Capacity Development Programme – Montenegro
2
Phase Two




[image: image2.jpg]<DP

Capacity Development Programme
for the Government of Montenegro




CAPACITY DEVELOPMENT PROGRAMME 

PHASE THREE
March 20010 – March 2013
PROGRAMME FRAMEWORK DOCUMENT
Contents

Section









            Page

31.0
Introduction And Summary


52.0
Background To This Proposal


83.0
The Current Situation


94.0
Mission and Objectives of the CDP - PHASE Three


125.0
Implementation Arrangements


156.0
Management Arrangements


197.0
Main Risks


218.0
Programme Budget




Annexes:
- ToRs for CDP Programme manager 

- ToRs for CDP Core Technical Adviser

1.0
Introduction And Summary

1.1
This document sets out a framework for the implementation of Phase Three of the Capacity Development Programme (CDP). The CDP was established in September 2003 as a partnership between the Government of Montenegro (GoM), the Foundation Open Society Institute in Montenegro (FOSI-ROM), and the United Nations Development Programme (UNDP). The second phase of the CDP has started in February 2007, following a formal request from the Deputy Prime Minister (DPM) for European Integration (EI) to continue CDP assistance to the GoM in meeting its strategic priorities for European integration related to implementation of Stabilisation and association Agreement. CDP has provided support for strengthening capacities in the Parliament, line ministries of the GoM and newly established EI structures in the GoM.

1.2       Main purpose of the overall CDP activities is to provide support to Governmental efforts in strengthening the institutional and administrative capacities of Montenegro for European Integration. The third phase will thus coincide with a period in which Montenegro will itself be undergoing a vital new stage of its development, making the adaptations in policy, law and institutional structures required in realisation of the long-term, overriding goal of national policy: accession to membership of the European Union. Planning for the CDP-Phase Three has been guided by this main national priority, which is reflected throughout this programme framework document. 

1.3
The framework document for CDP – Phase Three is  response to a formal request  of the Minister for European Integration to UNDP to  extend the existing second phase of CDP to a third phase.
   The Minister has requested that CDP – Phase Three contribute to the fulfilment of Government of Montenegro’s (GoM) strategic priorities associated with European Integration and associated public administration reforms through revised National Programme for Integration and strengthening  capacities of the GoM for further negotiation of Accession treaty with EU. In addition, the Minister for Interior and Public Administration officially asked UNDP/CDP for support in development and implementation of the new Public Administration reform Strategy.
 
1.4
The Section 2  is  a summary of major findings and comments of a evaluation of CDP phase two, as well as other more recent analytical studies by leading international expert that refer to the future development of the programme
. Then, Section 3 describes  the current situation and reasons for designing the third phase of the CDP, in particular it describes the challenges that Montenegro will face with, in preparation for negotiation of the Accession Treaty with the EU. It is estimated that, exceptional priority should be given to matching the new state’s needs in terms of administrative and policy-making capacity with the available supply of human resources to fill that capacity. This task requires  endeavours to ensure both, that people with the required skills and aptitudes are willing to be employed and stay in the public sector, and that the whole apparatus is simplified, downsized and its functions redefined, in order to reduce inefficiencies and ensure savings necessary to motivate highly skilled staff. 

1.5
Therefore, the CDP’s mission in the third phase will be, as explained in Section 4, to help the GoM to re-examine the structures and composition of the state administration developed for previous phases of EI process, in order to establish effective and efficient mechanisms for negotiation the final stage of EI process – Accession Treaty, as well as to build capacity to determine its specific needs for external assistance, and ensure most efficient use of that assistance.  Phase Three will be aimed primarily at efficient preparation of Government of Montenegro for the negotiations of the Accession Treaty with EU. The main challenge in this regard falls on the administrative and coordination services attached to the Ministry for European Integration (MEI). Thus , in the Phase Three, priority will be given to the introduction of new coordination machinery and capacity building of personnel with tasks related mainly to strategic planning and policy coordination.  CDP will continue its support for both, improved implementation of legislative and other changes required by the European Integration process and enhancing the capacity of public administration and the civil service to play a more strategic role.
1.6
Section 5 below contains explanation of the activities planned for the beginning of the third phase of CDP.  CDP will subsequently support a series of institutional and functional reviews and capacity assessments (both horizontal and vertical), re-structuring and re-organisation in different key sectors of the state administration, as well as cutting across sectors in order to help development and implementation of envisaged new Public Administration Reform (PAR) Strategy which will have the new general name: Agenda. This phase also will cover additional CDP support in programming process for effective use of Instrument for Pre-accession Assistance (IPA). A number of additional projects will be proposed under CDP’s umbrella,  requiring budgets supplementary to the estimates given in this proposal, and funded from various sources. These additional projects will take place mainly within particular key ministries and agencies and conform to the strategic priorities of the National Programme for Integration.

1.7
Section 6 proposes minor adaptations to the institutional arrangements and management structure for CDP.  The intention is to place participating donors in a more direct relationship with GoM at the highest political level, ensuring effective coordination between government and the supporting donors. They will thereby gain a better opportunity to relate their assistance to approved priorities, which will also facilitate coordination of different future projects concentrated on particular sectors. This should provide participating donors with a reliable and visible exit strategy, while preventing individual ministries from succumbing to a clientilistic dependency on particular externally funded projects. 

