BN - DK
Procramme Momtoring Consultants to the
Olhee ot the Minrster ol State for Adomnistrative Reforin
Beirut - Lebanon

Memorandum

To: Dr Raymond Khoury, TCU Director, OMSAR
Mr. Atet Merhi, IDU Acting Director, OMSAR
Mrs Roula Kabbani, EU Project Coordinator, OMSAR

I'rom: Dimitrios Stikas, PMC Team Leader
Date: 23 March 2002
Subject: Manual of Procedures.

[ am pleased to attach herewith aconcise version ol the Manual of Procedures (workplan,
activity 2.1.1.5) as requested by FLE the Munistec in his fetter of 21 January 2002 and
attached comments and kindly ask for your comments and / or approval.

Ces - Mr. Patrick Renauld,Head of the EU Delegation in Beirut.
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1. Introduction

The purpose of the M of Procedmec iz beProcs s toesiab b framee o Cor the nan oy

the ARLA programime activities and to Ly down the ples and reculatons, o ernmg the mnplemeniation
of these activities, The raison dPétre of the ManProc s the need tefc by the stbeholders imvolved i te
s -to-day management wnd amplementation of the programie, e hase al therr disposal aclear set ot

rules and policies o adhere o and documents to refer to.

The PMC has prepared a comprehensive draft for a Manual of Procedures and submitted it 1o OMSAR
and the BC Delegation on 19 June 2001, In view ol the massive number of relevant EU proceduares,
formats, reporting guidelines ete. that govern the implementation of ARLA. it was suggested by OMSAR
to hase u simple and concise docuent bused on the reporting section currently used in the MSCs™ TOR.
The present document aims to provide for that, and it should be incorporated mto the common framework
for ARLA management.

2. The institutional context of the ARLA programme

The EUL in support of the Lebanese administrative modernisation progess, developed the ARLA
Programme, one of the prime interventions designed for the Nationad Administrative Rehabilitation
Programme. [ts main goals wre o rebabilitate the buste management capacities of targeted agencies within
the Lebanese administradion.

The Buropean Commission (EC) finanees ARLA throagh agrant and the Ollice ol the Minister of State
for Administeative Relorm (OMSAR) s in charge of 1ts implementation.

3. The objectives of the ARLA programme

ARLA is assisting in restoring essential functions of the Lebanese administration at large in order
strengthen the Tatter's insttutional and managerial capacitics to carry out the Country’™s recovery process
and is also helping to streamline the resteucturing and reforme processes atmed at re-establishing an
cfficient and modern administration. The projeet focuses on the following Largets!

a. the re-organisation of the management functions of the various institutions concerned,
the improvement of the regulutory and procedural framework for public administration;
¢. the development of the capucity of targeted institutions to identify, evaluate, design, implement and
monitor projects;
d. the improvement of the planning, regulatory, supervisory and monitoring functions of these
institutions, _
the development of their capacity to better appraise sector issucs and requirements, and to formulate,
programme, implement and monitor appropriate, feasible, and cost-effective sector policies,
f. the promotion of the decentralisation process.

o

4. The programme’s components

Conforming to the Financing Agreement (FA), the assistance through the ARLA programme will be
directed at the Tollowing beneliciary organisutions in conjunction with specific ARLA assistance to
OMSAR itsell:
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5.

o Core admimistrative aoencicsy
o Centrad adimimistration
o« Peblic utilitios and services netw orks

e [ovca! admimstrations

The ARLA programme stakeholders

The stuheholders of the ARLA progranmme are:

6.

» Government of Lebanon

e Council for Development and Reconstruction (CDR)

s European Commission {(incl. Delegation in Beirut)

+ OMSAR

s ARLA-Programme Monitoring Consultancy (Consortium ARCADIS BMB/LDK)
o Beneficiary organizations

THE ARLA PROGRAMME ORGANISATION & MANAGEMENT

The orasisationat set-up ol the ARLA progranune is composed of the two ey players:
L E

1

The Office of the Minister of State for Administrative Reform (OMSAR)

OMSAR s responsible o conrdimating ali resowrces and elforts to mect the requircients of - the

velabiliation and refonm progeamnie of the Lebanese administiation. {tensares the overall coherence of

the ARTA progimme threagh

HB

C.

h.

