loca Transparency Index [5]

13. SNA Loca Accountability Index [5]

14. SNA Local Policy Alignment Index [5]

15. SNA Efficiency Index [5]

16. SNA Minority Rights Protection Index [5]

17. Ratio: % of investment funds allocated to poor villages/ the
% of villages which are poor [6]

Efficient SNA 18. Financial Management Compliance Score [7]

internal operations 19. Administration and HR Compliance Score [7]

20. Number of civil servants disciplined based on compliance
inspection routines [7]

21. % of DMswhose financia statements were categorized as
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Program Narrative Sub-Results Indicators and data sour ces (in brackets)

“without reservation” by NAA [8]
22. SNA management standards score [9]
23. % of SNA staff meeting competency standards [10]

Program implemented Program Various, these are described in Chapter 5 and are derived from
to enhance SNA deliverablesrealized | internal administrative data
capacity and autonomy

Note: Data sources are: [1] the CDB-CMDG indicator database of the MOP, [2] a cost benefit analysis of typical
investment projects, [3] a meta-analysis of service delivery surveys and citizens' report cards, [4] results of the pilot
functional reassignment, [5] a Governance perception survey, [6] the CDB, [7] compliance inspections, [8] Nationa
Audit Authority results, [9] management standards assessments, [10] competency assessments

Getting M& E to work better

This strategy describes how indicators will be generated as by-products of important supervisory
and quality assurance processes. These processes include compliance inspection, assessment of
management standards, allocation of funds though formulas that are indicator and performance
based, and the testing of pilots. Studies such as Governance Perception Surveys and the
measurement of Rates of Return to investments made through decentralized funding are also
identified. The practice of M&E, during the PSDD, registered significant accomplishments, yet
there is room to improve performance, to make to M&E a more effective management tool.
Doing so will require fundamental changes in the way the program operates, including:

1. A strong program based approach is needed to ensure M&E efforts are not
fragmented. Evaluations and studies need to be clearly led by Government, with
M&E TA following the approach outlined in Appendix 5 Figure 2.

2. Inthe past there was an over-emphasis on econometric analysis and detailed surveys
and questionnaires. The resources spent was not always commensurate with their
contribution to the aims of M&E, which is to promote learning, inform decision
making, and assure quality. This strategy describes how reviews will be integrated
into quantitative analysis with the aim of not only documenting trends but identifying
possible causes and directions forward for improved future performance. More
resour ces, time, and effort will to be channeled to discussing and communicating
results, options, and recommendationsin a forum of policy dialogue.

3. ThelP3 M&E Unitswill not be able to undertake all M&E initiatives by themselves.
That is not their job. Instead 1P3-M&E units need to encourage others to undertake
and promote M&E practice which is compatible with the IP3. The M&E approach
will be facilitative, decentralized, and reliant upon an open exchange of
information. This needs to include legal requirements for SNAs to provide
performance information to the public, in an accessible way, so that citizens and civil
society organizations can monitor the accuracy of all self-reported results.

4. In order to learn from pilots, “experiments’ will have to be carefully designed by
collecting information before and after the pilot in both control groups (non-pilot
areas) and treatment groups (pilot areas).

5. Getting planning, financial management, and monitoring systems in place will
be essential to track implementation. For 1P3 sub-programs this should started
immediately with the procurement of an MIS/monitoring system. For SNAs a more
holistic approach is required, one having along term vision for what kind of systems
will be used across government. Thisis described in section 0.

6. Key supervisory and quality assurance processes require development; these need
regulations, guidelines and manuals be completed as soon as possible. From an
M&E perspective it will be very difficult to monitor and evaluate SNA performance
without really knowing what SNASs are expected to do.
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Appendix 5 Figure 2: Elements of a program approach

Elements of a program approach include: Technica Assistance (TA) is recruited, hired,
appraised, contracted to and paid by the RGC; TA aims to become redundant by building
capacity, often in a learning-by-doing environment; TA is assessed according to the
performance of counterparts (i.e. their capacity) and the systems introduced (i.e. its
sustainability); Development Partners coordinate their actions to “buy into” a plan prepared by,
promoted by, and owned by the RGC which has unified implementation and reporting
processes; government systems are used; where systems are weak they are strengthened; clear
mechanisms for policy debate, agreement on directions forward and reviews of implementation
are implemented.

1. INTRODUCTION
1.1. Introduction

This 1P3 results framework and M&E strategy describes what the 1P3 expects to achieve and
how achievement will be measured and assessed. It describes results, indicators, and processes
used to collect data. Because key elements are contained within the main 1P3 document, this
report provides addition information M&E practitioners may need to ensure M&E works
effectively. To develop this document, a mixed or eclectic approach was taken and both the
supply of, and demand for, information was considered. Four main methods were employed:
e Based on the IP3 a results chain was developed. As an exercise in logic, this
established point of view and defined 5 broad types of results. The results chain is
described in Section 1.2.
e M&E principles were derived. These establish a broad direction forward in terms of
expected M&E practice. Where possible, these principles were used to narrow down
long lists of potential indicators. M&E principles are explained in Section 1.3.
e A quality assurance strategy, based upon the policy development process and IP3
activities, was designed. This identifies seven broad processes to ensure 1P3 value
for money. Itisoutlined in Section 1.4.
e The supply of existing information was reviewed, including the PSDD log-frame,
past studies and surveys, and computerized data sets such as the CDB.

Appendix 5 Figure 3: Approach
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1.2. ThelP3resultschain

Results chains summarize causal logic. They are hypotheses of the form “if we do A then B will
occur; if B occurs then C will occur” (abbreviated A->B-C).>*Once established, each level of
the result chain (the A’s, B's, and C’'s) was disaggregated into a series of results statements and
a strategy around their measurement was derived. The results chain aims to provide a short-
hand description of what the IP3 is about.

Point of view is atechnique for establishing accountability. A results framework is always from
aparticular point of view, since the terms “outputs,” “outcomes,” (etc.) are relative.® In thelP3
results are defined from the point of view of program managers/implementers, in particular:
NCDD, MOI, MEF, SSCS, MOP, and the C/S-D/M L eague (Association).

The main clients of the IP3 (who receive outputs and are expected to change or benefit from
them) are D/Ms, and to a lesser degree C/Ss and Provinces. Citizens, community organizations
(etc) ags: more indirect beneficiaries and are better considered to be the clients of the program’s
clients.

