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1. REGULAR MEETINGS

1. 1. Regular and ad hoc managerial meetings with PIUs  

The CFCA would insist to have monthly implementation monitoring meetings with representatives of the different Project Implementation Units (PIU) within the Line Ministries to review the status and progress of the programme concerned. The meetings are to be organised by the PIU‘s on a monthly basis. 

A representative of Ministry of Regional Development and EU Funds (MRDEUF)  representative is invited to participate.

Main topics to be discussed could be: 

· status of preparation/approval of Terms of Reference/Technical Specifications/Guidelines for Applicants/provisional budget/cost estimation/Bill of Quantities/market analysis, 

· schedules for upcoming tenders, 

· monitoring of ongoing projects, 

· problems encountered and recommendations made. 

It is anticipated that these meetings would take, as a principle, no longer than approximately one hour per programme.

Minutes of all such meetings will be drafted, distributed to participants and kept for the file by the PIU (Annex F2).  
1. 2. Regular and ad hoc managerial meetings with SPOs  

Regular management meeting with SPO(s) will be held by the PAO and NAO  on a monthly basis to: 

· review the execution of the Operational Agreements signed between the PAO and relevant SPO,

· review the progress in implementing the programme/projects

· improve the efficiency and effectiveness of implementation and coordination between the CFCA and PIU.

Ad hoc meetings are organised by the CFCA and SPO/PIU in case of the need to review the progress or to solve specific problem in project implementation.

2. EVALUATION - PIU assessment

The CFCA staff may organise monitoring on site visits to the PIU and/or final beneficiaries to verify that projects/programmes implementation and management are in accordance with EU and national relevant rules and that sound financial management systems are established and operational. 

Within the scope of Director of CFCA/PAO supervision over PIUs, CFCA has to conduct the assessment of PIUs at least once a year to have a more clear picture of the PIU readiness for project implementation. 

Overall objectives of the PIU assessment are to support CFCA in extended decentralised management of EU funded projects and programmes and to give recommendations to SPOs and corresponding PIUs based on the findings of this analysis. 

Specific objectives of the assessment are to check the readiness of PIUs for the implementation of IPA I/Transition facility programmes under EDIS, particularly to assess the PIU structure, staffing, human resources development and control environment. 

Expected results from the regular PIU assessment are to determine and up-date:

· How well are PIUs structured and staffed and the status of control environment and other internal issues.

· How familiar is the PIU staff with the relevant documentation and procedures, such as PIU Operational Guide and Operational Agreement between PAO and SPO and what is the project management experience.

· The existence of human resources development system, future trainings plan and 


staff retention policy

· Statement of Assurance methodology should be developed

Methodology

CFCA uses the questionnaire and self-assessment of PIU (Heads of PIUs meet with the members of the PIU and fill in the questionnaire, therefore jointly self-assess the PIU as a team and deliver the filled questionnaires to CFCA). 

Based on the assessment questionnaire, CFCA carries out risk analysis, concludes findings and provides recommendations to SPOs. Follow-up on findings is responsibility of SPOs.

Main concern of the questionnaire is to establish risk connected to the key areas of the PIU operations. Key areas in the questionnaire are: project monitoring adequacy; PIU structure and staffing; human resources development and staff retention policy. This is a short description of the methodology used for each key area:

· Project monitoring adequacy – regularly organized monthly implementation monitoring meetings with representatives with all stakeholders are concerned to be one of the main tools for adequate monitoring of the project preparation and project implementation. In addition to that, PIUs are actively participate in project monitoring via on the spot checks conducted in line with the relevant provisions of the PIU manual.
· PIU Structure and Staffing - structure should clearly address workload, already established framework for implementation of EU funded projects and specific issues concerning each entity. SPO should dedicate appropriate number of staff; communication and commanding line that is supposed to be clear and without any interference. Structures were challenged with number of issues commonly associate with day to day operations (i.e. flow of information between dislocated PIUs within same line ministries, their own assessment of future workload concerning EU funded programmes etc). Important for establishment of qualitative current PIU staff is bearing in mind their past experience in managing CARDS/PHARE/IPA progrmmes and programming IPA/Transition facility projects, commitment of the present staff including their availability for the tasks relating to EU funded projects, impact of other responsibilities/tasks which would continue to exists parallel to the obligations relating to the management of EU funded projects and sheer number of the staff. PIU staff is advised to express their positions without any inhibitions when filling in the questionnaire.