1.8
Section 7 explains main risks of CDP Phase Three and responses which management structure has planned to mitigate these risks. Majority of identified risks have low or medium impact, and only one is high level risk. This risk is connected with expected enlargement of demands for CDP support and insufficient resources for answering these demands. In order to mitigate this risk, it is very important to further strengthen cooperation and partnership between CDP founders and joint strategic approach in further fundraising activities.           
2.0
Background To This Proposal
2.1    The principal objective of the original CDP’s framework document was to contribute to the successful reform and development of state administration in Montenegro. CDP was a ‘pilot’ programme designed to respond flexibly, in a dynamic environment, by filling critical gaps between needs and capacity in the central state administration. The GoM itself selected three pilot ministries for this purpose: Ministry for International Economic Affairs and European Integration, Ministry of Education, and Ministry of Justice. The pilot programme was set up for an initial period of 18 months, and in late 2004 an independent mid-term review was made to measure and track performance. The report of the review found that:

“... Both the partners of the programme and the beneficiary ministries have expressed a high degree of satisfaction with CDP services and support plus the manner in which they have been delivered. CDP support has demonstrated what can be achieved by a relatively modest and lightweight, but speedy and flexible pilot programme response to urgent needs in a complex and rapidly changing policy environment. The programme and especially its management design were also found to indicate the type of development operation for which a partnership mechanism like CDP might be considered better suited quick response mechanisms than the larger and often more cumbersome programmes typical of some other funding agencies.”
 

2.2
The mid-term review thus recommended that the first phase of CDP be extended until end of 2006, to capitalise on this early success. Its activities were, indeed, substantially broadened to include a number of additional beneficiaries and activities: 

· At the request of the World Bank and the Deputy Prime Minister of Montenegro, the CDP assisted the Ministry of Finance in the development of system for Fiscal Impact Assessment.

· Support was given to the new Human Resource Development Authority (HRDA) for application of a performance assessment in the Civil Service. 

· Studies have been taken of the likely impact of establishment of Montenegro as an independent state on vulnerable groups and on the public administration.

· A range of support has been channelled to the Ministry of Environmental Protection and Physical Planning (MEPP) for capacity development and institutional support.

· An Office of Sustainable Development has been established, mainly to support the National Council for Sustainable Development, chaired by the Prime Minister.

· A range of support was provided to establish and implement the functions of the permanent Commission for Coordination of EU Assistance.

2.3 The second phase, which began in 2007, widened the CDP service portfolio to meet the demands of SAA ratification and implementation as well as the acquis approximation process. The CDP phase two introduced important changes in programmatic and managerial aspects:  Under the framework of overall European integration process CDP has covered broad horizontal activities in all institutions with small management unit (Capacity Development unit) which has been placed in the premises of the main EI coordination body of the GoM – Secretariat for European Integration. The Capacity Development Programme has been managed by the Executive Committee, chaired by the Head of Secretariat for European Integration (SEI), assisted by the Capacity Development Unit (CDU) and answerable to Steering Committee chaired by the Deputy Prime Minister for European Integration. CDU was managed by Programme Manager and assisted by a Core Technical Advisor with assistance of CDP assistant within the UNDP. Later, after reorganization of the structures for European Integration within the GoM, consequently the management structure of CDP was adjusted.  
2.4 European Integration covers a wide range of reform areas and the CDP has also supported the Cabinet of Deputy Prime Minister for European Integration, as main coordinator of EI process in Montenegro, Secretariat for European Integration and number of line Ministries and coordination bodies (Governmental Commission for EI), Parliamentary Committees for International Cooperation and European Integration and for Constitutional Issues and Legislation, the Ministry of Foreign Affairs, the Human Resource Management Agency, Public Relations Bureau of the Government of Montenegro, Ministry of Finance. The main concrete projects and subprojects under CDP Phase two framework programme were:

· Support to SEI and the DPM in establishment of new governmental coordinative structures for implementation of SAA;

· Preparation and organization of the training programme for the Secretariat for EU integration;

· Development of National Programme for Integration (NPI): Chapter 3 – The ability to assume membership obligations;

· Introduction of new EU related dimensions in the state exam and development of Manual for State exam for all civil servants;

· Development of assessment framework on the state of governance in the context of European integration in Montenegro;

· Programming support for the Preparation of IPA National Programme 2009;

· Support to the Parliamentary Committees for International Cooperation and European Integration and for Constitutional issues and Legislation to develop a more effective role in the process of the harmonization of Montenegrin legislation with the Acquis and scrutiny of governmental work;

· Establishment of the new International Legal Office within the Ministry of Foreign Affairs;

· Organization of the first and second Montenegrin Diplomatic Summer School on challenges faced by diplomats of small countries in the process of European and Euro-Atlantic integration, in cooperation with Ministry of Foreign Affairs;

· Improvement of internal and external communication system of the Government Public Relations Bureau;