The I1P3 is characterized by an “interlocking” results chain (Appendix 5 Figure 4, top pandl),
where the Program’s outputs are received by SNAs and used by SNAs as inputs (or
capacity).”As such program outputs (as opposed to SNA outputs) can be interpreted in several

ways:

e Program outputs are the components and deliverables implemented by each of the 6
sub-programs

e Program outputs are the capacity delivered to SNAs. this capacity includes staff,

financial resources, structures, training, systems or processes, and institutional
arrangements (broadly, incentives).

e Program outputs are the means by which sub-national administrations will become
more autonomous. Autonomy includes political autonomy (i.e. democratic elections),
fiscal autonomy, decision-making autonomy, and administrative and HR autonomy.
In return for power, SNAs are accountable to abide by a Central Government
regulatory framework (i.e. autonomy is conditional).

% «A” s said to cause B when al other factors that might cause B are held constant; these other factors are the

program’s assumptions, presumed to be outside the program’ s control.

% Definitions: outputs are deliverables, the products or services an organization can be held accountable for.
Accountability is for quantity, quality, and timeliness (QQT), but also relevance (i.e. design). Outcomes are not
part of the accountahility because implementers cannot fully control them. Instead, organizations are responsible
for learning what works and what doesn’t (for outcomes) and for adjusting outputs accordingly.

' This separates outcomes (changesin the client) from impact (changesin the client’s client).

% Technically inputs are consumed during the production process. Capacity is more like the assets of an
organization. These assets may or may not be deployed.
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Appendix 5 Figure 4: Point of View and main results

The bottom panel of Appendix 5 Figure 4 shows how sub-program deliverables, capacity, and
autonomy are used by SNAsto provide “services’ to citizens. These services include social and
economic services, the development of alocal policy or regulatory environments (typically local
economic development incentives, tax systems, and natural resource management frameworks)
and the provision of infrastructure development. SNAS use processes to convert their inputs or
capacity into their outputs. These processes can be interna (“operations’) or externa (“local
governance,” or more broadly how the SNA relates to citizens, communities, and other levels of
government). The interlocking results chain tells the following story:

The IP3 implements the Organic Law. The law devolves power (within a regulatory
environment) from central government to sub-national administrations and builds the
capacity of SNAs to productively use this autonomy. The program believes building SNA
capacity will lead to SNAs operating efficiently and promoting good local governance.
The provision of resources and capacity, efficiency, and governance arrangements will
contribute to the delivery of high quality services which will improve the well-being of
Cambodian citizens
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1.2.1. Democratic Development, Organic Law and the Program Narrative

The boxes and dividing lines depicted above are intended to identify different types of resultsin
a causal model, rather than constitute some type of strict boundary. Different stakeholders may
classify the 5 results (implementation results, SNA internal operations, Local Governance, SNA
outputs/service delivery, and citizen results) differently but from an M&E perspective the
purpose of the exercise was to define what needs to be measured and what the general causal
logic was.®*The above results chain was used to clarify the program’s goals (impact) and
purpose (outcomes). These are consistent with the concept of “democratic development” as
found in the Organic Law. This mapping is documented below.

Appendix 5 Table 2: Demaocr atic Development

Program Narrative Sub-Results FEWESE PEMTEREIE
Development
Goal (Impact): To improve the Improved citizen e Promotion of equity
welfare and quality of life of the welfare and well-being | e« Promotion of quality of life of the
local residents of SNAS; to locally local residents
empower citizens through the
political process to ensure equality,
fairness and the protection of basic
rights.
Purpose (Outcome): “Toimprove | Quality SNA services
the operations, governance, and Good locd e Public Representation
service delivery of SNAs, toensure | Governance e Consultation and participation,
they meet their democratic
development mandate.” Efficient SNA internal | ¢  Responsiveness and accountability
operations e Transparency and integrity
e Measuresto fight corruption and
abuse of power
Program implemented to enhance Program deliverables | ¢  Local Autonomy
SNA capacity and autonomy realized

1.3. M&E Principles

This M&E strategy describes three related M&E processes. (i) “policy evaluation,” which
assesses program outcomes and impact, (i) monitoring of program implementation, including
the monitoring of SNA activities financed through decentralized funding arrangements, and (iii)
support to monitoring and evaluation by SNASs (i.e. SNA M&E). These three types of M&E are

2 There are 150 deliverables in the |P3 (Table 13) and outcomes can be identified inductively by tracing what is
expected to take place once they have been produced. In most cases these lead to the outcomes and impact
described above. “Local governance” isdifficult to classify because it can be considered either an SNA level result
or a citizen level result (it involves interaction between citizens and SNAs and may constitute improvements in
welfare, like voice). Autonomy can be considered either a program outcome (a behavior of SNAS) or a program
deliverable (i.e. something central government grants SNAs). Citizen satisfaction with services can be considered
either an impact (citizen result) or ameasure of the quality of service delivery.
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linked through the program’s results framework and are consistent with IP3 institutional
arrangements, in particular:

e Policy evaluation is led by the Research, Evaluation and Document Officeunder the
Policy Unit

e Program monitoring is led by the National Program Monitoring, Reporting and IT
Support Office under the Program Support unit

e Development of M&E systems and processes for SNAsis under sub-program 1 and 6

In undertaking M& E several principles will be adhered to:

1. Though M&E is about quality assurance it is aso about learning and about
enabling policy makers to make informed, evidence-based decisions. To facilitate
learning the I1P3 will hold quarterly policy forums to discuss M& E results.

2. M&E isabasic management tool that should be practiced by all implementers, both
at sub-program level and at SNA level. Without building this capacity, and
integrating M& E into routine practices, M&E will not be effective.

3. Where possible indicators should be generated as by-products of processes which
have value or merit in and of itself; for example indicators can be derived from the
independent audit of SNA’s financial statements, whose purpose is financial control,
not M&E. M&E will be integrated into many key activities, especialy the evaluation
of whether pilot activities have been effective.

4. The IP3 commits to the free exchange of information. This will not only reduce
costs (eliminate duplication), but will alow third-parties to validate data accuracy
and to debate policy conclusions. The approach will be to decentralize M& E.

5. The focus will be on implementation monitoring. It is essentia to know what
outputs were produced and how much it cost to produce them. Getting good
management systems in place to collect this information is often a mgjor challenge.
In Logframes, al outputs are assumed to be “necessary and sufficient” to produce
higher level results; if deiverables are not being produced, there is technically no
reason to measure higher level results. To reflect accountability relationships and to
meet the needs of different users, M&E will be divided into two main parts, a higher
level impact-outcome results framework (for policy makers) and a lower level
implementation results framework(for sub-program managers. see Appendix 5
Figure 5). Implementation results are more “actionable” and more susceptible to
using “traffic lights” (green, yellow, red).

6. The indicators selected are, where possible, disaggregated by Province, DM or CS.
Without doing this, indicators cannot be used to assess SNA performance.®
Disaggregation will lead to the preparation of an SNA “league table” with indexes
created for each level of the results chain.