· Human resources development and staff retention policy – even though this category is intrinsic part of human capacity, bearing in mind overall problems of public administration (high outflow of staff, lack of incentives, vague system of promotions and rewarding), this area was anticipated as potential nucleus of developing appropriate capacities for managing future EU structural funds and potentially high contribution in assuring retention of the staff. One of the key reasons was also to define contact points / responsible persons which could maintain the HRD system at least having in mind minimum of needs regarding human resources (training need analysis, running of data base of past training, ensuring that CVs are accurately and timely updated, ensuring of at least minimum number of training days throughout whole structure). Issue of current staff retention policy is clearly addressed in this part of the questionnaire.

These three key areas were chosen for the assessment for different reasons. Areas of PIU structure, staffing, HRD and staff retaining were of major concern of the questionnaire. Since the successful project implementation depends on people, it was important to evaluate their position regarding experience, knowledge, motivation etc.

CFCA transferres these rankings into risks using methodology (explained later in the text) and provides findings and recommendations to correspond to the line institution, which are then provided to the SPO in charge of the institution - core PIU (and therefore also to the dislocated structure). 

Risk Analysis

All key areas of the questionnaire is associated with relative risks; Control environment with “fraud risk”, PIU structure and staffing with “efficiency risk” and HRD and staff retaining with “human resources risk”. Ratings from the questionnaire are then summarized in three ranking categories. Each set of answers is pondered, meaning each rank is associated with a number, as showed in table 1. 

Table 1.

	RANK
	LOW
	MEDIUM
	HIGH

	PONDER

NUMBER
	1
	2
	3


Sum of the numbers (pondered rankings) for each area of questions is divided with 8 (number of questions in a set), which represented the average ratings from the questionnaires per area (set of questions), being on the scale from 1 to 3. In case of beneficiaries with more then 1 PIU, rankings from all dislocated PIUs are added up together according the same principle and divided with 8 multiplied with the number of PIUs. These average ratings are then transferred into risks of different ranking. 

There are five categories of risks related to this analysis: “very low risk”, “low risk”, “medium risk”, “high risk” and “very high risk”. Subsequently are average rankings from the 3 set of questionnaire’s questions pondered in e.g. class 3,51 to 5 points transferred into “very low risk”; and average rankings pondered in class 1,0 to 2,5 points transferred into “very high risk”. Table 1. below illustrates the procedure of transferring rankings from questionnaires into risks.
Table 2.

	RANKING (answers in questionnaires)


	HIGH
	
	MEDIUM
	
	LOW

	Pondered average rankings
	3,51 – 5,0
	3,26 – 3,5
	3,01 – 3,25
	2,51 – 3,0
	1,0 – 2,5

	
[image: image1]

	RISKS
	VERY LOW
	LOW
	MEDIUM
	HIGH
	VERY HIGH

	RECOMMENDATIONS
	
	
	
	
	


Based on the risk levels of the PIUs identified from the questionnaires using the a.m. methodology, CFCA expresses also the overall PIU risk in the Table of findings and recommendations. The methodology for calculating the overall risk corresponds to the illustration in Table 2. Total PIU risk is calculated in such way so that all of the 3 rankings for each key area of findings from questionnaires are added together and divided with 3 (number of key areas). Corresponding average value is transferred into risk level. 

The findings are classified into three classes, as showed in Table 3.: 

Table 3.

	RISK LEVELS
	VERY LOW
	LOW
	MEDIUM
	HIGH
	VERY HIGH

	FINDINGS
	MINOR
	INTERMEDIATE
	MAJOR


Findings are classified in such way that:

· Major findings - are those which substantially harm operational ability of PIUs in performing operations timely and efficiently; represented by very high and high risks. 

· Intermediate findings - are those which could potentially cause delays and create future blockings; represented by medium risks. 

· Minor findings - are those which slightly interfere with day to day operations and do not represent significant risk towards day to day operations; represented by low and very low risks.