· Support to preparation of IPA National programme 2010;

· Support to preparation of an Overall Action Plan of the Government of Montenegro for IPA Components Regional Development and Human Resource Development.  
2.5 The modus operandi of the CDP is built on a three stage approach to addressing capacity building demands of the administration namely: (i) A Functional Review to Identify Needs (ii) Assessment of Existing Capacity and (iii) Fill Needs Capacity Gap. Following that, a key element in the CDP work is establishment of technical Working Groups in all governmental structures with CDP projects to coordinate and seek advice on the concrete design and implementation of priority reforms in each capacity development initiatives. Typically, the CDP mobilises national and international experts to provide the necessary technical assistance to meet the identified capacity building needs. To date the flexibility and support ‘on-demand’ ethos of the CDP has been a key success feature. 
2.6
The CDP has established a reputation for responding quickly, and inexpensively, to particular demands from the central administration for short-term expertise needed to expedite innovative aspects of public policy, and ensure its efficient and user-friendly delivery. CDP has responded to active needs, by filling critical shortages of capacity, in areas and methods of policy-making and service-delivery often entirely new to the Montenegro’s administration, and thus highly problematic for it, without an injection of accurately targeted and timely technical assistance, not in public administration or public law as such, but in general or sectoral issues of public policy.  

2.7       The current programme proposal has been designed to enhance the same qualities picked out by the good design of the original CDP and improved through its Phase two: credible partnership; clear government ownership; focus and complementarities; flexibility; due scope for experimentation and learning. This proposal also reflects the independent experts’ strong recommendation to extend the partnership approach exemplified by CDP. Established partnership acknowledged through CDP Phase two between GoM (especially the Ministry for European Integration (MEI) as the main EI coordination structure), UNDP and Delegation of European Union to Montenegro will be further enhanced in Phase Three.

3.0
The Current Situation

3.1
The CDP Phase Two comes to an end at a time of profound political challenge for the GoM, as it prepares to assume the responsibilities of preparation for expected opening of negotiations for accession to membership of the European Union. 

3.2
The current situation is, on the one hand, full of new opportunities, and on the other hand, accession process to the EU, will impose new functions and responsibilities on the state administration. New steps in EU accession process will require GoM to re-examine the structure and composition of the state administration in ways that have not been estimated to date. The negotiation process on Accession Treaty with EU and further harmonization of domestic legislation with Acquis will require building institutional capacities that are not fully developed currently, involving considerable fiscal implications. With limited fiscal space and with number of new obstacles produced by international financial and economic crises, Government should eliminate structures left over from the previous system, in which the role of the state was heavily involved in economic management and direct delivery of services and also assess whether the employment levels of various ministries adequately reflect the long-term priorities of the government.
3.3
In addition, the institutional structures for managing EU accession should be redesigned in order to address ongoing needs. The most challenging task is in adapting the structures of public administrative system to those required by further EU integration – building capacity where it is not sufficient and managing the process of reform. Therefore, it is crucial to strengthen the coordination role of government institutions so that they assure a more effective policy planning and coordination, but also ensure certain degree of political coordination. It will provide new opportunities for introducing the necessary changes at the centre of government, and better allocation of functions between ministries. 

3.4       The final stage of Republic’s Strategy for PAR (2002-2009) is executed and the GoM is going to develop new one, which will cover next 3-5 years. The current demands on GoM in this respect make CDP’s contribution to development and implementation of new PAR Strategy/Agenda of Public Administration Reform in Montenegro as an extremely important, particularly for the following: 

· First, to provide support for making an assessment of the implementation and results achieved so far in the realization of the previous Strategy, as an important input for the development of the new Strategy/Agenda in terms of identifying/mapping key areas and priorities on which new Strategy/Agenda should be focused.
· Then, conducting the capacity assessments and tailoring capacity development responses for selected ministries (following experience and methodology of capacity assessment of Ministry of Foreign affairs, that have already been done) which will be important inputs in developing and implementation of the Strategy/Agenda and Action plan and that will significantly contribute to successful participation of concrete ministries in future reform processes and the quality of the implementation of the new Strategy. 
3.5
Two conclusions emerge from assessing the current situation, which are very relevant  for the future objectives and activities of CDP:

· The key issue of adequate and competitive rewards for high-level skills and qualifications cannot be adequately addressed, until  review of structures and methods of the state administration is conducted. That in turn demands immediate improvements in the capacity of the centre of government, especially with regard to strategic planning. 

· Secondly, to provide it with the necessary capacity, the GoM will need interim, short-term measures of support, pending the time when the issue of general levels of payment in public service can be adequately addressed (which is hardly to expect under consequences of international crisis) and allocate own resources from the budget for that purpose). 

3.6
These issues will be closely linked to the process of execution of ongoing CDP’s project “Strengthening capacities of Ministry of Finance to efficiently plan analyze and manage the public finances in support to country’s aspirations for sustainable development and EU integration”.          