7. M&E is more about processes and practice than about computerization. Though
computerization assists in the management of information, M&E can till be
practiced with or without computers. “No computers’ is not a valid excuse for “no
M&E.” For M&E, and for M&E computerization to work, practices need to start
simple and become embedded and expanded over time.

% They could still be used to assess program performance though.
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Appendix 5 Figure5: Split Results Frameworks

Like anything else the practice of M&E has costs and benefits. The benefits are the use of
information for decision making, learning, and quality assurance. On the cost side there are
obvious limits and in many cases it may not be worth it to collect some indicators. Thisiswhy
the indicators selected have been drawn from processes having merit in their own right. In
deciding amongst indicators, studies and surveys will be minimized and in selecting indicators
the feasibility of collection was an important determinant (i.e. was there evidence the indicator
was collected in the past).

1.4  Quality Assurance

M& E should play an important part in encouraging quality assurance. The processes for quality
assurance were derived from a policy development, implementation and eva uation cycle where:
1. Policies, laws, rules and regulations are developed. These describe what the policy
maker expects to happen
2. These are trandated into manuals, guidelines and other instruments which describe
how the “policy” should be implemented
3. The guidelines are translated into knowledge and messages which are disseminated
to those who are expected to implement the policy. This communication and
knowledge-transfer process often involves training.
4. Guidelines and manuals are translated into measurable standards of good practice.
These describe what is expected of implementers.
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Appendix 5 Figure 6: Quality Assurance

The top panel of Appendix 5 Figure 6 depicts the policy development process. For now, since it
islimited to the genera mandate of SNAS, regulations, manuals, training, and standards describe
general management practice rather than the regulatory environment for delivering obligatory
functions in a decentralized environment.

The lower panel summarizes quality assurance mechanisms that will be used during the IP3 and
what questions they aim to answer. The chapters they are described in are placed in brackets.
Key instruments include:

1. Compliance inspections. These will be implemented by Ministries(MEF, MOI,
etc.) and resemble the external audit process currently practiced by the Nationa
Audit Agency. They inspect whether regulations are being adhered to and are often
part of formulas to allocate decentralized funding.

2. Policy Evaluation aims to review whether policies are effective (meeting their
objectives). It aimsto ask the “big questions” whether the decentralization processis
working and whether it is being done correctly. It isimplemented by undertaking a
wide range of studies and surveys and by arranging quarterly policy forums.

3. Implementation monitoring tracks whether the IP3 is progressing according to
plan. In many cases this will track training (who was trained by whom, on which
topics, and when) or contract completion. Implementation monitoring is self-
reported but some process of independent verification of the truthfulness of reporting
will be undertaken.

4. Observation of training by the centre, checks that trainers are doing the job
properly since training is "cascaded" from the developers of training materials to the
Provinces. Theideaisto ensure the right message gets to D/Ms and that participants
have learned

The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 144



Part 1: Overall Framework of IP3

5. Competency assessment and certification. Undertaken by third parties, this

assesses skills/knowledge of individual staff, in relation to their functions, job
descriptions, etc.

Assessment of standar ds investigates whether organizations adhere to standards and
best practice. Assessment will be evidence and indicator based and will be developed
based on guidelines and manuals. Standards will be designed to stretch organizations
- i.e. to establish ideal practices which are possible but not easily met. The process
will be part of a larger advisory routine and will lead to the design of capacity
development initiatives to close gaps between current practice and standards (i.e.
ideal states).

Informal performance reviews are less structured and will be part of a quarterly
internal reporting process. Assessments are expected to be subjective (though still
scored or graded) and to capture the views of Provincial M&E Officers, Provincial
Advisors, District Management Advisors, Mentors, and Central Staff making field
visits.

15. Layout: Remainder of thisdocument

These 7 quality assurance processes, together with afew externa surveys, will generate the main
indicators at the outcome and impact level. Appendix 5 Table 3 depicts the program’ s outcome-
impact results framework, while remaining chapters describe M& E within this quality assurance
framework. The remainder of this document islaid out as follows:

Section 2: focuses on program implementation monitoring and interna reporting
and review mechanisms.

Section 3: describes compliance inspections, management standards assessments, and
competency assessments. These are implemented as “externa” third party
inspections, though their purposes and modes of operations differ. After introducing
processes, the chapter outlines the indicators to be collected and results to be
assessed.

Section 4. describes the policy evaluation process, in particular how impact, service
delivery, and local governance are measured. It also describes how pilot activities
will be monitored and evaluated and how a process of “iterative feedback” will be
integrated into systems development procedures

Section 5: describes M & E arrangements (indicators) for each Sub-Program (1 to 6)
Section 6 outlines the steps required to operationalize this document (i.e. it provides a
brief action plan for collecting indicator baselines and targets)

An annex provides supporting data and information, including some brief concept
notes.
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Appendix 5 Table 3: Results Framework (I mpact and Outcomes)

. . . Target | Target | Target Data Sour ce, Note., Disaggr egation
Program Narrative Results Indicators Baseline 2011 2012 2013 (all data is annual)
Goal: Toimprove Poverty reducedand | 1. CDB-CMDGL Poverty Score 47 The MoP linksindicators from the Commune
the welfare and citizens empowered 2. CDB-CMDG3 Gender equality and 60 Development Database (CDB) to the 9 Cambodia
quality of life of the women's empowerment Score Millennium Development Goas (CMDGs). These
local residents of | P3 contributes 3. CDB-CMDG2 Education Score 51 are then converted to an index on a 0-100 scale.
SNAs; to locally towards meeting 4. CDB-CMDG4-6 Health Score 60.67 The index will be disaggregated by Province and
empower citizens other CMDGs 5. CDB-CMDG7 Environmental 38 DM. Baselines are from 2010.
through the political Sustainability Score
processto ensure Financial resources 6. Average EIRR of sampled SNA 49% >= >= >= Based on a sampling of investments as undertaken
equality, falrne@s provided to SNAs are investments (08) 15% 15% 15% | in Abrams (2009). EIRRs (Economic Internal Rates
and the protection of | ysed effectively 7. Average EIRR for investments delivered N/A | >=90% | >=90% | >=90% | of Return) will be disaggregated by type of SNA
basic rights. through government systems as a % of the (Province, DM, or CS) and type of investment.
IRR delivered through other mechanisms
Purpose: To SNA servicedelivery | 8. % of citizens satisfied with SNA service N/A N 0 N Undertaken as a pilot citizens report cards.
improve the improves delivery Disaggregated by service and type of SNA
operations, local (Province, DM, or CS)
governance, and 9. % of pilot obligatory functions delivered N/A | >=50% | >=50% | >=50% | Derived from pilot functiona re-assignments
service delivery of by SNAswhich were done so at least as comparing service delivery between decentralized
SNAS, to ensure efficiently asthe control group (i.e. Line processes (SNAS) and current Line Ministry
they meet their Ministry delivery) arrangements. Results will be disaggregated by
democratic type of service (function re-assigned).
development Loca Governance 10. Overall Local Governance Index TBC ™ T N Based on data collected in the Annual Local
mandate improves 11. SNA Civic Engagement/Participation TBC 0 0 N Governance Survey, the baseline of which was
Index developed by EU SPACE. Indexeswill be
12. SNA Loca Transparency Index TBC N N M disaggregated by type of SNA (CS or DM) and
13. SNA Loca Accountability Index TBC N A AN | geographical areas (Province XX).
14. SNA Local Policy Alignment Index TBC ™ n ™
15. SNA Efficiency Index TBC ™ n ™
16. SNA Minority Rights Protection Index TBC ™ n ™
17. Ratio: % of investment funds all ocated to TBC >=1 >=1 >=1 | CDB data measuring whether investments are being
poor villages/ the % of villages which are channeled to poor areas. Disaggregated by
poor Province, DM
SNAs comply with 18. Financial Management Compliance Score N/A ™ n N Results from compliance inspections devel oped
the regulatory 19. Administration and HR Compliance Score | N/A N 0 ™ under SP1. To be disaggregated by compliance
framework 20. Number of civil servants disciplined based 0 >=5 >=5 >=5 | domain (area) and DM.