A

Delining policies, procedures and reporting requirements related o the management of the ARLA
programme;

Supervising overall ARLA programaing, scheduling and budgeting, and the co-ordination of sector
projects within beneliciary institutions coneerned;

Developing a consistent and standardized approach to Information Technology (IT) issucs within the
public administration;

Coordinating the training requirements of public institutions within the framework of the ARLA
programme;

Managing procurement and expenditures for abl ARLA programme activities;

Guiding and coordinating all studics and actions required for the preparation and implementation of
administrative reform measures and subsequent restructuring of public institutions;

Ensuring inter-ministerial coordination and sctting up relevant steering committees;

Ensuring visibility and acceptance of the overall administrative reform and rehabilitation process
through workshops and seminars:

Overall monitoring und reporting of administrative modernization activitics.

The Programme Monitoring Consuitancy (PMC)

One of the projects under ARLA is the Progranmime Monitoring Consultancy (PMC). [ts objectives are
capacity building withink OMSAR and the core agencies, as well as assistance to OMSAR in
identitication. preparation, tendenng and monitoring of projects - Management Support Consultancy
(MSC) - Tor support o sector ministries and other public institutions in their baste matagement and

sanning activities, The PMO assists OMSAR in the following tasks:
f = &

2
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a0 Design and maploment appropriaie progvamne manageinent methods, taols and procedares,

b Eosure a timely, effective and eltficizit management of the ARLA programne noplamentation,

¢ Fnsure a proper monitoring ol the implementation of sector projects:

d Daevelop o pragmuatic approach to the madernisation ol the public adminstraton, vizo t) aceossibiliey
of services to the public, and (i) decentradisation and de-coneentration;

o, Ensure the viability and overall coherence of the progrumime in bridging the zap between the
short/medium-tenn and mediuny/long-term rehubilitation process.

Communication lines between OMSAR and PMC are indicated as follows:

Communication Flow Chart Ikev Actors ONMSAR-PMO
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6.2 The management stracture of the ARLA programme

6.3.1 The ARLA Steering Committec

The ARLA progrimme Steermg Commuttes will ensure Uit adl actisiiies Daneed by the ARLA
prosranime ate i line with the enms of the Fmancing Agreement. which sets out the geacral wermes and
conditions. and the techmical and administrative conditions of the project o he exeented i aceordance
with the Framework Convention between the EC and Lebanan.

dMandate

» o interpret the Financing Agreement as applicable to project crrcumsianees,

» o recommend modification of the Financing Agreement, if necessary;

» 1o decide on contractual issues related to PMC and MSCs.

Members

The Committee is composed of the signing partics of the Financing Agreeent and is chaired by the
Minister of State for Administrative Reform. Membership further includes:

»  The Head of the EC Delegation in Lebanon

» A senior representative of the CDR

Mectings

The Committee meets guarterly and in extraordinary sessions at the duly justilied request of any of als
members.

6.3.2 The ARLA Supervisory Committee

As per decision Na. 9960 of 27/12/1999, the Minister of State for Administrative Reform, based on
Docree No. 4 of 4/12/1998, has established a commitice o supervise the implementation ol the L

funded ARLA programme,
Mandate

> To decide or advise on operational issues raised by the OMSAR/PMC Operational Tusk Foree,

» toreview the PMC and MSC quarterly and annual progress reports:

» to approve inception reports and work plans & budgets of PMC and MSCs and recommend for their
endorsement by the EC.

Membership

The Minister of State for Administrative Reform chairs the Committee. It further includes the following
members:

The Director of the TCU

The Director of the IDU

The EC Project Coordinator

The PMC Team Leader

A representative of the EC Delegation in Beirut {as observer)

T L T

Moeetings

The ARLA Supervisory Committee meets monthly and in extruordinary sessions at the initiative of the
Chairman. Meetings are minuted by a secretary and copies of the minutes approved by all members are
made available to the ARLA Operational Task Force for execution and follow-up.
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6.3.3 OMSAR/PMC Operational Task Force

(e Tush Foree cearbor reterred tooas Baecutive Commatized 1o charge o Sl operationa! e

concerning the ARLA programme amd s constituent projects. The um of ths commities o o inake
operational decisions onissucs related to the noplementation of the AREA procramime

Mandate

o manage and co-ordinate all technical aspects of ARLA funded projects:

~ o ensure the umely and effective implementation of the programme;

~ o assess and monitor the programme’s progress;

» o communicate effectively with MSC steering committees and their projects,

» (o propose corrective measures for any problems arising during project implementation.
Menmbers

The OMSAR TCU Director chairs the OMSAR/PMC Operational Task Foree. e shall Turther nelude:
» the PMC Team Leader

the DU Senior Policy Analyst

the TCU Procurement Team Leader

the £C Project Coordinator

the PMC Project Management Expert

AR R SN B

Mectings

The Taskforee will meet every two weeks and as necessary. 1 agreements cannot be reached or when the
need Tor a higher level decision is fele, matters are referred to the ARLA Supervisory Commitiee. The
mectings, of which the working Linguage shalt be Enghish, are minuted (by the PMC Project Management
Lixpert) in order to ensure the required follow upfeorrective actions. On initiative ol the Chairman, others,
fncluding subject matter specialists, nuy be invited to attend meetings.

