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AMG  Aid Management Guidelines

BFT*  Technical Advisory Service

CD Country Director

CIDA  Canadian International Development Agency
DAC Development Assistance Committee

DCCD Danidas Centre for Competence Development**
DKK Danish Krone

ERH Department for Business Cooperation and Technical Assistance
HQ Headquarters

ICT Information and Communications Technology
KVA*  Department for Quality Assurance

MDG  Millennium Development Goals

MFA Ministry of Foreign Affairs of Denmark

MRS*  Results Contract

PD Paris Declaration

PDB Project/Programme Database

PMF Performance Management Framework

PR Performance Review
PRS Poverty Reduction Strategy
TA Technical Advisor

ToR Terms of Reference

UDV*  Department for Development Policy
UMKC* MFA Competence Centre

VPA*  Annual Business Plan

WFP World Food Programme

* Acronym for the Danish term

**  Now UMKC

Note: The British spelling of decentralisation, decentralised, harmonisation etc. are used throughout this report
to be consistent with the spelling in the Paris Declaration.
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attention been given to the embassies activities outside the country programme notably
activities to support HQ functions and the impact these have on other embassy priori-
ties.

The Performance Management Framework provides a comprehensive framework for
reporting and accountability at all levels. Staff raised, however, concerns about the selec-
tion and use of the VPA indicators. The selection of one indicator (usually at the output
level) for each programme component is seen to be arbitrary and to provide information

of questionable validity. This output information is used by HQ to re ect progress with
respect to programme targets. However, embassy staff expressed concerns that the infor-
mation is not adequate to re ect programme performance with respect to development
results, yet reporting on development results is a key principle of the Paris Declaration.

Embassy Human Resources

The main human resource challenge in the decentralised model that has implications for
embassy staff capacities is that, with limited aid management activities being carried out

at HQ, there are limited opportunities at HQ for developing new aid management staff

prior to posting to embassies. Ironically, as a result of decentralisation, Danida needs staff
with more experience than it did prior to decentralisation. Yet accessing adequate
resources is a challenge because embassy managers do not have adequate authorities
under the decentralised model for the recruitment of posted staff. There were mixed

views from staff on the extent to which they have the skills necessary to do their jobs

with concerns expressed in two speci ¢ areas. Firstly, many staff indicated that they lack
the non-sector-speci ¢ skills (e.g. skills in policy dialogue, negotiation, institutional

capacity assessments) to respond better to the new effectiveness agenda. Secondly, posted
and local staff expressed reservations about the management skills of embassy managers,
particularly with respect to work organisation, communication and information sharing.
These reservations are shared, to some extent, by embassy managers, who indicated the
need for additional skill development in this area.

A range of training courses is available to embassy staff, including pre-departure training
for posted staff and an orientation course for new local staff. However, staff indicated the
need for more or improved professional development opportunities. Local staff noted
particularly the need for more professional development opportunities and posted staff
noted the need to improve the pre-departure training.

There has been a general decline in the use of Danish/international consultants, con-
tracted through the HQ Department for Business Cooperation and Technical Assistance,
for decentralised embassies. It is not known, however, why this is the case. It may have
been offset by an increase in local consultancies and/or national tender processes or it
may be that embassy staff experience increasing challenges in managing the consultancy
process. Although embassy staff indicated that they can contract international consult-
ants, there appears to be reluctance in some embassies, and among some embassy staff, to
make greater use of consultants. A number of embassy staff expressed the view that con-
tracting creates extra work for them, as consultants are not necessarily familiar with
Danida policies and practices and staff resources are required to identify suitable consult-
ants, develop ToR, select the consultants, manage the contract and monitor the consult-
ants work.
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The evaluation identi ed two sets of recommendations those targeted to other develop-
ment agencies that might be considering decentralisation of their operations and those
targeted to the MFA and Danida, in order to improve the current decentralised aid man-
agement model.

Recommendations for Other Development Agencies
Recommendation 1: It is recommended that other development agencies follow the good
practices identi ed in Danida s decentralisation, including ensuring that:

S 4HERE IS CLEAR AND CONSISTENT SENIOR MANAGEMEN
ensuring that this is communicated regularly to staff, both verbally and in the crea-
TION OF A SENIOR LEVEL GROUP TO SPEARHEAD THE PR
s 4HE PACE IN PREPARATION OF DECENTRALISATION IS |
DERAILED AND

S IPPROPRIATE POLICIES PROCEDURES AND TOOLS TO G
of programmes are in place and disseminated to staff before the decentralisation is
launched.

Recommendation 2: It is recommended that other development agencies considering
decentralisation ensure that:

S 4HE HUMAN RESOURCE IMPLICATIONS OF DECENTRALIS
RESOURCE STRATEGY IS PUT IN PLACE TO ADDRESS TH
s 4HE IMPACT OF DECENTRALISATION ON (1 OPERATIONS
REORGANIZATION IS CONSIDERED
S #OMMUNICATIONS WITH STAFF ON THE DECENTRALISAT
FROM DECENTRALISADIDREISSESTOGIEINGVAND ING NEEDS (
s OILOT PROJECTS WITH CLEAR OBJECTIVES ARE CARRI
LEARNED CONTRIBUTE TO THE DEVELOPMENT OF THE IN
S 4HE AGENCY ADEQUATELY DOCUMENTS THE DECENTRA
for evaluating the decentralisation process and outcomes and that this plan includes
a clear statement of the objectives of the decentralisation and criteria/indicators for
measuring the outcomes. In particular, it seems appropriate to do an evaluation
after two or three years of implementation, to identify and share best practices, as
well as to address the main challenges with the adopted decentralised model.

Recommendations for the MFA and Danida
Recommendation 3: It is recommended that the Aid Management Guidelines be revised
with a particular view to:

s &ACILITATING THE INTERPRETATION OF THE "UIDELINE.
age embassy staff to make use of national or joint formats/procedures for pro-
gramme preparation and implementation and to loosen the speci ¢ Danida require-
MENTS FOR JOINT PROGRAMME DOCUMENTS

s 40NING DOWN AND LIMITING THE RATHER DETAILED RE
$OCUMENT
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JNCLUDING ON THE !'-" WEBSITE MORE PRACTICAL EXANMN
practical programme implementation (e.g. how to prepare ToR and monitor exter-

NAL CONSULTANTS

S #LARIFYING EXPECTATIONS WITH RESPECT TO THE CR(
THE PRIORITY THEMES AND REDUCING THE REPORTING

S IPENING THE POSSIBILITY OF JOINT PROGRAMME REVIE
INCLUDE "&4 PARTICIPATION AND

S .O LONGER REQUIRING THE USE OF A SEPARATE $ANIS

joint reviews are carried out with other donors.

(7]

Recommendation 4: It is recommended that the current system for ensuring quality in
programme development be revised to encourage the involvement of BFT and/or other
technical experts earlier in the programme formulation process (at the design stage) and
encourage continuous use of BFT and/or other technical advice through:

s 2EPLACING THE CURRENT APPRAISAL PROCEDURE WITH
and/or a pre-appraisal mission during the programme design stage, which involves

NATIONAL AND DEVELOPMENT PARTNERS
S )N ADDITION TO THE SEMI ANNUAL VIDEOCONFERENCE:!

ment, establishing and communicating clear and exible mechanisms for embassy

and HQ staff to ensure continuous technical advice and support to embassies
THROUGHOUT THE PROGRAMME FORMULATION PROCESS

S JF NECESSARBANMB ERMBARBTSED PLANNING A "&4 DESK
programme approval.