The main aim of the findings is to make Director of CFCA/PAO confident to review and verify if the organizational set up and managerial capacity of the PIUs is adequate enough to carry out entrusted tasks for smoothly operating and timely functioning of all necessary actions in the phase of the implementing the relevant projects. 

CFCA uses the assessed findings from the questionnaires and associated risks as a base for expressing findings and recommendations. When the average risk is assessed as “very low” or “low”, findings and recommendations are not provided, since the risk is not of high value to the system. Findings and recommendations are given for each key area alone if the associated risk is ranked with “medium”, “high” or “very high”, as described in Table 2. Risks identified in that manner are bound with relative recommendations which represent good ground for SPOs for developing action plans for resolving indicated problems. 

Director of CFCA/PAO communicates these findings and recommendations to the relevant SPOs providing deadlines for dealing with them in the way:

- for very high risk: 1 month

- for high risk: 2 months

- for medium risk: 3 months

Under these deadlines, SPOs should provide proper follow-up of this assessment, and inform Director of CFCA/PAO of the actions made, also providing documentary evidence.

PIU findings and recommendations also have to be distributed among CFCA project managers to enhance their cooperation with different PIUs and to improve mutual efforts while implementing projects under IPA I/Transition facility programmes.
CFCA Director / PAO will inform the NAO accordingly and propose to the NAO actions to be taken, if required.

3. MONITORING 

Implementation of IPA I programme is monitored at three levels:

· Programme / strategies level which is the responsibility of the NIPAC and is performed bi-annually through IPA TAIB Sectoral Monitoring Committee (IPA TAIB SMC) and IPA Monitoring Committee (IPA MC),
· Monitoring at Sectoral and project level which is the responsibility of the NIPAC and is performed through the Sectoral Monitoring Sub-Committees (SMSC),

· Projects / contracts level through the day to day implementation on site of each contract by the SPOs and reporting from the SPOs to the CFCA and from the CFCA to the NF.

3.1. Monitoring at Programme / strategies / sectoral level  

See IPA MC, IPA TAIB SMC and SMSC Mandate.

3.2. Monitoring at Projects / measures level by NAO, PAO/CFCA

The PAO, as representative of the Contracting Authority/CFCA is obliged to monitor the progress of each project / measure to ensure that all contracts are implemented in accordance with the applicable procurement rules, contractual rules, and plans/schedules. This is performed operationally by CFCA staff in charge for specific projects under IPA I/Transition facility programmes.

The NAO must supervise the financial management of the projects / measures and ensure that :

· the applicable procurement rules, regulations and procedures are properly applied,

· the reporting and information system is well defined and is properly working.

The CFCA provides the NF with Progress Reports on how the projects are implemented, problems encountered and perspectives for the future and any other necessary information, financial or technical.

Based on information received from the CFCA, the NAO must report on the progress of implementation of each project (at contract level) to the EC (with copy to the NIPAC). 

4. REPORTING 
The reporting of the SPOs to the CFCA is regulated by Operational Agreements signed between the PAO and the SPOs. The SPOs are due to report on relevant deadlines and to use pre-established standard formats agreed on with the CFCA.  Technical reports submitted by SPOs are the basis for the CFCA further reporting to the NF.

	Report
	Timing
	Content

	Quarterly Progress Report 


	5th working day after the reporting cut-off date 

- Quarterly and/or ad hoc upon request from CFCA 


	( Annex F1


	Monthly Progress Report
	5th working day after the reporting cut-off date 

- Monthly (accompanied with the minutes of the monthly project meetings) 


	( Annex F2


	Monthly meeting minutes
	Annexed to Monthly report
	( Annex F3


	Management of Contracts:

Reporting

Reporting of Regular Twinning

Twinning Light Reporting
	
	( N- Preparation and implementation of Twinning projects


	Reports on Irregularities

· All suspected and/or actual cases of fraud and/or irregularity as well as measures related thereto taken by the SPO must be reported to the PAO without delay.

· If there are no suspected or actual cases of irregularities to be reported or to be followed up on, the SPO should confirm it on a quarterly basis.
	Chapter G – Irregularities




5. ANNEXES

Annex F1 - Quarterly progress report SPO to PAO
Annex F2 - Monthly report SPO to PAO

Annex F3 - Minutes of the monthly project meeting