4.0
Mission and Objectives of the CDP - PHASE Three
4.1
All the previous reviews of the CDP’s performance have emphasised the importance of CDP’s assistance to the GoM in implementing ongoing reforms. The road towards EU membership is solely dependent on Montenegro and development of the internal capacities to effectively meet and implement EU standards. In this context, and based on its track record during previous phases, the CDP Phase Three will be tasked with contributing to the fulfilment of the government’s strategic priorities associated with European Integration, related public administration reforms, as well as  increasing the effectiveness of external assistance. CDP-Phase Three will, therefore, continue to do what previous CDP phases did best, namely: to increase the government’s own capacity to make effective use of technical assistance, especially when provided on a very large scale as in the case of European Union. While so much external funding is being made available, the function of increasing the state administration’s skills and capacities to manage it is vital, in order: to reduce wastage; to promote sustainability; and to avoid dependency-syndrome. 

4.2
During the first two phases CDP successfully provided GoM and its coordinated horizontal structures for EI process with relevant expertise to help them (including first of all the Ministry and other structures responsible for European Integration) to make necessary structural adaptations, undertake on-the-job training, develop consultative procedures, employ new technology, and make international connections that render access to additional expertise in future more self-sustaining and needs-driven.  CDP-Phase Three, therefore, will endeavour to focus its support on EI leading coordination partners in the GoM, but with extending of the same service to the government as a whole, in accordance with new strategic priorities established by GoM itself.

4.3     Third Phase of CDP, from 2010 onwards, will operate in an even more demanding policy environment where the Montenegrin administration has to meet the full challenge of preparation for EU membership. This policy environment includes continued acquis approximation demands, ministerial and inter-ministerial reform, building central/local government and civil society relations, efficient programming and use of EU pre-accession funding and the preparation for full structural/cohesion funding in terms of strategic programming, funds management, national co-funding, project preparation and implementation. 

4.4
CDP should be able to continue with flexible responses on urgent needs, which are normal consequences of changeable environment, and which are clearly and strategically linked with European Integration process.
  Founding rationale of CDP is to be a constant and flexible source and instrument for rapid response to institutional and administrative capacities building needs. The role of the CDP will, like in previous phases, be to address emerging needs, anticipate capacity building demands and support the administration in maximising the benefits funded by larger technical assistance under EU and other donor funded actions. As it is in stated in Evaluation report of the Phase Two of CDP, the flexibility distinguishes CDP from other capacity building support actions. To safeguard this flexibility, the CDP should consolidate its service provision around limited but key support areas, although CDP support to the European Integration process has by default very important indirect horizontal and vertical capacity development linkages. In order to sustain these advantages CDP should have a stand-alone operational budget capable for answering urgent needs on flexible manner.  
4.5    A key issue identified in the evaluation report is that CDP does not have a stand-alone operational budget but relies on individual project budgets to fund its costs. Future successful operation of CDP requires a stand-alone operational budget. Funding of the subprojects of CDP has been provided by the Donor Community, but it would be of great importance that founders, at least partially, provide the operational budget for CDP. In following period these initiatives will be deeper explored as well as another initiatives for the provision of operational budget to the CDP through another supportive donor.
4.6      Like the previous programme support document for Phase One and Phase Two, this framework document for CDP Phase Three does not set out a definitive list of projects, linked to individual organisations as ‘beneficiaries’. Important reason for this reticence is need to avoid the tendency seen in some capacity-building projects elsewhere to begin with a list of sectoral objectives defined by the ministry or agency concerned in a request for externally-funded technical assistance, which will then in practice come to be treated as a replacement for missing human resources inside the ‘beneficiary’ organisation itself. 

4.7
The criteria to be used in the actual selection of projects for funding will be largely retained from previous phases. These criteria (partially reproduced and reviewed form previous CDP’s phases) will follow CDP’s potential to adequately address the following challenges:

· Capacity throughout the Government to deal with the consequences of European integration process, and make specific and general preparations for Montenegro’s membership into European Union as a final goal.

· Management of the process of pre-accession to EU, as well as preparation for negotiation of EU membership, which include above all, the need for adequate central coordination and monitoring of public policy across the whole range of sectors.

· Capacity to promote economic development by means of increased internal and external trade, and attraction of foreign investment, including enhanced awareness throughout the state administration of the importance and the pre-requisites of economic reform in terms of administrative rules and procedures.

· Openness in the process of making and administering policy to the influence of international benchmarks and standards, and increased capacity to understand the international requirements and make applications when desirable to Montenegrin conditions.

· Enhanced awareness and understanding of the strengths and weaknesses of legislation as a mode of governance in the modern state, compared to other modalities such as concentration, consultation and partnership directly involving civil society, and devolution of functions to self-governing bodies

· Integration of the government’s diverse strategies for development, often driven by the conditionality or special interests of a donor agency, into a coherent, overarching plan for EU integration and sustainable development.

· Effective coordination of donor support (with focus on all 5 Components of IPA), designed to assist the government to have more efficient planning of the external support to implement overall reforms and achieve a dynamic economic growth. 