Recommendation 5: It is recommended that the MFA reassess the use and usefulness of
the VPA indicators in order to improve its ability to report on Danida s development

results.

Recommendation 6: It is recommended that the MFA develop a human resource strategy
that explicitly considers:

S 4HE REQUIREMENTS OF AND SUPPORT FOR MANAGEME

S Il MORE DIRECT AND TRANSPARENT INVOLVEMENT OF E|
MENT PROCESS FOR POSTED STAFF
S ' MORE INTEGRATED APPROACH TO RECRUITMENT AND

S #LARIICATION OF THE ROLES AND RESPONSIBILITIES B
staff professional development.

Recommendation 7: It is recommended that the MFA strengthen professional develop-
ment by ensuring that:

s OROFESSIONAL DEVELOPMENT OPPORTUNITIES ARE CO
MRS/VPA process, including, for example, allocating resources for the systematic
MENTORING OF NEW POSTED AND LOCAL STAFF

S %MBASSY MANAGEMENT PROVIDES THE TIME AND EQUI
ACCESSING PROFESSIONAL DEVELOPMENT OPPORTUNIT

s -ORE FREQUENT REGIONAL EXCHANGES OF EXPERIENC

10
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Recommendation 8: It is recommended that the MFA take a more differentiated

approach to the planning and allocation of HQ resources for technical support and qual-
ity functions for embassies and that this be based on an assessment of the speci ¢ compe-
tence gaps.

Recommendation 9: It is recommended that the MFA encourage and facilitate a more
strategic use of external consultants to Il current competence gaps at the embassies
through, for example, instituting an annual planning process for the use of consultants
and encouraging the use of framework contracts, particularly in embassies that are cur-
rently making only limited use of this modality.

11
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This report re ects the results of an evaluation of the Danish Ministry of Foreign Affairs
(MFA) decentralisation of bilateral aid management. The MFA had been discussing the
option of decentralising aid management for at least a decade discussions that paral-
leled Denmark s engagement in the development of the new aid effectivendss agenda.
In 2003, these discussions cumulated in a decision to decentralise the management of its

bilateral aid to embassies in selected partner calintries.

The objective of decentralisation was to improve the quality of Danida s development
programming in programme countfieBhe key components of decentralisation
included:

S

$EVOLVING PROGRAMME FORMULATION AND IMPLEMEN"
embassy level, by giving embassies the authority for the preparation and implemen-
tation of programmes within the context of approved Country Strategy and budget
FRAMES STRENGTHENING THE EMBASSIES RESPONSIBI
(1 AND SERVICING THE $ANISH POLITICAL SYSTEM ANI
$EVOLVING INCREASED ADMINISTRATIVE RESPONSIBILI
THE EMBASSIES ADMINISTRATIVE BUDGETS LOCAL STA
OROVISION OF (1 SUPPORT AND QUALITY ASSURANCE |
through the existing technical advisory services unit (BFT) (including responsibil-
ity for programme appraisals), the creation of a Programme Committee and the
DEVELOPMENT OF A NEW QUALITY CONTROL ASSURANCE
BTRENGTHENING PROFESSIONAL DEVELOPMENT THROL
development cen®do design tailor-made and targeted training for all staff, as well
as increase the use of new information technology tools for learning, especially for
posted staff.

After ve years of operations of the decentralisation approach, the MFA decided to con-
duct an evaluation of the current approach.

2)
3)

4)

5)

12

For a more complete discussion of the history and process of decentralisation, see Chapter 2.

This included the following countries known as programme countries : Bangladesh, Benin, Bolivia,
Burkina Faso, Ghana, Kenya, Mali, Nepal, Nicaragua, Tanzania, Uganda, Vietham and Zambia.
Management in South Africa (a non-programme country) was also decentralised in 2003.
Decentralisation was later extended to the programme country Bhutan and to other countries as
capacity was developed. The latest embassies to be decentralised were in China and Ethiopia.

The term Danida is used to refer to the MFA s development assistance activities. The South Group is
the unit at the MFA that is responsible for development assistance activities. The terms programming
and programme are both used in this report. The term programme refers to the sum of Danida s
development activities in a given country. The term programming refers not only to the substance of
the programme, but also to the way in which the programme is developed and implemented. As such, it
includes the ways in which embassy staff interact with national and development partners.

This centre was originally called Danida s Centre for Competence Development (DCCD). It is now
called the MFA Competence Centre (UMKC).
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The evaluation was instigated, at least in part, by a recommendation in the Development
Assistance Committee s (DAC) 2007 Peer Review of Danish development cooperation. It
noted that It would be useful for Denmark to undertake some comprehensive lessons
learned analysis that could be subsequently shared with colleagues in®HecRAC.

ever, it was also identi ed by the MFA as an opportunity to highlight any areas for im-
provement in the decentralised model. As a result, the two evaluation objectives were to:

s ISSESS IN VIEW OF THE EVOLVING INTERNATIONAL AIL
Declaration, and based on ve years experience with a decentralised Danish aid
management, the possible need for adjustments in the current decentralised aid
management and to make concrete and realistic recommendations on these adjust-
MENTS AND

s J)DENTIFY AND ANALYSE THE PRINCIPAL LESSONS AND
process that may have general interest and applféability.

The evaluation Terms of Reference (ToR) are provided in Annex 1.

.FUIPEPMPHZ

The evaluation was carried out between June 2008 and May 2009 by a consortium of
two rms: Goss Gilroy Inc. (Canada) and Orbicon A/S (Denmark). The evaluation
team included three staff (including the team leader) from Goss Gilroy Inc. and one
from Orbicon.

The evaluation included ve lines of evidence:

s ' LITERATURE DOCUMENT AND DATA REVIEW THAT INC
decentralisation and a review of background documents on Danida, recent reviews
of Danidas aid management and its programming and operational guidelines. The
team also collected some administrative data to re ect Danida s decentralised oper-
ATIONS
s #ASE STUDIES IN IVE PROGRAMME COUNTRIES "URKIN
and Zambia), which included a review of country-speci ¢ documents and inter-
views with Danish embassy staff and national government and development part-
NERS )N EACH CASE STUDY BETWEEN & AND INDIVID
s IN E MAILED MANAGEMENT QUESTIONNAIRE FOR AMBAS
embassies of programme countries that were not included in the sample of case
study countries. Responses were received from seven individuals, covering six
EMBASSIES

6) Development Co-operation Review, Denmark, Development Assistance Committee, 2007, p. 36.

7 Consultancy Services Tender Dossier: Evaluation of the Decentralised Danish Aid Management ,
MFA, Danida, April 2008, Appendix B, p. 42.

8) Zambia was the pilot case study country and three team members participated in this case study. In all
other countries, two team members conducted the case study. The Head of the MFA Evaluation
Department accompanied the team on two case studies.

13



*OUSPEVDUJPO

S IN ONLINE SURVEY OF THE PROFESSIONAL POSTED ANI
decentralised programmes. The team received 109 responses, which represents a
RESPONSE RailE OF

S JNTERVIEWS WITH SENIOR MANAGERS AT (1 AND WIT
for International Development Cooperation (Bo®id)hese interviews were con-
ducted after the case studies and surveys to complement the information from these
other lines of evidence.

Details of each line of evidence are provided in Annex 2.

