The Assessment Process
The assessors’ point of view
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So far in the workshop the presentations have provided an overview and some indication as to how to score indicators – there has also been some discussion as to how government and others would share responsibilities.



This session aims to highlight practical issues and considerations that need to be taken into account – in a large country implementation is a complex issue.



A decision to proceed with a PEFA performance report is not a costless decision it requires

Planning

Resources

Dissemination

Follow Up – the report can only measure progress if there is a commitment to  update information on a three year cycle
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Important Steps in a Typical Process

0. Agree the intention to undertake a PEFA based assessment
1. Agree purpose, scope and stakeholder roles
2. Prepare TOR
3. Mobilize assessment team
4. Introduction workshop for stakeholders
5. Review of existing information
6. Inception Report
7. Main field work
8. 1st Draft Report
9. Quality Review
10. Supplementary field work
11. Draft Final Report
12. Presentation seminar
13. Final report
14. Use of the report for reform dialogue
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There is no “template”  - each assessment should be driven by its own needs and requiremenets – this is just guidance and should not be seen as a blueprint.



Note:

The process presented start when an agreement in principle has been reached between a lead agency and the government on launching a PEFA based assessment. That process can itself be long and involve many steps.



The sheer number of steps in a typical process (in this simplified presentation)



This process does not include a government self-assessment and report, which may replace or run parallel to steps 5 and 6.  Variation



The assessment team (consultants) may be needed in–country on 4 occasions (steps 4, 7, 10, 12). This is unfortunately often cut down in order to save on the budget. Variation



It may be useful to arrange a validation workshop with government as introduction to the supplementary field mission, step 10. Variation
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Assessment Considerations

* Planning of fieldwork

* Pre-assessment briefings and training
* Key definitions

* Sources of information

* (Quality assurance arrangements
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Many of these would be familiar in terms of plannng for  an audit – there are similarities but PEFA PMR is not an audit – it is a measurement framework and there is the need to ensure that Managers participate in the process since they are ultimately responsible for performance improvements



Success will depend on good planning as much as other considerations (adequately resources assessment team, government buy in, availability of staff and information)



Worth remembering that there are 76 dimensions to be scored – planning is essential
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Planning of Fieldwork:
Be prepared before you start!

* Define the scope of the assessment

* What kind of information do you need?
- What is the nature of hard evidence required for
iIndicator scoring
°* From where would you get the info?
- Preparing a list of data sources & data you need
from each
- Obtain existing reports that may contain useful info

°* How can you organize a dialogue with your

informants?
- So that they readily provide you with the required
information
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My main message is: Be prepared before you go. Both before you go to the field and also before you go to the individual meetings, but also before you go home.



This implies that you know what you need and from whom you would expect to obtain the information. And secondly – that the informants are prepared to meet you; so that they will provide you with the information you require without having to arrange further meetings. 

Scope – sub national governments, SoE etc.

Look beyond normal sources – what other reports are available – e.g. performance audit reports

Importance of opening workshops – not another audit/inspection but a process that aims to add value and assist managers in identifying improvements that need to be made



I will handle this by addressing four subjects in this session:

What kind of information do you need – i.e. what is the nature of hard evidence required for indicator scoring.

From where would you get the information - How can you prepare a list of data sources or informants as well as the data you need from each source.

How can you prepare your informants so that they readily provide you with the needed information.

How to avoid unexpected reactions to your assessment and report – be prepared before you go home 



While it certainly makes a huge difference to be well prepared before you hit the airport, there are also things you can do at the beginning of a field mission.
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Coverage and divided systems

* Identify the coverage for each indicator
dimension (see Guidance on Evidence...)

* \Where coverage is divided, information is
needed on all or a sample so that each part
can be rated separately

* Aggregate ratings for the individual parts of
the system by relative importance
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Undertaking a PEFA PMR is not a costless exercise – there is a balance to be reached between ensuring total coverage and the cost of total coverage – as coverage increases costs will rise (especially in divided systems) – a judgment is therefore required taking into account questions such as Where is the risk ? Where are the most transactions ? Is there a lead agency ?

Most indicator dimensions apply to budgetary central government as defined by IMF-GFS. Usually there is a single budget summary for the whole of BCG, and a single consolidated set of annual accounts for all the MDAs in BCG. Some indicators cover the whole of central government, ie. MDAs + AGAs, for instance, unreported government operations PI-7(i), payroll (PI-18), procurement (PI-19), internal audit (PI-21), audit and legislative review (PI-26 and 28), and aid managed by national procedures (D-3). PI-23 on resources to service delivery units covers BCG, AGAs, and LG, while PI-9 (i) on fiscal risk covers the whole of the public sector, incl. CG. LG and PEs.

Divided systems: Payroll. There may be several payrolls in central government even where payroll is centralized (such as police, armed forces, teachers, other) and further payrolls in major AGAs. Assessor should cover all significant payrolls, rate each dimension of each payroll, and aggregate ratings on the basis of gross pay.

Procurement. PI-19 (i) covers all contracts awarded by national procedures. The rating depends on the number of contracts given on the basis of open competition. So, if procurement is decentralized, data have to be obtained from all (or a significant majority) of procuring agencies, and the numbers aggregated.