· Devolution of functions from all parts of government, where appropriate, to self-governing agencies or private/public partnerships, including services essential to use of donor-funded technical assistance, such as procurement, resource mobilisation and logistics.  
4.8      In CDP Phase Three these results will be made more effective and sustainable by being set in the context of regional cooperation. CDP-Phase Three will be an instrument for setting up and managing arrangements for temporary secondment of personnel from other state administrations in the Western Balkans that have already accomplished a similar programme of strategic reforms (in particular, Slovenia, Macedonia and Croatia). This approach will not only serve to supplement the existing supply of experts in Montenegro, but also create a network on qualified and experienced people able to communicate in the same language and coming from a shared background in the former Yugoslav federation.  This initiative will be leaned on previously developed National Experts Data Base which can be found on UNDP and MEI web sites: http://www.me-expert.org/cdp/default.aspx.
4.9       Some Projects that CDP Phase Three will implement  are  heritage from CDP Phase Two and new projects will be developed in order to follow the needs of the GoM related to Strategy/Agenda for PAR and further negotiation process on Accession Treaty with European Union.  The following list includes the ongoing Projects, but also Projects that will be developed within the CDP Phase Three:  
· Strengthening capacities of Government of Montenegro and in particular, ministry for European Integration, other line ministries and Government structures for efficient coordination and management of European Integration Process, 

· Strengthening capacities of Ministry of Finance to efficiently plan analyze and manage the public finances in support to country’s aspirations for sustainable development and EU integration,

· Strengthening capacities of Ministry of Foreign Affairs to efficiently address the priorities of Foreign Policy of Montenegro ,

· Establishment of Aid Coordination and Management Institutional Framework and Mechanisms in Montenegro,

· Communicating European Integration in Montenegro,

· Assistance in the process or preparation of Montenegro for future negotiations with EU

5.0
Implementation Arrangements
5.1
 The programme is designed to be pro-active and selective in its relations with the beneficiaries, in accordance with the mission and objectives as stated here.  At the same time the programme should follow clear criteria for its work. The reason for setting out such a detailed list of criteria in the previous section is to pre-empt typical causes of blockage or diversion noticed elsewhere in projects of public administration reform and capacity development. The procedures and structures here laid down for CDP Phase Three (also in section 6 below) are deliberately designed to meet three conditions that we consider vital to meeting such a standard:

· Key decision-makers in government (from the chief executive downwards) must be able to see clearly the relevance of projects to the achievement of their strategic policy objectives, in particular for improvement of the living conditions of the population as a whole.

· The projects must be compatible with, and complementary to, the implementation of the SAA and continuing reforms of the state administration in coordination with further negotiation of Accession Treaty.  

· There must be an effective system of feed-back and learning, so that government and funding agencies alike receive ongoing assurance that the projects deliver results according to expectation and where any deviations are noted, adjustments can be made quickly to strategies and plans.

5.2     Basic principles to guide the operation and management of the programme, in accordance with CDP’s mission and objectives have been endorsed by different expert reviews of CDP’s previous performance, as endowing the contribution of CDP to technical assistance with three vital qualities: 

· A dynamic approach, which determines outputs and activities mainly by an analysis of needs in terms of government policies. This criterion is, on the other hand, balanced by application of general criteria relating both to agreed long-term strategic objectives of national interest, and to international best practice in the making and delivery of public policy. When applied in practice these specific and general criteria contribute also to the sustainability of benefits made available to the government counterparts from donor funding channelled through the CDP projects.  

· The continuous working partnership between donors and government is also vital, and it must engage the centre of government, including both those responsible for overall coordination of policy and for economic and financial planning.

· Key factors in ensuring the success of a partnership like CDP include not only the dynamism but also the sustainability that is based on adequate knowledge, realistic expectations and willingness to exchange views openly, on all sides. 

5.3    The assistance will be based on an expert assessment of needs, set in terms of a wider functional and capacity analyses of government, which will be designed to determine which tasks are the most appropriately performed by central government in such way to maximise the benefits of economic activity in competitive market conditions. Assistance will, also follow an expert assessment of the available means of filling any identified gap between needs and capacity, together with expert recommendation of the optimal means. 

5.4    The assistance will be granted to an governmental entity under the Capacity Development Programme only following a specific assessment of the existing gap between needs and capacity, undertaken in two connected parts: (a) an assessment of the entity’s expected contribution to the overall strategic aims of government, especially for development of the sector in question, and (b) an assessment of the existing resources (human, financial, physical, cultural, information) available to the entity concerned. 

5.5     The most efficient methods of filling the gap between needs and capacity will be determined in each case by close cooperation between the programme’s technical advisers, the benefiting ministry (or other entity), and the government’s own policy makers and advisers in public administration reform. In any given case, a number of different methods, or combination of methods, will be considered, in particular: (a) re-structuring, leading to a devolution or de-centralisation of functions; (b) training, upgrading and re-assignment of existing personnel; (c) fixed-term provision of expert policy advisers and consultant experts for specified projects on a special contract, etc. 

5.6    In addition, consideration will be given to the extent to which the performance of certain functions or services might optimally be out-sourced, and in this regard, to the development of private-public partnerships, on a pilot basis, between those concerned parts of the ministry’s/entity’s structure, and possible partners in the private sector and/or in civil society for individual components of service delivery. Criteria for any such assessments should include service quality for end-users, and cost-effectiveness for government.