on compliance inspection routines
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. . . Target | Target | Target Data Sour ce, Note., Disaggr egation
Program Narrative Results Indicators Baseline 2011 2012 2013 (all datais annual)
21. % of DMswhose financia statements 0 Annual datafrom the NAA financia audits.
were categorized as “without reservation” Targets are based on averages for central
by NAA government
SNAS use systems 22. SNA management standards score N/A Results from management standards assessment s
and capacities as developed under SP1. To be disaggregated by
intended; they are domain (area) and DM, and separating capacity
well managed from operations
23. % of SNA staff meeting competency N/A Results from the competency assessments of SNA
standards staff. Disaggregated by DM and areas of
competence
IP3 implemented Sub-Program 24. Actud expenditure as a % of budget TBC 90% 90% 90% | Datafrom internal monitoring systems and to be
according to plan implementation disaggregated by sub-program and component
SNA implementation | 25. % of SNA outputs completed on time N/A 85% 85% 85% | Datafrom SNA performance management systems.

Disaggregated by SNA

Note: M = expected to rise, where the increase is statistically shown to be unlikely due to random fluctuations. TBC = To Be Collected but will be available.
N/A = Not available.
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2. IMPLEMENTATION MONITORING AND REPORTING
2.1. Introduction

This chapter describes processes for monitoring IP3 implementation by SNAs and by sub-
program managers. Monitoring aims to answer the evaluative questions depicted in Appendix 5
Figure7.

Appendix 5 Figure 7: Evaluative Questions

e IsthelP3ontrack? Isit doingwhat it said it would do?

o Were dl its outputs (deliverables) on budget and produced according to plan, in terms of quantity,
quality and timeliness?

e Who was trained in what? When? By whom? Were participants satisfied with training? Did they
learn? Was training provided as planned, of the quality expected?

o What did SNAs do with the funds transferred to them through the D/M fund, the C/S fund and the
SNIF?

o WerelP3 financial and procurement procedures adhered to?

Though planning, approva and reporting processes may differ between IP3 sub-programs and
SNAs, formats, information content, and instruments should be similar. Processes for
organizations to monitor progress revolve around using a planning hierarchy, designing
guantifiable outputs, and tracking whether (and how) outputs are being produced. Section 2.2
describes internal planning and reporting processes, Section 2.3 reviews the outputs and
deliverables in the IP3 document; Section 2.4 describes internal quality assurance mechanisms;
Section 2.5 describes computerization; and Section 2.6 describes SNA reporting and monitoring

2.2. Internal Reporting: Sub-Programs

IP3 monitoring will be “self-reported;” implementers will report what they did within the
framework of an Annual Operational Plan and Budget (AOPB). From an M& E perspective the
AOPB is a hierarchical arrangement of planning entities (objectives, outputs, etc.). Each entity
in the hierarchy will have a quantity (be SMART), a cost (budget), responsibilities, and have
expected start and completion dates. The format of a planning matrix is depicted below.

Appendix 5 Figure 8: A Plan/Budget M atrix

Physical Respo

Plan/Result Target nsible B Funding Budge_t Start and Finish Month
(Units) | officer | Y9 Caleulation 17513 a[5]6]78]09 10[11]12
1. Sub-program 1 $68,200
1.1. Developing the regulatory
framework of the D&D $68,200 x| x| x| x| x| x| x| x| x| x| x| x
reforms
1.1.1. All regulations required by
the Organic Law are $18,200 | Basket x| x| x| x| x| x| x
issued.
1.1.1.1. Anukret .... Completed | 1 Anukret $0 x| x| x
1.1.1.2. Anukret .... Completed | 1 Anukret $0 x| x| x
1.1.1.3. Prakas.... Completed 1 Anukret $0 X| x| X
1.1.1.4. Externa review of ...
Prakas completed 7 Prakas $18,200 x| x
1.1.1.4.1. Eterna consultant 1.5 Man months
complete the review $12,000 X $8,000 per x| x
month
1.1.1.4.2. Workshop held with 20 participants
srepresentative x $50
provinces to discus $6,200 partici pgnetr + X
changes $3,500
1.1.2. Existing legislationis
aJignediiet?] Organic Law $50,000 X x| x| x| x| x
1.1.2.1. Map identifying
riority legislation and Project
Irjegulazoﬁztobe $50,000 )J< x| x| x| x| x| x
aligned with the OL
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In this format: the first column is the program’s hierarchical planning elements while the second
describes the targeted quantities to be produced. Others columns include: (i) the assignment of
individual responsibilities and accountabilities for deliverables or activities, (ii) the cost of
producing or completing each planning entity (these are summed upward), (iii) the funding
source, for example whether the activity or output is under a specific project, (iv) a description
of the budget calculation (quantities and unit costs) and (v) a monthly Gantt Chart describing
when each activity and deliverable will start and be completed. Asisthe case with al plans, the
ideaisto describe what, how, when, who, and how much.

The matrix in Appendix 5 Figure 8 is not an Annual Operational Plan and Budget (AOPB); the
AOPB is awritten document. Possible contents of the AOPB are depicted in Appendix 5 Figure
9 and this emphasizes the need to link the AOPB, which covers one year to the IP3. As
implementation proceeds, the AOPB will drift from the 1P3.