Another aspect of planning is minimising the transaction costs on agencies – aim should be to cover all indicators in a single visit rather than multiple visits from different team members




&

Pre-assessment Briefings & Training

* Pre-field workshop
- Bring stakeholders together and develop a shared
understanding of the tool and what is expected

* Questionnaire
- Send out well before the fieldwork
- Inform in advance what indicators to be discussed
and what data you need
- Emphasize that you need documentary evidence

* Introduction at each meeting

- Explain the indicators’ content in detail

- Focus the meeting only on what is required
J&.
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How can you prepare your informants so that they readily provide you with the needed information. 

The assessment is not an audit – respondents need confidence that results are not judgmental – they are about identifying where improvements should be made

You have already determined the role of the government and assistance expected from that side.



2. Pre- field mission workshop



3. Questionnaire



4. At the start of the meeting



Let’s discuss each of them in turn
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Key definitions: Reaching agreement
* Why define?

- Many comments on draft reports are caused by
different perceptions of what is being assessed
- Important for: Scope of assessment; Transparency;
Sharing of findings and results; Cross-indicator
consistency & Comparability over time
* Which definitions?
- Central government (GFS definition?)
- Autonomous Governmental Agencies
—  Public Enterprise
- Expenditure Arrears
- Sub-National governments vs. Deconcentrated
administrations
- Extra-budgetary activit
E L & getary y
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It is important to understand and agree definitions and use them consistently.

Per IMF-GFS, Budgetary Central Govt is what is contained in the main annual budget document. 

Government activities are also carried out by bodies legally separated from the government (AGAs) and by budgetary agencies from their own revenues. Both categories are EBAs. But where is the line between AGAs and government business enterprises ? Do you include Quasi-fiscal operations undertaken by government business enterprises ? Or Tax expenditures ?

SN governments have locally elected councils and are legally separate from CG. Deconcentrated admin bodies are local offices of CG MDAs, not legally separate from CG.

Per GFS 1986 (cash basis), expenditure includes net (policy) lending. The GFS 2001 (accrual basis) counts all lending as financing.

Arrears are government liabilities for unpaid salaries, unpaid interest and purchases of goods and services (recurrent + capital) which are past their due dates of payment (commonly taken as >30 days old). Calculation of arrears depends on (1) an accrual basis of accounting, to capture liabilities, and (2) age analysis of liabilities. Both are rare in practice. (example Mali: arrears defined very restrictively by a PRGF agreement between government and IMF; arrears defined in a much broader by the UEMOA which the government had signed up to. Score entirely depended on which definition was chosen).

Budget Execution – be sure to understand how government reports budget execution and whether this would give rise to anomalies. Some governments include commitments (not accrued expenditure) in reported expenditure – should this be adjusted for and if so how will the adjustment be made. Other governments allow line agencies to transfer unspent funds at the year end into “carry over” accounts and count this as executed expenditure – again how should this be catered for – what adjustments might be needed to get a real picture of budget execution ?
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Key sources of Information

1. Ministry of Finance : Budget directorate, Revenue
administration, Income tax, Property tax, VAT,
Customs, Internal Audit, Accountant-Generals Office
Parliament : Public Accounts Committee, Clerk,
Budget & Finance Committee

Supreme Audit Institution

Line ministries and autonomous agencies

Local governments

Courts

Private sector : Tax lawyers, accountants, chamber of
commerce

NGOs and Association
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Note that the last 6 sources are all OUTSIDE the central government (the executive). It is important not to simply accept the executive’s word on its own PFM performance but to validate (triangulate) with other sources, e.g. through civil society and private sector on access to information revenue administration, procurement indicators



Civil Society & Private Sector Organizations

Usually not directly involved (but exceptions)

Important sources of information (e.g. access to information, tax administration and procurement) 

Civil society does separate analytical work e.g. on budget transparency in many countries
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External Source of Information

Guidance on the PEFA Web-site

* |ndicator by indicator

* (Coverage of each indicator

* (Quantitative data needed (but not qualitative)

* Possible sources of information (but cannot be
exhaustive)
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Note that the last 6 sources are all OUTSIDE the central government (the executive). It is important not to simply accept the executive’s word on its own PFM performance but to validate (triangulate) with other sources, e.g. through civil society and private sector on access to information revenue administration, procurement indicators



Civil Society & Private Sector Organizations

Usually not directly involved (but exceptions)

Important sources of information (e.g. access to information, tax administration and procurement) 

Civil society does separate analytical work e.g. on budget transparency in many countries
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Quality Assurance Considerations

* |f you falil to plan...you’re planning to fail!!

* Quality Assurance (QA) arrangements should
be put in place right from the on-set

* QA starts with good joint planning between
parties involved in the process

* Stakeholders need to agree the critical stages
as well as participants in the QA process, e.qg.
TOR, Draft Report, Final Report
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There will be tensions – Agencies will have a natural tendency to talk up scores and the composition of the assessment team will influence scoring – objectivity is the key which is why there is such an emphasis on evidence based scoring – the design of the indicators is such that scope for disagreement is minimised.



Where differences cannot be resolved the PEFA PMR can include in the narrative the views of the dissenter – should avoid protracted debate so that the report can be issued as a current document.
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Quality Assurance — Why bother?
A good report

* Accurately reflects the country situation

* Meets the “Objectives of the Framework” and can satisfy
its intended use

A poor report
Lack of agreement amongst stakeholders on the country
situation

* Fails to capture the strengths and weaknesses in the
PFM system

* |s not sufficiently specific to permit tracking of progress
over time
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Notes : Participants to provide answers as to what they consider to be the consequential effects of a good report and a poor report.


Thank you for your attention -
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