6.3.4 MSC Steering Committee

To ensure the appropriate organization and management ol cach individual MSC, there 1s o need to setup
a body that will focus on the macro framework within which the MSC activitics are to be implemented.
This is the role of the MSC Steering Committee. This Committee will focus on technical co-ordination
inside the sector but is not involved in the day-to-day operation of the project.

The MSC Steering Committee reports on the progress of the project (o the ARLA Supervisory
Committee. The Tatter provides feedback and special advice whenever requested or reguired.

Mandate

» to provide general guidance regarding the establishiment and the operation of the MSC project;

> 1o facilitate MSC intervention and assure appropriate co-ordination with other activities between
different beneficiaries and stakeholders;

» 1o facilitate the monitoring and evaluation of the MSC's progress bused on objective verifiable
indicators, milestones and benchmarks;

» 1o review and recommend for approval {by the appropriate decision makers) inception reports, work
plans and budgets.

N
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Membership

The MSC Stecnne Comnnitee v clanred by senor representative of the Benctiorars oreanmsation

e ludes turther

» The MSC Project Director
£ A OMSAR representative
» A representative of the EC Delegation (as observer),

Mecetings

The MSC steering committee, of which the working Linguage shatl be English, will mect quarterly and
may have additional meetings, as and when required. The minutes of the meetings and details of the
decisions taken will be forwarded to the ARLA Supervisory Committee and copied to the EC Delegation.
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7. ARLAPROJECT CYCLE

[he mechansm by awhich ONSALENC manaze the acteoies under the AR piovramme dodloss
concep o w el the contes ot the ARTA programine comprses three ariieal aonivlies

Chy implementation ol the project delivery mechanisn

P20 contract nuandge e nt and administration,

(3 monitoring and evaduation of contract nmplementation.

Since most of projects tmplemented within the scope of tie ARLA progrumme fave a large technical
assistance component, the rules for selection, mobilisatton and replacement of experts are of major
imporiee to ensure timely nobilisution of experts. These rules are stmmuarised in o matric of
responsibilities presented in the table below:

Lxpert Mission incl. in PMC/MSC OMSAR EC
! | LT International
I OV oo contrct Contract REA starting date Approval ce
1.2 CV oot i contrgl (Contract RIA-&CV Approval LEndarsemen
1.3 CV not i conltrict Work Plan REACTOR & CV Approval o
|4 Nenther REACTOR & CV Approval LEndarseinent
I.3 Replicemen Cieneral Condinons Cien(’on Lndorsement
- | ST International
2 INane i contrict Waork Mlan RI'ACTOR Approvat S
22 I ot in contit Work Man REACTOR & OV Approval cC
2.3 N i coeict Not e Wi REACTOR Approvil ¢
24 Natbe not i contrigt Notin WP REATOR & CY Approval ‘¢
2.5 Replacement REA with justilication Approval CC
Y LT Local
AN CV o vt Contracl RIFA stating date Approval 159
32 CV opot in contragt Contracl RUA - &CV Approval Lidorsement
3.3 'V notin contragt Work Plan REATOR & CV Approval CC
Yd Neilhier RUA TOR & CV Approval Lndorsement
15 Replacenent Accurding to GO GO Endorsement
ST Local
4.1 Nitwe in contract Wark Plan RIFA: TOR Approval CC
4.2 Nanme not in contrict Waork Plan REA:TOR & CV Approval CC
4.3 Niune i contract Nutin WP RIFA: TOR Approval CC
4.4 Nane nolin contract Notin WP RIEA:TOR & CV Approval CC
4.5 Replaceiment REA: with justification Approval CC

RFA - Request for Approval

The matrices herealter describe the different phases, steps and target dates for (7.1) Project identification
and formulation, (7.2) Procurement of service contracts and (7.3) Finance Administration.

[« ]
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7.4

”Ia.‘

The

8.