Appendix 5 Figure 9: Possible format of an AOPB

VOLUME I: Sub-Program | mplementation
e Introduction
Summary of major changesin direction or challenges addressed during the year
Budget summary (by Component, type of expenditure, etc
Description of the annual milestones (to be approved by the steering committee)
Planning and Budgeting Matrix, as depicted in Appendix 5 Figure 8
Annex 5.1: Changesin the AOPB with respect to |P3 deliverables (i.e. additions, deletions,
revisions, etc. to be approved by the steering committee)
e Cashflow plan
e Procurement plan

VOLUME Il: SNA plansto use decentralized funds
e Introduction
Summary of budget allocations by funding arrangements, provinces, districts, sources of funds, etc
Planning and Budgeting Matrix, as depicted in Appendix 5 Figure 8: the C/S fund
Planning and Budgeting Matrix, as depicted in Appendix 5 Figure 8: the D/M fund
Planning and Budgeting Matrix, as depicted in Appendix 5 Figure 8: the SNIF

The AOPB is divided into two volumes, the first documenting sub-program plans, the second
SNAs planned usage of decentralized funds (C/S, SNIF, etc). Concerning sub-program
implementation, the AOPB will have severa sections and will include a cash flow plan and
procurement plan. Both are based on the matrix and schedule of outputs and activities depicted
in Appendix 5 Figure 8.

Having a realistic and well-documented AOPB is important because it provides the foundation
for monitoring. Implementation reporting will describe progress in producing outputs (quantities
and schedules) linked with expenditures; this means physical and financial monitoring need to
be integrated. The format of a matrix summarizing progress reporting this can be found below:
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Appendix 5 Figure 10: Matrix for reporting progress

Physical Actual . o
Level Budget ; Implementation Description
Plan Target A Expenditure
(Units) Delivered ($US) (%) Status /Note
1. Sub-program 1 $68,200
1.1. Developing the regulatory framework
of the D&D reforms $68,200
1.1.1. All regulations required by the
Organic Law areissued. $18,200
1.1.1.1. Anukret .... Completed 1 Anukret 1 $0 $0 Complete
1.1.1.2. Anukret .... Completed 1 Anukret 0 $0 $0 In progress (on time)
1.1.1.3. Prakas.... Completed In progress (behind
1 Anukret 0 $0 $0 schedule)
1.1.1.4. External review of ... Prakas $2,000 :
completed 7 Prekas 2 $18,200 (11%) In progress (on time)
1.1.2. Existing legislation isaligned with
Organic Law $50,000 $0 Not started (late)
1.1.2.1. Map identifying priority
legislation and regulations to be $50,000
aligned with the OL

The matrix in Appendix 5 Figure 10 is not a quarterly or annual report, but instead an element or
supporting annex within the annual report. The possible contents of an annua report are
depicted adjacently. As was the case with the plan, the document is divided into two volumes,
the first documenting sub-program implementation, the second SNAs implementation. Semi-
annual (quarter 2) and annua (quarter 4) reports should be more detailed (i.e. text and tables),
while the quarter 1 and quarter 3 reports will be summary (i.e. contain only the matrix above). It
is assumed that these matrices will be generated automatically, through computerized systems
described in Section 2.5.

Many activities are likely to have high overhead costs, such as staffing. In this arrangement
overhead costs are not allocated to outputs (i.e. as is done with step down or cost centre
accounting) but are described under their own outputs (such as “build capacity of the policy
unit) and activities (such as “hire a policy advisor”).

Appendix 5 Figure 11: Possible format for an Annual Report

VOLUME I: Sub-Program Implementation
Chapter 1.
e Introduction
e Highlightsin terms of implementation: issues, challenges and actions taken
e Progress towards key milestones and a summary of progress against the deliverables (for
example, the % of deliverables completed, or completed on time, or on target
e Expenditure summary (by Component, type of expenditure, etc.)
e Progress on outcomes-impacts (reporting on Appendix 5 Table 3).

Chapter 2: Sub-Program 1

e |ntroduction

e Component 1: description of implementation on a deliverable by deliverable basis.
e Component 2...etc

e Summary of implementation indicators (see Section 5).

Chapters 3-7: asabove

Annex 1: League table of SNA performance

Annex 2: Implementation Reporting Matrix, as depicted in Appendix 5 Figure 10

Annex 3: A summary of all training (who was trained in what, when, where, and at what cost)
Annex 4: Procurement report
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VOLUME Il: SNA implementation
e Introduction
e Summary of actual expenditures by funding arrangements, provinces, districts, sources of funds, etc
e Implementation Reporting Matrix, as depicted in Appendix 5 Figure 10: the C/S fund
e |mplementation Reporting Matrix, as depicted in Appendix 5 Figure 10: the D/M fund

e Implementation Reporting Matrix, as depicted in Appendix 5 Figure 10: the SNIF

2.2.1. Planning and Reporting Processes

The discussion above specified what the AOPB and quarterly or annual reports might look like
but not how they would be produced. In both planning and reporting NCDD-S will take a
coordination and facilitation role. In doing so, plans and reports should be prepared in a
participatory fashion, with sub-program managers taking the lead and making key decisions.
They are the “owners.”

Because implementers need to coordinate the IP3 with their other activities, planning will take
place within the Government’ s planning calendar. The main steps are likely to be:

1. NCDD issues planning instructions to sub-program managers to prepare AOPBs.
Thiswill outline budget constraints and summarize any changes of direction that may
have agreed upon during Steering Committee meetings. It will summarize the format
and tools for presenting AOPBs and list the deliverables found in the I P3.

2. Sub-Program managers will prepare draft AOPBs based on the directions provided
and a review of progress and key issues. The sub-program manager will submit a
signed draft AOPB to NCDD-S.

3. Each Sub-Program manager will present their draft AOPB to NCDD-S in a meeting
or a workshop designed to scrutinize and approve the presentation. During this
meeting NCDD-S will ensure submissions are of acceptable quality, have met the
directions found in the instructions, is consistent with the IP3 vision and deliverables,
and is coordinated with other sub-programs. Thisis likely to result in adjustments in
budgets, timing, etc.

4. NCDD-S will consolidate sub-program submissions into a unified (program-wide)
AOPB and will present it to the Steering Committee. Based on agreement by the
Committee, the AOPB will be finalized.

Once the AOPB is approved, program deliverables will be converted into a series of contracts or
MoUs. In doing so, the principle is that deliverables (outputs) are SMART (Specific,
Measurable, Achievable, Relevant, Time-bound). These define reporting arrangements between
implementing agencies and the NCDDD-S. Reporting responsibilities will rest with each sub-
program manager, assisted by an M&E officer in each Sub-program management unit.
Reporting is from the supply side, (i.e. program implementers who delivery capacity to SNAS),
rather than from SNAs.