As with any evaluation, there are limitations to the extent that the methodology can
address the evaluation issues. There were three key limitations to the data collection and
analysis and the development of recommendations for this evaluation: the extensive use of
QUALIDATFWETOBERONF O HARIS E SGWHMDATN A G ONFE N TS IHD

and changes to Danida s aid management structures and operations currently underway.

Use of Qualitative Data

With the exception of the online survey, all lines of evidence involve essentially qualita-
tive data and have the limitations that are common to all qualitative data. The evaluation
relied heavily on the ve country case studies, which involved interviews with key
informants and allowed the evaluation to take into account different perspectives on
Danish aid management including both those of embassy staff and their in-country
partners. However, given the rotation of posted embassy staff, both at Danida and among
development partners, and turnover in government staff, there was limited opportunity

to interview staff who had experienced Danish aid management prior to decentralisation.
It was also a challenge to obtain the same type of information from all embassy or part-
ner staff, as embassies were in different places in the programme cycle or in the imple-
mentation of the Paris Declaration.

S5NDERSTANDING HOW THE QUALITATIVE DATA WAS INTERP
this evaluation report. When the report refers to embassy staff , it includes manage-

ment, posted and local staff, as well as contracted embassy staff. (However, much of the
guantitative analysis actually compares the response of these groups: management, posted
(including international contracted staff) and local staff.) Comments relating to one spe-

ci ¢ group within these groups are speci cally identi ed.

In the qualitative analysis, it is not possible to say how many respondents raised an issue
(particularly since some interviews were conducted in groups). Given the nature of quali-
tative research (for example, the selection of interview respondents was not random, but
rather based on recommendations of embassy staff and largely in uenced by respondents
availability), it is not appropriate to attempt to quantify information from the case study
interviews. The information from the interviews on speci c issues was assessed according
to two key factors. The rst was the circumstances in the country (for example, whether
the staff had recent experience with the programme formulation process, the extent of
implementation of the Paris Declaration). The second was the extent to which the

9) Unless otherwise speci ed, all graphs in the report are based on data from the online survey.

10) The Board includes representatives of various groups in Danish society (including business, labour
associations, universities and non-governmental organisations) and provides independent advice to the
Minister for Development Cooperation. It operates within the political guidelines de ned by Parliament
and the Government.

14
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respondent had direct knowledge of the issues being assessed (for example, ambassadors
commenting on relations with HQ, development and government partners talking about
recent experience with programme formulation processes). These factors in uenced how
the qualitative information was treated.

Although it is not possible to quantify the interview responses, the report does identify,

for key issues, the number of case studies in which a given issue was raised, which pro-
vides an indication of the representativeness of the evaluation ndings. In addition, the
results of the online survey were used to substantiate issues raised in the case studies. The
high survey response rate provides a high level of con dence in the results.

Confounding Factors

There are many other changes, beyond decentralisation, that had an impact on the effec-
tiveness of Danish aid management, including the Paris Declaration and resource
changes in the Danish government. The implementation of the Paris Declaration princi-
ples may have in uenced the way in which Danish aid is managed, as much as the proc-
ess of decentralisation itself. Similarly, as the MFA was preparing the decentralisation of
aid management, the Danish government was implementing resource cuts in many min-
istries. The cuts that the MFA had to make had an impact on the resources for aid man-
agement, both at HQ and in the embassies, and potentially on decentralised aid manage-
ment. As a result, it was dif cult to attribute changes in the perceptions of Danish aid
management solely to decentralisation.

Ongoing Changes to Danidas Aid Management

As the evaluation was underway, Danida was discussing and implementing changes to its
structures and aid management operations. As this report was being nalized, changes
were made to the organization of HQ structures that support the decentralised embassies
and changes were being made to the Aid Management GuidelinesNAN&Ghis

did not have an impact on data collection, which preceded these changes, it did have an
impact on the evaluation report. The evaluation cannot assess the impact of the recent
changes and the evaluation recommendations do not necessatrily re ect the recent deci-
sions.

The evaluation addressed these limitations as well as it could and so, in spite of the limi-

tations, the evaluation report provides a good assessment of decentralised Danish aid
management.

15
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The team conducted a limited review of the literature on decentrafisEtiefiew

articles that were found provided background to the concepts of decentralisation and
assisted in the identi cation of criteria for assessing decentralisation. However, one spe-
ci c report a review of the decentralisation of the World Food Programme (WFP)
provided speci c insights into the strengths and challenges in the decentralisation of an
aid management organisati®rSome observations from this review have been inte-
grated into this report.

In the literature, the distinction is usually made between decentralisation and deconcentra-
tion. Administrative decentralisation seeks to redistribute authority, responsibility and
nancial resources for providing public services among different levels of government. It
is the transfer of responsibility for the planning, nancing and management of certain
functions from the central government to eld units of government agencies, subordinate
units or levels of governméi.Whereas deconcentration only concerns relations

between central level organs and their lower tiers. Deconcentration means that decision-
making remains at the center, the other levels of government being limited to transmit-
ting orders and implementing decisions. Though decisions regarding crucial issues are
made at the center, the levels with deconcentrated authority can by delegation, make
decisions concerning less important is$dike$s important to note that, according to

these de nitions, the objective of the Danish decentralisation was clearly decentralisation
and not simple deconcentration.

A number of rationales are presented for decentralisation. Economists justify decentrali-
zation on the grounds of ef ciency. The rationale is that decisions about public expendi-
ture that are taken by a level of government closer, and more responsive, to a local con-
stituency are more likely to re ect the demand for local services than similar decisions
taken by a remote central governnieéhthis suggests that one criterion for assessing

the effectiveness of Danish aid management decentralisation should be the extent to
which the aid management is more responsive to local needs.

11) The team found limited literature on the decentralisation of aid management. Most articles and reports
identi ed that were related to development and decentralisation focused on the role of development
assistance in the decentralisation of the delivery of public sector services in developing countries. The
team also identi ed general public service management literature that dealt with the issues of
decentralisation, but found it to be of limited value for the purpose of this evaluation.

12) Full Report of the Review of WFP s Decentralization Initiative , Of ce of Evaluation, WFP, May-

June 2003. The most signi cant difference between the MFA and WFP decentralisation was that WFP
out-posted its regional bureaux. http://documents.wfp.org/stellent/groups/public/documents/reports/
wfp022508.pdf

13) A History of Decentralisation, The Online Sourcebook on Decentralization and Local Development,
Center for International Earth Science Information Network (CIESIN), Columbia University, http://
www.ciesin.org/decentralization/English/General/history_fao.html

14) Ibid.