5.7    Following an established process of approval (see chapter below), specific requests for assistance to fill a recognised gap between needs and capacity will be met out of existing funds, where possible. Normally, however, such requests will form part of a detailed work plan proposal that will have emerged from a series of prior discussions between the technical advisers to the programme and the beneficiaries (in normal circumstances, a ministry or group of ministries). Such a proposal will serve as a basis for the mobilisation of additional resources, when necessary. 

5.8
The task of the managers of CDP during this stage will be to put in place mechanisms and procedures, along with adequate resources of expertise and incentives, to enable those with political responsibility at the centre of government to establish the main strategic options for development and EU integration. Those options will then form the basis for assessments of needs/capacity gaps in the state administration that need treatment by new projects, or extensions to existing projects. A set of pilot projects would thus be designed and budgeted, on the basis of such an assessment of needs.

5.9
CDP will subsequently be occupied with supporting the coordination and roll-out of a series of institutional and functional reviews (both horizontal and vertical), re-structuring and re-organisation in different key sectors of the state administration, as well as cutting across sectors. These exercises will be preconditions for design and manage projects sufficiently in accordance with donors’ administrative and normative requirements (such as transparency and accountability), but also on the basis of adequate coordination, conformity with the government’s own strategic objectives in regards to EI and public administration reform and medium-term budgetary plans. 

5.10
During the CDP’s Phase Three, number of additional projects will be developed that will be funded from various sources, which the Capacity Development Unit of CDP will identify, and approach with the guidance of the Steering Committee and management oversight of the Executive Committee. These additional projects will take place mainly within particular key ministries and agencies and conform to the strategic priorities of the GoM’s plan for implementation of the SAA, negotiation of the Accession Treaty with European Union and implementation of overall new PAR Strategy/Agenda. Moreover, some outputs and activities will be related to coordination and monitoring of policies in accordance with government’s new PAR Strategy/Agenda. 

5.11       As additional donors contribute funds to the CDP – whether ear-marked for specific projects and priorities, or applied generally to the CDP framework – they will have the option to become a member of the Executive Committee.  In any case, a contributing donor will be a member of the Advisory Board.  

5.12
Since capacity development is in many respects a generic requirement across government which is funded in various ways by most donors and UN agencies, the CDP will become a part of ‘One UN Programme” from a UN perspective, thereby harmonizing capacity development support from all local UN agencies.

6.0
Management Arrangements 

6.1
The institutional and management arrangements during previous phases of CDP proved to be highly effective, and were evaluated as the main reasons for its success.  During Phase Three, the CDP will be continuously institutionalized within government, corresponding to the aforementioned partnership principles, and will build on the management arrangements used during the previous phases.  

6.2
Two main pre-requisites in terms of management of the programme are:

· To provide the programme with an executive instrument capable of high standards of project management continued mobilisation of resources, and implementation of the exit strategy on time, while maintaining confidence on the part of both GoM and donors; and

· To engage the GoM in the process of development of concrete projects  but also to have the joint approach for projects implementation.

6.3 Figure 1 below graphically illustrates the main institutional and management structures associated with CDP Phase Three.  Each of the main elements of the institutional and management framework is described briefly below.  

6.4
The Steering Committee will, as in CDP Phase two, be the executive level body to provide overall strategic direction and coordination of the CDP. The CDP will receive inter-ministerial coordination and direction from an established high level commissions of government that address European Integration and IPA. The specific name and composition of these commissions may change, but it is important that a separate additional steering mechanism from the Government side not be set up specifically for the CDP.  The Steering Committee will represent donor community through participation of UNDP and Delegation of European Union to Montenegro. 
6.5
The Executive Committee will for the most part continue as it has for Phase Two of the CDP.  Executive and operational functions associated with the programme will be performed by this committee which is the body directly responsible for efficient execution of the programme in accordance with the terms of this framework document, associated implementation rules and guidelines, and work plans. The committee is responsible for preparing and submitting materials to the Steering Committee such as new sub-programmes and proposals from new beneficiaries, and for implementation of strategic decisions made by the Steering Committee. The executive committee will be responsible for ensuring that adequate communication is maintained pro-actively between all stakeholders of the programme, that activities of the programme are adequately publicised, and its results highly visible.

6.6
The Deputy Minister for European Integration as a Head of Sector for Programming, Monitoring, and Evaluation of Technical and Financial Assistance of EU in the Ministry will chair the executive committee, which will consist in addition of one official representative each of UNDP, FOSI-ROM and Delegation of European Union (DEU) to Montenegro together with the Programme Manager and Core Technical Adviser of the CDU who will attend ex officio. Other funding donors for the CDP may exercise the option to be members of the Executive Committee.  Decisions will be made by consensus but the quorum will be constituted only when at least four members are present. The committee will meet at least twice a year. 