2.2.2. Monitoring Training

During the initial phases of the IP3 a good dea of training will take place. To track training,
special monitoring arrangements and systems will be developed. In essence, there are four
points at which training can be measured: (1) prior to training, (2) during training, (3) after
training but before re-entry into the workplace, and (4) at the workplace. The evaluation process
looks at four levels or issues:*

*This follows Donald Kirkpatrick approach to the evaluation of training as set out in the Journal of the American
Society of Training Directorsin the late 1950s.
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1. Reaction (level 1), describes the trainee’s initial perceptions; in particular how well
he or she liked the training program. Reactions are typically measured at the end of
training. Though there are limitations concerning the validity of these questionnaires,
they tend to be cheap, easy to undertake, etc.

2. Learning (level 2).What principles, facts, and techniques were understood and
absorbed by attendees? What trainees know can be measured during and at the end of
training but, in order to say that this knowledge or skill resulted from the training, the
trainees entering knowledge or skills levels must also be known or measured.
Evaluating learning, therefore, requires measurement on a pre and post test basis.

3. Behavior/job performance (level 3).Any evaluation of changes in on-the-job
behavior must occur in the workplace itself. It is at this point that the institutional
behavior of the employer sets in: it is entirely possible that a trainee learns a great
deal but cannot apply or transfer this learning to the work place. Evaluating the
effect of training on job performance may be tricky, but often involves investigating
the employee's output pre and post training or through interviews with his or her
superior.

4. Organizational Results (level 4) justifythe rationale for training. Ultimately
training aims to improve the performance of organizations, through the improved job
performance of individua employees. Sometimes cost-benefit analysis is used,
comparing the cost of training (i.e. the investment) with the financial value of the
organizational benefits caused by training. In practice thisis often difficult to do.

To facilitate the monitoring of training, the following instruments will need to be designed: (i)
an MIS system tracking who was trained in what, when, and by whom (generaly this is
measured by “person days,” the number of people trained times the length of training), (ii) end-
of-training questionnaires to gauge trainee’s satisfaction with the training (as well as their
recommendations for improvement), and (iii) where appropriate pre and post tests.

2.3.  Outputsand deiverablesin the | P3 document

During the first year of implementation (2011) the AOPB is expected to be virtually identical to
the IP3, but in subsequent years, and based on implementation results AOPBs are expected to
deviate somewhat. Section 0 (in the annex) reviews the deliverables in the IP3 and how they are
expected to be monitored.

Appendix 5 Figure 12: Internal quality
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24. Internal Quality Assurance Mechanisms

Appendix 5 Figure 6 identified two internal quality assurance mechanisms. (i) external
observation/ assessment of training and other capacity development activities and (ii) reviews
and reports by Provincial Advisors and M&E officers, Mentors, District Management Advisors,
and Ministry/ 1P3 review teams. The former concerns how well deliverables are being provided,
the latter whether these deliverables are being properly and effectively used by DMs.

Quality assurance is an important function of the SNA Advisory Services Unit and will be
implemented through regular field visits, periodic meetings, and internal quarterly reports. With
training taking place across 6 sub-programs, 193 D/Ms and covering numerous areas (like asset
management, HR management), it is essentia to ensure a consistent, high quality message is
delivered. To ensure quality, a sample of training (and other) events will be attended by staff
centrally located at the SNA Advisory Services Unit as well as advisors at Provincial level. The
job descriptions of these staff will emphasize their role in quality assurance as well as their
obligation to report to the SNA Advisory Services Unit cases where deliverables are not being
provided according to plan or at the level of quality required.

Appendix 5 Figure 13: Possible Format of a Quality Assurance Report

Background: (i) Name of the officer reporting and his or her post, (ii) Province / DMs covered and (iii)
Period covered

Capacity Building Event Observed (each event is listed)
e Name of the event, who supplied it, what its content was and when it took place
e Observations on its quality, including any feedback from DM recipients
¢ Recommendations for improvement
o Assessment of the quality of the service provided (on ascale of 1-5)

DM Performance Observations (for each DM in an officer’s “portfolio™)
e Policy Issues (sub-program 1)
a. Observations concerning the policy environment
b. Recommendations for how the IP3 can address these
e HR (sub-program 2) and HR management
c. Observed Issues with HR; how well is HR being managed?
d. Recommendations for how the IP3 can improve HR management
e. Overal assessment of HR management (on a scale of 1-5)
Administration (sub-program 2) (as above a-c)
Finances and Financial Management (sub-program 4) (as above a-c)
Planning, Budgeting, M& E and reporting (sub-program 5) (as above a-c)
Councilors: civic engagement, administrators advice, etc (sub-program 6) (as above a-c)

The reporting framework (between the SNA Advisory Services Unit and staff at Provincial and
D/M level) will describe both an assessment of the deliverables observed as well as a description
of how well DMs are performing, in particular, how well they are applying the knowledge and
systems transferred to them. Short reports, prepared by the officers identified above and
submitted to NCDD-S are likely to follow a format resembling that of Appendix 5 Figure 13.
As described above, quarterly meetings of all of these “quality assurance officers’ needs to be
budgeted and arranged.

The First Three Years Implementation Plan (2011-2013) of NP-NSDD (IP3) 153




Part 1: Overall Framework of IP3

25. Computerized Systems

Planning, budgeting, monitoring, evaluation, financial management (accounting), contracting,
and reporting are inter-related processes. As processes they can be facilitated by having an
integrated computerized management system. The center piece of these systems would be the
Annual Operational Plan and Budget described above. Ideally:

1.

The system should (i) be designed as an organizational management tool, (ii) be a
national system, be used government-wide, based on government planning
hierarchies and definitions, and (iii) have as its basic building blocks the AOPB
and chart of accounts. The chart of accounts should be developed to include
performance management codes (i.e. objective, outputs, activities, inputs, etc); thisis
because accounting, procurement, etc., are “subsidiary” to the plan and budget. The
definition of the planning hierarchy would cover codes for al levels of government
and would describe all types of services: infrastructure development, policy
development, recurrent services, and internal capacity building and administration.
At a later date the definition of planning entities would include preparation of
guidelines on typical outputs and activities on a sector-by-sector basis. The same
system would be used, with some modifications and simplifications, for all levels of
government.

The development of the system is “output-driven” in the sense that the system must
produce a standard set of “reports.” These reports, such as the Planning and
Budgeting Matrix in Appendix 5 Figure 8 and the Progress Report Matrix in
Appendix 5 Figure 10 define the data requirements and the data models of the
system.