15) Rationale for Decentralization , The Online Sourcebook on Decentralization and Local Development,
Center for International Earth Science Information Network (CIESIN), Columbia University, http://
www.ciesin.org/decentralization/English/General/Rational.html

16
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This link between decentralisation and more responsive services is made clearer in the
context of aid management in the working paper, Reforming the international aid archi-
tecture: Options and ways forward. It suggests that a strong rationale for decentralized
aid management is the adoption of harmonized practices and of the new paradigm in
development cooperation based on donor coordination and country ownership. It is also
viewed as a response to increasingly high transaction costs for all concerned, particularly
between 1995 and 2004, and the overall complexity of the aid ¥ySieislink

between decentralisation and Paris Declaration principles of alignment and harmonisa-
tion is found also in a concept note prepared for an evaluation of the decentralisation of
the African Development Bank. It notes that:

Intermediate gains arising from the Decentralisation Strategy would be ré%cted in

' FOSTERING OF COUNTRY OWNERSHIP

IN UNDERSTANDING OF CLIENT NEEDS THROUGH PROXI
4AKING LEADERSHIP ON 'FRICA S DEVELOPMENT THROL

nunununnonuon

S3TRONGER ALIGNMENT HARMONIZATION AND PARTNER
BIGNIICANT IMPROVEMENTS IN THE QUALITY OF THE PC
' STRENGTHENED FOCUS ON RESULTS PROVIDING A ST
'"REATER DEVELOPMENT EFFECTIVENESS ENHANCED C(

ment from Bank lending and non lending operations)
S JNCREASED RESP®NSIVENESS TO CLIENTS

This suggests that the extent to which decentralisation of aid management contributes to
the implementation of the Paris Declaration principles (including increased understand-
ing of client needs, country ownership, alignment, harmonisation and partnership,
mutual accountability, increased responsiveness to clients) would be another criterion for
assessing the effectiveness of decentralised aid management.

The literature also identi es a range of principles or conditions for decentralisation
highlighting the importance of adequate structures, tools, resources and accountability
mechanisms for effective decentralisation. The assumption of new responsibilities

16) OECD/DAC (2004) Survey on Progress in Harmonisation and Alignment: Explanatory Note on the
Questionnaire. Paris: OECD/DAC. In Working Paper 278, Reforming the international aid
architecture: Options and ways forward , Simon Burall and Simon Maxwell with Alina Rocha
Menocal, Overseas Development Institute, London, UK, October 2006, p. 1-2. Note that, although

changes in transaction costs would make a very good indicator of the success of decentralisation, there is

not adequate historical data on programme and embassy management costs to include this as an
indicator.

17) In July 2008 Operational Resources and Policies Department provided for the Board the results of an
initial assessment of the impact of the decentralisation strategy on portfolio quality and country dialogue
(Impact of the Decentralisation Strategy on Country Dialogue and Portfolio Quality). This drew on a

set of performance indicators (and associated data sets) approved by the Board in 2005 and looked at the

experience of the 13 eld of ces which have been in operation for more than 12 months as of December
2007. This provides the evaluation with a potentially valuable source of data on a number of the above
progress indicators.

18) Evaluation of the Decentralisation Strategy and Process of the African Development Bank: Concept
Note , Operations Evaluation Department, 22 October 2008, p. 6.

17
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through decentralization often requires improved planning, budgeting and management
TECHNIQUES AND PRACTICES THE ADOPTION OF NEW TOO
human resources to operate the decentralized progréth@&meslar requirements are

picked up in a report to the DAC Working Party on Aid Effectiveness. Measures needed

may vary from organizational re-structuring to the development of clear policy guide-

lines, or from a review of existing procedures to formal and informal individual incen-

tives which reward practical efforts to promote harmoniZ&tion.

The importance of accountability was highlighted in a review of structures for the deliv-
ery of decentralised military health care services. Although much of this review is not rel-
evant to aid management decentralisation, its comments on monitoring and evaluation in
decentralised structures are relevant. Centralized and decentralized organizations moni-
tor performance as part of their continuous improvement processes, and decentralized
organizations rely on monitoring to ensure that local decisions are consistent with corpo-
rate goals’d)

The indicators used to review progress in WFP s decentralisation re ected comparable
key features of effective decentralisation, including:

S .EW DELEGATED AUTHORITY IN PLACE AND BEING USEL
ENSURE ACCOUNTABILITY

.EW NORMATIVE GUIDANCE FOR IELD OPERATIONS
JMPROVED INFORMATION AND TECHNOLOGY SYSTEMS
"ETTER VERTICAL AND HORIZONTAL COMMUNICATIONS
% XPANDED TRAINING TO SUPPORT NEW ROLES
STREAMLINED PROCESSES AND PROCEDURES

-ORE REGIONAL MEETINGS AND VISITS TO AND FROM R
#ROSS FERTILISATION22DF IDEAS AND APPROACHES

nounununnonuon

19) United Nations (DDSMS and UNDP), Report of the United Nations Global Forum on Innovative
Policies and Practices in Local Governance , Gothenburg, Sweden, 23-27 September 1996, Ref St/Tcd/
Ser.E/46, P. 26, cited in Decentralization: A Sampling Of De nitions (Working paper prepared in
connection with the Joint UNDP-Government of Germany evaluation of the UNDP role in
decentralization and local governance), October 1999, p. 2

20) Incentives For Harmonisation And Alignment In Aid Agencies: A Report to the DAC Working Party
on Aid Effectiveness, Paolo de Renzio with David Booth, Andrew Rogerson, Zaza Curran, Overseas
Development Institute, London, November 2004, Executive Summary, p. i.

21) Reorganizing the Military Health System: Should There Be a Joint Command? Susan D. Hosek, Gary
Cecchine, RAND, p. 84 http://www.rand.org/pubs/monograph_reports/MR1350/

22)  Full Report of the Review of WFP s Decentralization Initiative , p. 2. Other indicators were included
but were of less relevance to Danida, given that it does not have the resource mobilisation responsibilities
that a United Nations agency does.

18
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This information from the literature, combined with the evaluation teams knowledge of
organizational theory and experience with development programming, led the team to
develop a set of inter-related criteria for assessing the effectiveness of the decentralised
Danish aid management. The criteria re ect what is required for effective decentralised
management:

s IDEQUATE AUTHORITIES AND TOOLS POLIGIES GUIDEL
gramme design and implementation to meet country needs, while still maintaining
QUALITY IN PROGRAMMING

S IDEQUATE MECHANISMS FOR QUALITY CONTROL AND AC
programming and compliance with the guidelines/procedures. This includes the
establishment of accountability mechanisms to plan and measure results and moni-

TOR EMBASSY MANAGEMENT AND PROGRAMMING AND

S l1UALIIED EMBASSY HUMAN RESOURCES INCLUDING AD
and professional development processes for management, posted and local staff and
access to HQ technical assistance.

These criteria are based on the espoused principal objective of the decentralisation of
Danish aid management to improve the quality of Danish aid programming, through
the devolution of programme decision-making to the embassy level. The literature identi-
es the importance of decentralisation to respond more effectively to local needs and to
contribute to the Paris Declaration principles of alignment and harmonisation. Yet, it is
not possible to assess whether decentralisation has improved the quality of Danish aid,
since there are no agreed-upon indicators for what constitutes quality in Danish aid
programming or in development programming, in gefi@tadwever, for the pur-

poses of this report, the assumption is made that greater adherence to the principles of
the Paris Declaration particularly the principles of ownership, alignment and harmoni-
sation processes in partner countries will, in itself, raise the quality of Danish develop-
ment aid.

The evaluation team is aware that, at times, adherence to the Paris Declaration principles
may not be consistent with some de nitions of quality. For example, promoting greater
country ownership of development programming and programmes may mean that a
development agency has to be willing to accept initially a lower level of quality, as de ned
by the standards of quality that it might pursue if it was developing and implementing its
own programmes. A senior HQ manager pointed out to the team that Denmark is recog-
nized as one of the strictest donors, with higher quality standards than some other devel-
opment partners. He suggested that this is re ected in Danidas strict nancial guide-
lines, espoused zero tolerance for corruption and the use of Danish technical assistance.
Even though the concept of quality in Danish programming may, at times, be at odds
with the principles of the Paris Declaration, there were no other indictors that could be
used as proxies for improvements in the quality of Danish aid management.