[image: image1]6.9 
Where the recruitment of experts is concerned, the Capacity Development Unit of CDP will make working arrangements with other similar programmes in the region of the Western Balkans, based on their commitment shared with Montenegro to strengthen administrative capacities in the western Balkans and accelerate the EU integration process. UNDP will use its experts rooster, its operational capacities, outreach, networks and knowledge to ensure a coherent approach and effective implementation of activities at the regional level. Partnership with European Union Delegation to Montenegro will ensure substantive consultation and information sharing with other PAR networks and knowledge resources.

6.10 The Capacity Development Unit (CDU) of the CDP will continue to be located in premises of the Ministry for European Integration. The CDU has established the following posts:

· Programme Manager,
 with responsibility to give overall management of the Programme; 
· Core Technical Adviser,
 with responsibility for strategic relations between the CDU-CDP, on the one hand, and both GoM and donors, on the other. 
· Project Managers with direct execution role on concrete projects,

· Programme Assistants with the role to provide administrative and financial support to Programme.
6.11
The Executive Committee will oversee the overall work of CDU which will assist the executive committee in its responsibility for provision of programme inputs. CDU has the following tasks:

· Efficient administration of the programme;

· Preparation and submission of annualy work plans, work reports and financial statements, along with other aspects of financial management;

· Implementation of work plans by the beneficiaries, in accordance with guidelines, benchmarks and criteria set out in this framework document and by decisions of the Steering Committee and Executive Committee;

· Support to the mobilization of additional resources, requiring the development of special resource mobilization documents and funding proposals;

· Support to expanding awareness and understanding of capacity development needs within government and of the CDP;

· Maintaining adequate records and documentation of programme activities

· Support communications and information sharing between CDP and other stakeholders;

· Preparations of the meetings of the Executive Committee and Steering Committee;

· Procurement of goods and services and the hiring of experts and consultants under the programme, and ensuring that these comply with the competitive procedures and standards of UNDP;

· Establishment and operation of administrative and financial procedures, which meet UNDP requirements for transparency and accountability.

6.12
The UNDP will continue in its role as Implementing Partner for the CDP.  As such, UNDP will be responsible for the recruitment and contracting of national and international experts, advisors and consultants, pursuant to decisions made by the Executive Committee. UNDP will also be responsible for procurement and other logistics and operational requirements of the CDP.
 CDU staff will be accountable for operations and logistics aspects to the UNDP Resident Coordinator a.i. through Team Leader for Democratic Governance.
6.13 Gender mainstreaming - Assessing barriers and opportunities of gender sensitive governance is of crucial importance because of the immediate influence of these institutions on men and women. A gendered analysis of governance immediately highlights the issue of participation and representation. Men and women have diversified interests in terms of their various identities as they are differentiated by class, age, ethnicity, place of residence, and gender, among others. Democracy requires each one of these interests to be represented. Gender differences may lead to a gender specific perception of certain social, political, and economic events. But neither gender group always shares the same interest, nor can we assume there is no differentiation within one gender group. However, in politics, a presumed “commonality of interests” between men and women as well as their needs and perspectives has often been used to legitimize an overwhelming presence of men in formal governance structures at the national level.
However, a gender analysis of political processes and policies reveals that men and women do not always share the same needs and perspectives, and that it is thus crucial that women be represented as well, so that their interests – as half of the population – are adequately addressed. Thus once this “commonality of interests” is challenged, a mandate emerges for more balanced participation of men and women to ensure that both genders participate in the decisions and actions that affect them. At the same time, it is crucial to understand that more balanced participation will not come about simply from a formal mandate or invitation to women. The systemic barriers that often keep women out of major public governance structures are profound, and must be addressed before any serious progress can be made.
It is therefore, crucial to ensure there are reforms in all government layers, to ensure they are more responsive, accountable, well resourced and focused on gender equality in their own practices, assessments, analyses and in the policies they produce as well as in the way they measure their impact. Therefore, UNDP will integrate within this programmatic intervention, gender sensitive approach, tackling issues of equality within institutional frameworks as well as within capacity development assessments and learning interventions.  
7.0
Main Risks

7.1
Previous phases of the CDP were effective in terms of risk assessment and mitigation strategies, and these strategies will continue in Phase Three (i.e. as discussed in Sections 4, 5 and 6).  

Table 1 identifies the main risks and potential mitigation measures.

Table 1.  Main Risks and Mitigation Measures

	Risk Area
	Risk Level and Mitigation Measures

	1.  Insufficient Funding
	HIGH.  Through its success and proven track record in Phase One and Phase Two, sufficient funding for at least initial activities is considered low, but may increase as the priorities and demands for resources escalate during implementation.  Because of that it is important that MEI, UNDP and DEU support resource mobilization, including access to funds from the IPA and the envisaged One UN Programme facility.  CDU should establish the strongest collaboration with MEI on this issue. 

	2.  Insufficient Absorptive Capacity within Government
	MEDIUM.  This is an ongoing risk that has been addressed as a formal objective of the CDP.  Emphasis will be given to identifying and filling capacity gaps that are of a short-term nature, with explicit plans for the exit of donor support.  Concerted efforts must be coordinated with government plans for civil service reform, particularly in establishing pay and remuneration levels consistent with the local market, to enhance the recruitment and retention of qualified civil servants.