The systems would be process driven, i.e. take the organization through the steps in
the nationa planning, budgeting, monitoring, and reporting processes. These would
track approvals, edits, scrutinization, etc., as well as who was responsible for each
step in the process. Therefore processes are devel oped before software.

The outputs (reports) and processes described earlier, together with the scope of the
systems in terms of users, planning language, etc., would result in the creation of
user requirements. User requirements would cover which elements of the system
are transactional and web-enabled (i.e. which information would be entered remotely).
The system would be capable of data warehousing, rolling over plans and
information across years (i.e. be dynamically consistent), have an adequate support
process (including training), be well documented, be customizable and so forth.

An integrated software package would be employed and procured on a competitive
basis. Where multiple systems are used, the systems would be linked based on open
(transparent, well-documented) data exchange processes and common coding
arrangements. The system(s) selected would meet all user requirements and the
assessment of which system or software package to use would compare costs, system
support, quality of the system, flexibility, etc.

There would be a comprehensive rollout plan, typicaly in phases starting where
capacity and resources are highest, usualy centra government. The rollout would
include training, preparation of manuals, backstopping and support processes (a help-
desk), independent reviews, etc.

Customizable, off-the-shelf software which meets all of these requirements is readily available
since these are basic requirements of most public sectors and large decentralized organizations.
Strategically:
Getting a single integrated planning, financial management and reporting system in
place should be considered a priority of the transition phase of the IP3. Though there
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IS no reason why the same system could not be used in Provinces and perhaps DMs,
the strategy should be to get the system up and running at central level first.

Appendix 5 Figure 14: An Integrated System

Taking the Annual Operational Plan and Budget as the center piece, there are three core systems,
depicted in the centre box of the adjacent diagram:
1. An Annual Operational Plan and Budget, which tracks both the process (issuing

budget constraints, drafts, scrutinization and approval) and results in the structural
hierarchy of outputs, activities, inputs, planned dates, planned physical quantities,
and responsibilities. If computerized systems are effective, Appendix 5 Figure 8 will
be generated automatically.

Financial Management Systems (FMS) which are linked to the Annual Operational
Plan and Budget through the chart of accounts; all expenditures would debit a line
item in the budget. When aggregated, individua transactions will allow the costing
of activities or outputs. Since the computerized FMS is a full accounting system,
some transactions also involve the purchase of assets and the payment of contracts;
contracts and projects are modeled as outputs (deliverables) or groups of outputs.
For this reason the transactional FMS includes modules of contract management
(procurement) and asset management.

The performance monitoring system is used to track physical quantities and dates
of completion. Datais entered periodically. Costs are derived through FM S modules.

Appendix 5 Figure 14 also identifies other systems. Though useful, these are of secondary
importance from an implementation monitoring perspective:

Socio economic data describes the “state of the world” rather than something an
organization does. In some systems indicators used in the integrated planning,
financial management and performance management systems are derived from these.
Strategic Planning Software may link long-term and annual plans, generaly,
however, the link is not done through computerized systems

Supporting MIS systems, especidly HR Management Information Systems
(HRMIS). Usually they: (i) are national, (ii) allow position management, and (iii) are
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linked to Financial Management Systems in order to implement the electronic
payment of employees. Other systems might include records management systems,
tax and other registers, roads maintenance systems, land use planning systems, etc.

Section 7.4 provides a concept note for the development of computerized systems and their
strategies.

2.6. SNA Implementation Monitoring

M& E and reporting processes and systems used by SNASs need to be designed to benefit SNAS, as
part of their internal management processes. The current practice is for systems to be designed to
meet the information needs of central government. The IP3 describes the revision of:

e Information in the Commune Data Base. The CDB needs to be reviewed and
expanded to cover D/Ms since some socioeconomic data (for example forestry,
national roads) may cover D/Ms not C/Ss. The possibility of using the CDB to collect
organizational indicators (such as revenue collected or number of staff) needs to be
considered. The data structure is flexible and the “indicators’ collected are not pre-
determined. In genera: (i) the amount of data collected is probably too large and is
of questionable planning utility, (ii) indicators need to be aligned to the CMDGs, and
(i) there are gaps from a planning perspective (for example data does not cover area
planning issues such as what other actors in the area plan to do). Currently,
information is collected on paper at village and CS level and then inputted at the
Province; this alows the preparation of reports at al levels though the aggregation of
data. At national level data is converted into a format allowing access via a web-
enabled interface. Since data will also cover DMs, the database should be renamed
“the SNA socio-economic database” (SED). Geographical references and other
classifications need to be made consistent and linked with other systems.

e Currently, SNA annual operational plans and budgets are derived using the CDBD
(Commune Development Planning Database). This, however, is incomplete as a
fully-fledged Annual Operational Planning and Budgeting tool since: (i) it appliesto
only one planning process (that of CSs), (ii) does not effectively monitor
implementation, and (iii) poorly maps agreed plans and budgets with proposals. As
was described above a more generic computerized “planning” system, which can be
used by DMs, CSs and other levels of government, needs to be developed; this
system is expected to be integrated with financial management systems and
performance management systems, as depicted in Appendix 5 Figure 14. The testing,
development and adaptation of the system first developed and used by 1P3 managers
should take place during the iterative design process described in Section 4.6.

2.7.  Summary, Rolesand Responsibilities

Getting implementation monitoring right is challenging because it involves many players,
requires an attention to detail, and may rely upon the use of computerized systems to reduce
workloads and organize reports. Implementation monitoring is, however, an important fiduciary
responsibility, isintimately related to quality assurance, and provides information at the level of
the results chain where accountability lies. Key responsibilities include:

e NCDD-S should facilitate decentralized planning processes and coordinate
preparation of Annual Operational Plans and Budgets and quarterly implementation
reports covering sub-programs as well as SNAs use of decentralized funding
arrangements
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3.

3.1

Several

NCDD-S should ensure an integrated Planning, Budgeting, Financial Management
and Performance Management System, which is web-enabled, is designed/purchased,
and is used to prepare the matrices outlined above.

Provincial Advisors and M&E officers should be responsible for quality assurance,
providing M& E, Planning, Computerization and other capacity support, and ensuring
the collection of implementation data. They are not, however, data entry clerks - they
are coordinators and facilitators.

The SNA Advisory Services Unit should ensure regular meetings and reporting of
officersinvolved in quality assurance. They need to ensure the quality of deliverables
aswell asthe proper and effective use of the deliverables by DMs

The M&E and IT Unit should backstop computerized systems and reporting

As described in section 3.2.1, self-reporting mechanisms need to be independently
validated and verified. Thisis part of the compliance regime.