23) The review of the World Food Programmes decentralisation noted that Decentralization is relatively
recent, and standard measures of programme quality are under development, so we did not try to assess
the impact of decentralization on programme quality. Instead, we focused on activities, intermediate
results, and the mechanisms that should be in place and working for decentralization to succeed. ( Full
Report of the Review of WFP s Decentralization Initiative , p. v.) A similar approach was adopted for
this evaluation.
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The speci ¢ indicators used to assess each criterion are outlined in the annex on the eval-
uation methodology (Annex 2). The indicators are based on those proposed in the incep-
tion report for this evaluation, but modi ed to address the speci c criterion identi ed
through the literature review and take into account the availability of data.

&WBMVBUJPO 3FQPSU OVUMJOF

The three criteria provide the overall framework for the analysis of the evaluation nd-

ings in this report. However, the criteria are inter-related, as the operation of the decen-
tralised model is based on a complex set of interactions between authorities, quality con-
trol mechanisms and resources. In order to provide a clear structure for reporting, each
criterion is the subject of a separate chapter. Following an analysis of Danidas process for
decentralisation (Chapter 2), the report presents the team s analysis of the results of all
lines of evidence with respect to:

S I'UTHORITIES AND TOOLS #HAPTER
S 1UALITY CONTROL AND ACCOUNTABILITY MECHANISMS
S %MBASSY HUMAN RESOURCES #HAPTER

Each of Chapters 2-5 includes:

S ' DESCRIPTIVE SECTION THAT SUMMARIZES THE CURRE
PRIMARILY FOR THE BENEIT OF EXTERNAL READERS

S 'N ANALYSIS OF THE ISSUES ASSOCIATED WITH EACH C

S ' SUMMARY OF THE KEY INDINGS FOR THE CHAPTER

The report ends with a chapter of conclusions and recommendations (Chapter 6).
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In 2003, Denmark decentralised the management of its bilateral aid to embassies in

selected partner count@sThis chapter describes the decentralisation process and

analyses the factors that contributed to the decentralisation of bilateral aid management.

The chapter is divided into three sections: a description of the process leading to the

DECENTRALISATION IN SECTION AN ANALYSIS OF T
ECTION AND A SUMMARY OF THE KEY INDINGS 3ECT

%FTDSJQUJPO PG %FDFOUSBMJTBUJPO 1SPDFT"

According to a background paper prepared for this evaluation, the roots of decentralisa-
tion at Danida can be traced back at least a dé®ddewever, the recent decentralisa-

tion process began in 1999. In the 2000 Danida overall strategy for development cooper-
ation outlined in Partnership 200@nmark con rms its commitment to the principles

of country ownership and harmonisation, even though these were only formally adopted
by the broader development community in the Paris Declaration in 2005. The strategy
con rms the intention to strengthen partnerships with institutions in programme coun-
tries, which requires the ability and will to engage in effective dialogue at the country-
level. For Denmark, this means that there must be adequate decision-making authority
at country level to enable Denmark to operate as a exible and credible negotiating part-
ner. There are weighty grounds for a further decentralisation of competence from the
Ministry of Foreign Affairs to the embassies. The principle should be that all daily
administration of development co-operation is delegated to the respective embassies.
The task of the Ministry of Foreign Affairs is to ensure co-ordination, compliance with
strategies and objectives and the provision of specialist support and dialogue when
necessary) So, already in 2000, Danida had committed formally to the decentralisa-
tion of operations to the embassy level.

Again, in a background paper prepared for the High Level Forum on Harmonization in
Rome in 2003, the MFA noted that it had embarked upon a comprehensive decentrali-
sation of the management and administration of Danish development cooperation to the
Danish representations in the partner countries. After several years of piloting, the decen-
tralisation will be fully implemented by 1 September 2003. The key motive to the decen-
tralisation is to bring the decision-making processes closer to the partners, thereby facili-
tating harmonisation efforts at the national level and, in so doing, improving the quality
and ef ciency of the Danish supported programtfi€Bhe decentralisation process was

24) This included the following countries known as programme countries : Bangladesh, Benin, Bolivia,
Burkina Faso, Ghana, Kenya, Mali, Nepal, Nicaragua, Tanzania, Uganda, Vietham and Zambia.

In addition, decentralisation was implemented at the time, in some non-programme countries South
Africa, Thailand, Malaysia, Gaza/West Bank, and Indonesia.

25) Danida Decentralisation of the Danish Aid Management: A Preliminary Analysis Background Paper ,
March 2008, COWI, p. 4-5. Much of this section on the process of decentralisation is based on
information from this background paper.

26) Partnership 2000: Denmark s Development Policy: Analysis MFA, Danida, October 2000, p. 129.

27) High Level Forum on Harmonization in Rome 24-25 February 2003: Denmark s strategy towards
harmonization of donor aid , p. 1.
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running in parallel to the development of the aid effectiveness agenda which was for-
mally adopted in the Paris Declaration on Aid Effectiveness in 2005. This reaf rmed the
international community s commitment to harmonise and align aid delivery and
included a commitment to take effective action to address remaining insuf ciencies in
the delegation of authority to donors eld st8if.

Rationale for Decentralisation

While there was no formal analysis of the need for decentralisation of Danish aid man-
agement, a background paper prepared for this evaluation and the interviews conducted
by the evaluation team indicate that the rationales included:

S

A4HEORETICAL CONSIDERATIONS BASED ON THE BENEIT
literature. Although the author notes that it is not clear to what extent Danida s
decentralisation was guided by theoretical considerations, the document suggests
THAT AT LEAST SOME THEORETICAL ASPECTS DID INFOF

ITHER hLIKE MINDEDvVv DEVELOPMENT AGENCY PARTNER
Sweden) had already decentralised their operations in order to promote local owner-
ship of development assistance by national governments and better harmonisation
OF DONOR ASSISTANCE

4HE IELD EXPERIENCE OF $ANIDA STAFF SUGGESTED T
to avoid duplication and heavy administrative procedures and was key to effective
AID MANAGEMENT

4HE CHANGING CONTEXT FOR THE DELIVERY OF AID RE
The advent of sector-wide programming, which brings together stakeholders at the
country level (national governments and donors) to develop joint programmes,
required a local Danish presence with the authority to engage in policy dialogue
and develop common programmes and monitoring mechanisms. As noted above,
Denmark was a strong supporter of the new aid effectiveness agenda and its call for
INCREASED DELEGATION OF AUTHORITY TO IELD STAFF

4HE NEED FOR ADMINISTRATIVE STREAMLINING AS NO
elected Liberal/Conservative government and the State Afiditors.

Process and Timelines for Decentralisation

The decentralisation process began in 1999 with the establishment of an internal working
group to formulate a number of recommendations about the possibilities to increase the
embassies independent competence in connection with the administration of Denmark s
development assistaf®d¢See Box 1 for a summary of the timelines.) When the work-

ing group released its report in August 1999, it supported decentralisation because it felt
that the quality of aid may be improved if decisions are taken closer to the level of
delivery3d and proposed the establishment of pilot projects to test the approach.

28)
29)

30)

31)
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Paris Declaration on Aid Effectiveness , March 2005. p. 2.