	3. Results not Achieved
	MEDIUM.  As with any programme dealing with state administration reform plus the implementation of the SAA and the great demands and expectations made of it, there is a considerable risk that intended results will not be achieved within established timeframes.  To offset this risk, the CDP will not set unrealistic targets and goals, but will rather implement incrementally, focusing on smaller more focused projects, using experimentation wherever possible. Ongoing monitoring and evaluations will enhance overall performance, factor in learning to programme re-design when needed, and adjust plans to fit changing circumstances.

	4.  CDU “workload shift” from CDP Support to ad-hoc Support to MEI.
	MEDIUM.  Based on past experience, there is a medium risk that the CDU staff resources may be drawn away from formal CDP priorities and components to support other internal operational and administrative priorities of the MEI. It is understood that the MEI operating environment will be extremely dynamic and that some flexibility on the part of the CDU is required. The Executive Committee oversight will ensure that CDU staff and priorities will remain focused on the CDP and not used for unintended purposes.

	5.  Disconnect from Public Administration Reform and Other Strategies of the Government 
	LOW.  There is a risk that the CDP will become disconnected from the Government’s Strategy for the Reform of the State Administration as discussed in Section 2 of this document.  Having in mind that even the current focus on the new Reform Strategy/Agenda includes potential of the CDP assistance, this risk is medium.

	6.  Erosion of Government Ownership and Commitment to the CDP
	LOW.  The previous experience from CDP phases One and Two shows that this risk even in the period of reorganization of the structure of the GoM was not so high. As the CDU is set up within the MEI that enables daily communication and solving of the potential open question and issues, CDU will use this opportunity to ensure strong Governmental Ownership and Commitment to the overall CDP goals.


8.0
Programme Budget

8.1 This framework document sets out the broad scope, priorities and components for support to the government from the CDP.  Table 2 below presents a general allocation of budget across these programme components. The top priority as stated by the Minister for European integration is support to overall coordination process for further European Integration process.  The main areas of support are in components B and C dealing with concrete Ministries, policies, functional reviews and policy analysis respectively.  Considerable flexibility and responsiveness is required in each of these areas as specific projects / proposals would be developed according to the emerging priorities of the government.
Table 2.  Budget Allocation by Main Components of CDP- Phase Three
	Main CDP Programme Component and General Output/Result Areas
	Budget

Allocation

(US Dollars)
	% of

Total

	A.   Strengthening capacities of the GoM and its main coordination structure - MEI for efficient coordination and management of European Integration Process. Under this section CDP will be engaged in special arrangements for coordination of European integration process, including continuing implementation of the SAA and preparation for negotiation of the Accession Treaty (horizontal and vertical coordination structures, strengthening of EU units within each Ministry. Specific attention will be focussed on the Establishment of Aid Coordination and Management Institutional Framework and Mechanisms in Montenegro.
	700,000
	35

	B.   Continuation of ongoing projects and sub-projects such are:

· Strengthening capacities of Ministry of Finance to efficient management of public finance,

· Strengthening capacities of Ministry of Foreign Affairs to efficient management of Foreign Policy,


	1,000,000
	50

	C.   Support to functional reviews and related capacity assessments and capacity development.  This will consist of a continuing series of analytical and diagnostic analyses resulting in the production of reports, options and policy papers, plans and project proposals for areas that will be define in implementation of new PAR Strategy/Agenda. This section also includes Support to development and implementation of new PAR Strategy with focus on central government coordination functions: capacity assessments and capacity development for key inter-ministerial coordinating mechanisms.
	300,000
	15

	Total
	2,000,000
	100 %
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�   Letter dated December 23, 2009 to Mr. Alexander Avanessov, UN Resident Coordinator and UNDP Resident Representative to Montenegro from Dr. Gordana Djurovic, Minister for European Integration, Government of Montenegro. 


�         Letter dated February 18, 2010 to Mr Alexander Avanessov, UN Resident Coordinator and UNDP Representative to Montenegro from Mr Ivan Brajovic, Minister for Interior and Public Administration.


�      Impact Evaluation of the Capacity Development Programme in Montenegro, prepared by Bernard O’Sullivan, November 2009; Review of the Capacity Development Programme of the Republic of Montenegro submitted by FMP (Canada) Ltd. to the Executive Committee of CDP on 14 December 2004; Strengthening the Capacities of the Centre of Government in Montenegro, report prepared for the CDP by Michal Ben Gera, 5 October 2005; UNDP, Assessment of Development Results: Serbia and Montenegro April 2006.


� Review of the Capacity Development Programme of the Republic of Montenegro, op. cit., page 24, section 4.2


� “Importantly, the CDP was to retain its key success feature of flexibility in response to institution building needs.” Impact Evaluation of the Capacity Development Programme in Montenegro, prepared by Bernard O’Sullivan, November 2009, page 13.


�       The concrete Terms of Reference of CDP Programme Manager is attached as Annex 1 of this Programme documents. 


�       The concrete Terms of Reference of Core Technical Adviser is attached as Annex 2 of this document.


� It is expected that such functions could be in the future formally transferred to government and/or other delivered though other implementation modalities.
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