THIRD PARTY INSPECTIONS
I ntroduction

indicators are derived though compliance inspections, management standards

assessments, and competency assessments. These measure SNA performance, in particular the
adherence to rules and regulations, the quality of management, the use of systems and processes,
and individual skill and knowledge levels. Assessments are undertaken by independent third
parties and thus separate policy development, regulation and measurement from implementation.
Appendix 5 Figure 15 summarizes the indicators described in this section. Following a brief
introduction, section 2.2 covers compliance, section 2.3 standards, and section 2.4 competencies.

Appendix 5 Figurel5: Inspection Indicators
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3.1.1. Background

Compliance is part of the “dea” by which centra government grants SNA authority (power), but
in return accepts certain accountabilities. The creation of this regulatory framework consists of:
1. Developing legal instruments (laws, regulations) and an accountability framework
defining consequences for not meeting specified conditions or terms
2. Trandation of lega instruments into compliance inspection routines which check
whether processes are being complied with
3. Trandation of lega instruments into guidelines, manuals, and ultimately management
and other standards.
4. Trandation of standards into management and capacity assessment, inspection, and
advisory processes
The development of review and appeals processes
The development of institutional arrangements and the building of organizational
capacity to undertake inspection and assessment routines

oo

Appendix 5 Figure 16: The Deal

The IP3 terms this system “legality control.” While compliance inspections tend to focus
whether required processes were adhered to, management standards and competency
assessments aim to provide benchmarks for good practice. Their assessment routines involve a
good deal of advice and discussion about how performance can be improved. In both cases
assessments will result in the development of recommendations for action as well as monitoring
whether such recommendations were implemented.

Appendix 5 Figure 17: Systems/Areas of Compliance and Standards

PLANNINGBUDGETING, AND REPORTING

e Undertaking a situation analysis, (ii) Strategic (long-term) planning, (iii) Annual Operational
Planning and Budgeting (including outputs, activity schedules, costing, cash flows, procurement
planning, M&E planning), (iv) M&E, (v) Quarterly/Annual Performance and Financial Reporting
within Government, (vi) Reporting of results to citizens, (vii) Computerized systems to support the
above.

FINANCIAL MANAGEMENT

e (i) MTEF, Budget Formulation, (ii) Accounting, (iii) Procurement, Contract Management, Project
Management, (iv) Internal Controls (internal audit), (v) Financial Statements (income statements,
balance sheets, etc), (vi) Performance and activity reporting (listed above also), (vii) Asset
Management, (viii) Computerization of financial transactions and procurement.

HR MANAGEMENT
e (i) Recruitment, (ii) Performance Appraisal/Contracting, (iii) Training (planning, monitoring, €etc),
(iv) Disciplinary Action, (v) HR Planning, (vi) HR MIS, etc.

ADMINISTRATION
e (i) Administrative procedures, meetings, etc, (ii) Records management and MIS, (iii) Complaints
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handling, (iv) Advisory Processes; relationship management with councilors (v) Functions vis a vis
other levels of government

VALIDITY OF REPORTS/VALUE FOR MONEY
e (i) Audit of outputs and report accuracy (was an output produced as reported?), (ii) value for money.

COUNCILORS

e (i) By Laws and policy making; meeting procedures, (ii) Consultative processes (including planning),
(iif) Planning and budgeting, (iv) Accountability processes (what is signed off, when, etc), (v)
External evaluations, surveys, etc, (vi) Relationships with other levels of government.

3.2. Measuring Compliance

Currently several compliance inspection processes are in place across government,* most
prominently scrutinization of budgets, the audit of financial statements, and various expenditure
and payment controls. It is expected that a more complete inspection regime will be developed
under Sub-Program 1 and will cover some of the domains or areas of inspection depicted
adjacently.

Generally, under each domain, rules and regulations are converted into steps and processes; a
series of indicators are designed to assure that these procedures were adhered to (see Appendix 5
Figure 18 for a sketch). Adherence is based on evidence with clear means of verification. For
example, procurement inspections might look at advertisements for tenders, or recruitment
inspections might look at the scoring of a recruitment committee or assess whether the right
candidate was selected. By summarizing indicators upwards, and assigning weights, each
domain receives a compliance score. Scores can be compared across SNAS as a performance
measure.

Appendix 5 Figure 18: Compliance Scoring

2 Inspections can be undertaken before an event (i.e. as an approval, permit or license) or after an event (as a
sampled audit). The former (pre-inspection) aims to prevent (block) an event, while the latter aims to create
incentives for deterrence. As a general rule of thumb, post inspections tend to be cheaper and tend to include an
element of making results available to the public (in order to foster accountability).
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Part 1: Overall Framework of IP3

The development of these processes is an essential capacity development area of the IP3. As
part of this activity: (i) a checklist, indictors, and means of verification will be derived, (ii) a
scoring and weighting system will be designed, (iii) an inspection process and sampling routine
will be created, (iv) SNAs will be informed of the process, (v) a reporting process will be
developed, including the dissemination of results to the public (vi) a manual describing the
process will be prepared, (vii) training materials will be developed and inspectors will be
trained, (vii) a computerized system will be designed and documented, (ix) the process will be
piloted, tested, and adapted, (x) other capacities will be strengthened, including staffing levels,
equipment, etc. This process will be led by the Central Ministries (MOI, MOP, and MEF) and
will be undertaken holistically, as ateam, and on an annual basis. It will be supported by shorter
spot checks based on financial and other queries or complaints received.

3.2.1. Independent Validation of the Results Reporting

Performance monitoring always depends (partialy) on the self-reported results of implementers.
The domain “Planning, M&E and reporting” looks at whether reports have been completed
according to standards, rules and regulations. This is a different issue than whether what was
reported was an accurate reflection of what really occurred. For example, was an irrigation
system actually built as reported or were 25 Women's groups actually trained in handicrafts? As
part of a quality assurance mechanism, there are two main ways to promote accurate reporting:

1. Requiring reporting to the public (who would complain and pressure councilors if
reports are blatantly inaccurate)

2. Independent verification of a sub-set of outputs, contracts or activities, to ensure they
took place asreported. Thiswould have a deterrent effect (i.e. ensure the accuracy of
reporting) to the degree administrators would be held accountable for their report’s
content

3.2.2. Theindicators

A wide range of compliance indicators are possible, measuring the different elements outlined in
Appendix 5 Figure 15. The results framework includes the following compliance indicators:®

e Financial Management Compliance Score: this would summarize, into a single
score, a wide range of financial management issues. Scores would exist for each
SNA inspected (and can be averaged across SNASs to arrive at a national SNA score).
It is expected that at first scores may not be entirely accurate as new domains are
expanded and SNAs begin to better understand what is expected of them.

e Administration and HR Compliance Score would be similar to the above.