Danida Decentralisation of the Danish Aid Management: A Preliminary Analysis Background Paper ,

p. 4-8. The paper cites speci cally a notits prepared for participants in a bilateral seminar held in June
2001 that outlined the rationales for decentralisation (p. 21). The paper also notes that a letter, dated

10 January 2001, responding to the State Auditors, notes that the MFA expects to be able to establish a
system of decentralised administration of the aid management based on one-year contracts with the
Ambassadors from 2002 (p. 33).

Ibid, p. 9. Quoted from ToR for the internal MFA working group on decentralisation of aid

management (S.1, 4 June 1999.)

Ibid, p. 9.
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In October 1999, the decision was made to conduct pilot projects in four embassies and
the pilots were launched in February/March 2000. Although they were expected to last

for one year, they were ultimately extended until July 2001. The overall principles for the
pilot projects were exibility, sparring-partner concept, long-term perspective, incentives
and motivation, training and job content, monitoring, and use of4@fe speci ¢

terms of the pilot projects were de ned in the results contracts between HQ and the pilot
embassies.

After the rst four months, an assessment of results indicated that decentralisation was
effective but that adjustments to the procedures were necessary. According to the back-
ground paper, this suggests that management in Danida had already decided that decen-
tralisation would be rolled out to all the relevant embassies. Moreover, the interviews
conducted by the author of this background report clearly indicate that the pilot project
was not meant as an input to the process of deciding whether to decentralise, but rather
to clarify how this was to be done and as a means to build supportftiiswas

con rmed in interviews for this evaluation, as was the observation that there was no sys-
tematic and comprehensive assessment of the lessons learned from the fflot project.
Indicators for measuring the success of the pilot projects were developed and a mid-term
evaluation was planned for mid-280Although no formal evaluation was conducted,

the embassies did provide informal feedback on their experiences with the pilot
projects$®) According to interviews for this evaluation, the pilot projects had only a lim-
ited in uence on the decision to decentralise but did contribute to the development of the
decentralised model.

In 2002, the Task Force on Increased Decentralisation of the Bilateral Assistance was set
up to prepare a concrete proposal for increased decentralisation within the existing per-
sonnel and budgetary frameworks. The wider purpose of this was to improve the quality
of aid and establish a more effective and streamlined administration®6f Thiel].

Task Force was small, but included two representatives from the eld. At that point, it

was clear that decentralisation had the support of Danida s senior management and
would proceed.

32) Ibid, p. 10. ICT is Information and Communications Technology.

33) Ibid, p. 11.

34) Ibid, p. 32, 33.

35) Ibid, p. 33. The three indicators included: (1) extent to which the delegated opportunities were used;
(2) the simpli cation of aid administration; (3) the quality of aid (including the degree of job
satisfaction). Taken from Danida Decentralisation of the Danish Aid Management: A Preliminary
Analysis Background Paper, p. 10.

36) See Danida Decentralisation of the Danish Aid Management: A Preliminary Analysis Background
Paper. . According to the background paper, the notits prepared for the prepared for participants in a
bilateral seminar held in June 2001 indicated that since the last meeting of the bilateral group in August
2000, there had been no systematic review of experiences from the pilot project (p. 21). It goes on to note
that all four embassies had used their delegated authorities (except the reallocation among components of
Sector Programme Support), three embassies identi ed that aid management was simpli ed (especially
in recruitment of consultants). But all embassies indicated that it was too early or too dif cult to
measure the quality of aid. However, they reported improved job satisfaction among staff (p. 32).

37) Danida Decentralisation of the Danish Aid Management: A Preliminary Analysis Background Paper.
Quoted from the Terms of Reference for the Task Force on Increased Decentralisation of the Bilateral
Assistance (5 July 2002).
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In November 2002, a proposal for decentralisation, based on the principle of cost neu-
trality in terms of wages and operational costs, was submitted to the Minister for Foreign
Affairs. Two days later, Danida management and staff were invited to an information
meeting at which the Head of the South Group clearly indicated that work on decentrali-
sation had been underway for a number of years, but that the MFA was ready now to
take the full step towards decentralisation in order to respond to the pressures for greater
ef ciency in the public sector. He also stated that:

It is important to stress that decentralisation is not an element of the general round of budget
cuts. On the contrary, it is a forward looking initiative danglman South Group that

both enhances the ef ciency of administrative processes and makes space for new and exciting
tasks both at the embassies and &home.

Danida staff were invited to submit written comments to the Head of Bilateral
Cooperation by December 2682.

There were reportedly initially strong objections to decentralisation, primarily from the
regional departments and the Technical Advisory Service (BFT). However, the back-
ground paper indicates that, at least in writing, the opposition was more muted:

BFT mentioned that while most of its staff supported increased decentralisation, many BFT
staff members found that the considerations behind and reasons for the chosen decentralised
model were not suf ciently nuanced. In particular, BFT pointed out that the working group s
concept of quality was unclearly de ned in the report and that the improvement of quality
seemed to be based upon assuffiptions.

However, others felt that, based on the experience of the pilot projects, the proposed
changes were not radfal.

Following an assessment of aid management policies and procedures, based on the expe-
rience of the decentralised model in Hanoi, the decision was made, in May 2002, to
develop the AMG. A Working Group to develop these was set up in July 2002. The
Working Group, which worked on the AMG for ten months, involved about ten HQ

staff, with two or three staff members working on them full-time for some time.

Although the Working Group involved only HQ staff, embassies and other HQ staff

were consulted in the development of the AMG by being asked to comment on draft
products. At the same time, they were indirectly commenting on the decentralised model
because it was in the AMG that the speci cs of decentralisation were re ected.

In September 2002, the Task Force produced an ideal model for decentralisation. This
was revised and a nal model presented in October. The model included an ideal staff-
ing for decentralised embassies, based on the premise that the country desks and BFT
would be reduced by about 30-45 4&ffiterviews indicated that the model for embas-

38) Ibid, p. 12-13. From speaking notes prepared for the Head of the South Group for the meeting on
22 November 2002. Underlining shown also in the source.

39) |Ibid, p. 12.

40) |Ibid, p. 9. BFT s comments (dated 18 December 2002) to the report from the Task Force on
Decentralisation (2002).

41) Ibid, p. 37. From written comments provided to the Task Force by the embassy in Cotonou.

42) Ibid, p. 23-24.
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sies included a nancial of cer for each emB&ssynacro-economist for embassies pro-
viding budget support and one posted and one local staff person for each major pro-
gramme. Interviews conducted in the case studies indicated that, as a result of further
government cuts, this model was not fully implemented. Some, but not all, embassies
received one additional staff peféon.

In January 2003, management of the South Group announced the decision to proceed
with decentralisation.

In March 2003, a new Department for Quality Assurance (KVA) was established to
ensure HQ monitoring of decentralisation. A main function of KVA was to undertake
Performance Reviews (PRs) in all programme countries. The rst round PR methodol-
ogy was tested in two countries in May 2003.

The AMG were nalized and made publicly available on the MFA website in July 2003.
At the time, they included about eight or nine products but the two key products were an
organisational manual that identi ed the key roles and responsibilities of the embassies
and the HQ units and the guidelines on programme management that provide the tools
for the formulation, implementation and monitoring of Danida s prograrfiiighe

same time, KVA established a hotline, providing additional information support for
embassy staff.

In September, the MFA decentralised aid management in 15 programme countries and
South Afric&®) During 2003, the MFA held 22 three-day workshops at HQ and in

partner countries, with 800 participants from HQ, partner countries and South Africa,
Thailand and Malaysia. The aim was to create an overview and ensure uniform inter-
pretation of key policies, strategies, management tools and guidelines for Danish develop-
ment and environmental assistatiéén addition, information materials on decentrali-

sation were disseminated and the newly-instituted PRs supported the implementation of
the decentralised model.

In the rst six months of decentralisation, a systematic effort was made to cut the rela-
tions between HQ and the embassies. Reportedly during this period, BFT staff had no
contact with embassy staff and embassies were not required to submit any reports to HQ.
This provided a clear signal that senior management was serious about decentralisation
and provided the necessary impetus for embassy staff to assume their responsibilities for
programme management.

43) Reportedly some embassies already had a nancial of cer, but not all did.

44) Quantitative information was not available from Danida to allow the evaluation to report on the
changes in staff levels as a result of decentralisation. Although resource issues were raised in the case
studies, these issues were not included in the evaluation ToR.

45) Updated versions of these documents are: Organisation Manual for the Management of Danish
Development Cooperation , MFA, September 2006 and Programme Management Guidelines , MFA,
October 2007.

46) Decentralisation was later extended to Malaysia and Indonesia, as capacity was developed. The latest
embassies to be decentralised were Beijing and Addis Ababa.

47) Danidas Annual Report 2003 , MFA, p. 21.
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"OBMZTJT PG UIF %FDFOUSBMJTBUJPO 1SPDFTT

Although the decentralisation process was seen by all stakeholders to have been largely
effective, the evaluation s analysis of the process, based primarily on the document review
and interviews with HQ and embassy staff suggests both positive contributions and pos-
sible challenges. These are discussed in the following sections.

Senior Management Support

The most critical factor was the strong support from Danida senior management. It was
clear in the years leading up to decentralisation that senior management had decided that
decentralisation was the best option for aid management. This meant that the discussions
within the MFA could focus on the guidelines and procedures for decentralisation and
addressing the concerns identi ed by staff, but would not be derailed by smaller issues.

Pace of Decentralisation

Although decentralisation had been under discussion at the MFA for a long time, begin-
ning in the late 1980s, the period of preparation for the current decentralisation began
only in October 1999, with the establishment of an internal working group and, soon
after, the launch of the pilot projects. However, the intensive period of preparation of the
decentralisation began in July 2002, with the establishment of the Task Force on
Increased Decentralisation and the Working Group to develop the AMG. At that point
the senior management decision to decentralise had been made. What remained to be
done was the development of the model for decentralisation. The pace at which this was
developed and discussed with Danida staff was reportedly very important to maintaining
the momentum of decentralisation. As will be seen later in this section, Danida did not
develop a human resource strategy for decentralisation and it is possible that this was, in
part, related to the pace of decentralisation.

Pilot Projects

The pilot projects implemented in 2000-01 reportedly did not in uence to a great extent
the decision to decentralise. However, reportedly, the embassy staff in the pilot project
countries learned from their local experience with decentralisation and this facilitated
their adaptation to decentralisation. In addition, staff from two pilot project countries
participated in the task force to develop the decentralised model and the pilot project
experience contributed to the identi cation of areas in which the guidelines and proce-
dures had to be revised to support more effectively the decentralised embassies. The con-
tribution of the pilot projects to the decentralised model might have been more impor-

tant had the plan for evaluation of the pilots been undertaken and information collected
systematically on the decentralisation experience. This would have provided the incentive
to develop clear objectives for decentralisation and speci ¢ indicators for assessing the
results.

Task Force on Increased Decentralisation

The creation of this Task Force to develop concrete proposals for decentralisation gave a
strong signal of senior management support for decentralisation. It reportedly played a
key role by providing the opportunity for staff to identify any concerns about decentrali-
sation, provide a mechanism to address them and contribute to ensuring buy in for
decentralisation.

27



%FDFOUSBMJTBUJPO 1SPDFTT

Development of AMG

The development of the AMG over ten months, their posting on the MFA website prior

to the implementation of decentralisation and the creation of a KVA hotline were
reportedly key components of the decentralisation process. Prior to this, policies and
guidelines had been spread around Danida, but were not centralised or easily accessible
to those responsible for programme management. The creation of a Working Group and
the dedication of a few staff solely to the development of the AMG made this task feasi-
ble in period prior to the launch of decentralisation. The consultation process undertaken
for the development of the AMG also reportedly provided additional opportunities for
Danida staff to contribute to the detailed design of the decentralised model.

Resource Implications

The 2002 proposal to the Minister was that decentralisation would be resource neutral in
terms of salaries and operational costs. Senior management made it clear that the objec-
tive of decentralisation was to improve the quality of aid management, not to cut
resources from within the MFA. This commitment to resource neutrality may have been
important in building external support for decentralisation but it is not possible to assess
the impact within the MFA, and particularly at the embassy level, because the original
resourcing ideal staf ng model was never fully implemented.

Staff Communications

Although there were efforts to inform staff throughout and following the process, com-
munications were not seen as consistently positive by all stakeholders. The plans for
decentralisation were discussed at information meetings with staff and were the key sub-
ject of discussion at the biannual ambassadors meetings. At these consultations with staff
it was reportedly evident that senior management supported decentralisation and that the
consultations were intended to identify concerns about the approach and, to the extent
possible, address them. Although orientation sessions were provided to staff at both HQ
and the embassies, the results of the case studies and the online survey suggest that the
effectiveness of these sessions varied.

"JHVSF 1FSDFOUBHF PG TUBGG BU %BOJEB JO JOEJDBI
1FSDFOU
1PTUFE .HOU-PDBM 1PTUFE

*OGPSNBUJPO QSPWJEFE UP FNCBTFOGRFOBBGBIPO QS PWIEFE UP F
QSPDFTT PG UIF EFDJTJPO NBLJOH BOPBVOUHEFDIFOO%SB®MIT BUEPNDB OB F
PG EFDFOUSBMJTBUJP!

I 4PNFXIBU FGGFIMJWSZ FGGFDUJWF .BOBHFNFOU O 1PTUFE ¢
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Respondents to the online survey, who were at Danida during the period 1999 to 2003,
were asked to comment on the effectiveness of the communication of information on the
process of, and the changes resulting from, decentralisation. As can be seen in Figure 1,
62% or more of the embassy staff reported that the communications on the process of
decentralisation were somewhat or very effective. However, it should be noted that man-
agement was more likely to nd the communications to beffestywe (43%), com-

pared to posted (5%) or local (7%) staff.

The workshops that were conducted for HQ and embassy staff in programme countries
conveyed information about the changes to aid management in the decentralised model.
About three-quarters of management (72%) and local staff (79%) found the information
was somewhat or very effective. They were more likely to report this than posted staff.
Less than half the posted staff (43%) reported that the information on the changes was
effective. In both cases, the differences by type of staff is likely explained by the fact that
those who are managers now were likely more directly involved in the decentralisation
process than those who are posted or local st&4$f now.

In all ve case study countries, some staff who were at Danida at the time of the decen-
tralisation indicated that there was some lack of clarity on role and responsibilities under
the new decentralised model. This suggests to the evaluation that, in spite of the commu-
nication tools and the availability of the AMG prior to the launch of decentralisation,
communication about the decentralised model was not adequate, as staff began to exer-
cise their new responsibilities and the context continued to evolve.

Initial Limitation on Relationships with HQ

During the rst six month of decentralisation, there was reportedly very little contact
between HQ and the embassies. This approach was chosen because management was
concerned that, given the challenges of changing the organisational culture, there would
be a tendency for embassy staff to continue to refer to HQ on matters that were now the
embassy s responsibility. Since the necessary tools and guidance were available through
the AMG, it was deemed that embassy staff were adequately equipped to implement their
responsibilities without reference to HQ. It is dif cult to assess if this was necessary, but

it may have facilitated achieving such a signi cant organisational change through staff
who were used to operating under a centralised model. However, it may have contributed
to confusion about the roles and responsibilities, particularly with respect to HQ man-
agement functions. It certainly meant that some departments had limited regular contact
with embassy staff. This was a particular challenge for BFT which, under the centralised
model, had primary responsibility for the preparation, appraisal and review of all bilateral
development programmes. Following decentralisation and the transfer of these responsi-
bilities to the embassies (except for appraisals and reviews of programmes above DKK 30
million, which are still a BFT responsibility), BFT had limited contact with embassies.
However, later embassies were expected to re-establish links with BFT and request its
services through a (partly) demand-driven approach. This led to some uncertainty about
the role of BFT in support of embassies.

48) 15 of the 16 managers who responded to the survey worked in Danida at some point between 1999
and 2003.
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The limited relationships between decentralised embassies and HQ departments did not
affect only BFT. Interviews with staff of other HQ departments suggested that, in order

to ful | their mandates, some HQ departments (for example, the policy and regional
departments) require regular contact with embassies contact which has reportedly been
limited under the decentralised md&8aHowever, recently proposed changes to the HQ
structures and processes are expected to increase the level of contact between HQ and
decentralised embassies.

Gaps in the Decentralisation Process

Although stakeholders found the process of decentralisation to be largely effective, the
evaluation suggests that there were two gaps in the process of decentralisation the lack
of documentation of the overall decentralisation approach and the lack of a human
resource strategy to address the human resource challenges of decentralisation:

s Lack of documentation of the decentralised model: As became apparent at the begin-
ning of this evaluation, there is no document that describes the decentralised
model, its objectives or the criteria /indicators for measuring success. The details of
the decentralised model were re ected in the AMG, but these are evolving and
there are no baseline and indicators for measuring the impact of decentralisation. In
addition, no plans were put in place for an evaluation of decentralisation until the
$'# SUGGESTED THE CURRENT EVALUATION AND

s Lack of human resource strategy: The decentralisation was launched before a strategy
was in place to ensure the development of adequate competencies for decentralised
management. Although the tools and guidance were in place, no strategy had been
developed for ensuring that embassy staff had the necessary competencies for oper-
ating in a decentralised mo¥eBimilarly, it was assumed that the existing ambas-
sadors and deputy heads in the embassies would have the necessary competencies to
be responsible for a decentralised programme and the human resources required to
manage that programme. The implications of this gap will be seen in the discussion
in Chapter 5 on embassy human resources.

The impact of the decentralisation process on the actual results of decentralisation will be
discussed in the conclusions to this report (Chapter 6), following the presentation of the
ndings on decentralisation in the next three chapters.

49) The review of WFP s decentralisation also noted the importance of links between HQ functions (such as
the policy function) and the eld: there is also a strong belief that policy-makers need eld experience
and eld input to make sure that policies are workable at the eld level. Full Report of the Review of
WFP s Decentralization Initiative , p. 18.

50) A staff development strategy was subsequently developed in 2005. Strategy for Staff Competence
Development: Development Cooperation , MFA, June 2005. In the WFP decentralisation, a three-year
training strategy was put in place and authority was delegated to regional of ces for identifying training
needs and coordinating delivery. ( Full Report of the Review of WFP s Decentralization Initiative ,

p. 21)
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Senior management support was critical to the successful implementation of decen-
tralisation and was re ected at Danida in the creation of a senior-level Task Force
on Decentralisation.
The relatively long period of re ection on decentralisation in the late 1990s and
early 2000s was important to create awareness of the potential of decentralisation.
However, once the decision was made to decentralise, it was deemed important to
implement the changes as quickly as possible. Yet, the rapid pace meant that key
implications of the decentralised model were not initially adequately addressed.
This included the lack of a human resource strategy, the lack of documentation on
the decentralised model (its objectives and criteria/indicators for measuring suc-
cess), the lack of a plan for evaluating decentralisation and the lack of attention to
the impact of decentralisation on HQ operations. This was exacerbated by unfore-
seen resource cuts in the MFA.
There was no systematic process for evaluating the pilot projects to ensure maxi-
mum learning from these pilots and they contributed minimally to the decision to
decentralise. However, they provided useful experience to those in the pilot project
countries and communicated to other staff the likelihood of decentralisation.
It was critical for effective decentralisation that the adequate policies, procedures
and tools to support decentralised management were available and quickly dissemi-
nated to staff prior to the launch of the decentralised model.
The human resource implications of decentralisation were not adequately consid-
ered prior to decentralisation. The assumption was made that existing embassy staff
both programme and management staff had the necessary competencies to
implement the decentralised aid management.
Communications with both HQ and embassy staff on both the process of decen-
tralisation and the changes brought about by decentralisation were critical.
However, in spite of the communication tools offered at the time of decentralisa-
tion, the availability of the AMG prior to the launch of decentralisation, and the
KVA supports, communication about the decentralised model was not adequate, as
staff began to exercise their new responsibilities and the context continued to
evolve.
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A key criterion for assessing decentralisation is whether there are adequate authorities and
tools in place to provide adequate exibility for programming and management to meet
country needs, while still maintaining quality in programming. This chapter explores the
adequacy of these authorities and tools. It is divided into three sections: a description of
the authorities and tools for both programme and embassy management (Sebtion 3.1),

an assessment of these authorities and tools (Section 3.2) and key ndings (Section 3.3).
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While there is no single document that summarises the changes that occurred with the
decentralisation of bilateral aid management, based on interviews with Danida HQ

and embassy staff and information in the background document for this evaluation, the
evaluation was able to develop a pro le of the key changes with respect to programme
and embassy management. For the purpose of setting the context for the assessment
of the decentralised model, the following describes the key components of the current
model of decentralised management. It should be noted that some components existed
prior to decentralisaticoR)

Programme Management Process and Authorities

In the decentralised model the embassies were given increased responsibility for pro-
gramme formulation and implementation. The embassy authorities and responsibili-
ties are outlined in the AMG, which are publically available on the AMG website. The
number of policies, guidelines and tools has increased signi cantly since the launch of
decentralisation. The website now includes:

S $ANIDA S STRATEGY AND POLICY DOCUMENT n Partnership 2
BACKGROUND DOCUMENTS AND THE "OVERNMENT S PRIC

S POLICIES AND STRATEGIES THAT SUPPORT THE IMPL
S MANAGEMENT TOOLS THAT INCLUDE THE INTERNAL F

DEVELOPMENT AID INCLUDING AN ORGANIZATION MANU
S TECHNICAL GUIDELINES TO SUPPORT T-HE PREPARAT

grammes, reporting, evaluation and nancial manag&¥nent.

51) The descriptive sections, in this and subsequent chapters, provide considerable detail in order to make the
report useful to readers from other development agencies. However, they do focus on the key components
related to decentralisation and are not exhaustive descriptions of all Danida processes.

52) For the purpose of this report, this descript