Monitoring and evaluation tools

H]

main teels for noniorng the prozress obthe progecis i the ARLA PUOLTINIG S COrpr

MEDANT the Montoring and Evaluation Database for AREA with s Tozc-trame structure o e
tedistiation of plans, progress, indicators and achicyements the devel of ARLA ws o whole, (he
Projects it their components, sub-components and individual activities. MEDAT fas Provisions
tor melusion of information on staff, budgets, problems, solutions proposed. lessons learned, and
byperlinks to the main documents. Data will be archived within the system every 3 manths. MEDAT
will enable the close monitoring also of deadlines for activities, through early warning messages’
and lists of due and overdue activities / outputs.

ARLA log-frame, PMC log-frame, and log-trames for each individual MSC.

Quarterly and Annual Reports submitted by PMC to the ARLA Supervisory Commitlee

Bi-annual reports submitied by MSCs o the ARLA Supervisory Commitree.

OMSAR / PMC Monitoring Reports on special oceasions and submitied (o the Operational Task
Foree forils review.,

Statt Attendance Sheets

Project Accounts.

evaluation tools (o be used CHCONMISS:

The performance-rating module i the MEDAT a1 S tevels: Gy the fevel of the progranmme as & whale,
(b} cach project under i, () each component, (d) cach sub-component, and (¢) cach activity. iach
stakeholder can register his own satisluction rating’ (o cach output/result achieved, while providing
cxplanatory factors, which are pre-classificd. This can he aggregated £ analysed by the programme
subsequently, A smaller module for cating performance has also been included linked o cach
milestone indicator,

The evaluative seetions in the progress reports discussed above under monitoring tools (quarterly and
annual reports), and it monitoring reports, These are reflected especially in executive summaries, and
in discussions of problems and solutions.

Special reviews conducted by OMSAR/PMC in preparation of a Mid-Term Evaluation of the MSCs.
Public service delivery studies and surveys, orgattised through the PMC, with ARLA funds front U
tocal account. These surveys and studies will address impact issues, comparing the situation before
ARLA intervention in a number of ARLA sectors, and afterwards.

Reporting Procedures and Formats

Reporting structures and procedures are laid down in the following tables according to the five types of
projects identified: PMC. MSC, IAP, equipment contract, and other contracts.
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Table 8.1 Overview of docunients requiced

for for for for for for 7
PMC IMSCi FC | other Equipm.  other
Document category IAP**| TAP [contract|contract
# columns] A B C D E F
L [Terms of Reference for project n.a, Y Y Y 1 Y
2 [Technical proposal by bidder n.a. Y N Y Y Y
3 Log-frume in technical proposal na. In28[ N N N N
4 [Tender evaluation document n., Y N N Y 3
5 Contract document 1.l Y Y Y Y N
Z Inception report Y Y (Y) Y N |
L7 [Project work plan Y Y Y Y in7A Thd
8 Annual work plan Y Y N N in 8A N
Y (Monthly reports N Y N N 1 YA Thd
LOQuarterly reports Y N N N Jin oA N
UL Galf-yearly reports N Y N N N Thd
LXAnual progress report(s) Y Y N N [in12A ] In 124
EYMonitoring report by OMSAR/PMC N Y N N N N
LHTOR short erm experts / REEA Y Y N N Y I'hd
L3Sl atendance sheets Y Y Y Y 1.4, T'bd
LOMission report short term experts Y Y Y Y 1.l Thd
L7[Fechnical reports/outputs {y)* Y Y Y n.a. Thd
ES Completion report Y Y N N |in I8A N

Y= Yos, N = No,nae = notapplicable;
Thd = 1o be determined
(Y) sometimes Yes 4
“techeal outputs mainly as part of the PMC activitios
“FEC = Frinework Contract; Pirect Agreement Operations we abso included in this column
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Preadimes to reporting and reactions / AP

Lable 8.2 Submission, response and approval deadiinge

ds o documents are stinnarised befory i table 802

s for documents under ARLA

5 s J . .
Document I Submission | Response 2™ subntission Approva
Category Deadline Deadline Requirement | Requirenient
columns: A B C C

‘oneept paper for
fsststance through ARLA

Within 3 weeks
from request

Within 2 weeks

s submission

Within 2 weeks

Within 2 weeks

lerms of Reterence for
yoject

Depends on work
plin

I month

2 weeks after
fesponse

Within | month
of 2™ subm.

fnception report (where

requested)

2 months after start
ol project, generally
{except for [APs)

I month after
submission

Mux. ¥ weeks
after response

Muax. 2 weeks
after 2

submission

Froject workplan (PMO
- MSCy)

with [aeception
Report

[ month atter
subitiission

Max. 2 weeks

after response

Muax. 2 weeks
atter 2™

submission

Annual work plan (MO -
MSC)

I with Tnception
Rep., dater reports 3
weeks before start ol
workplan year

I monh atter
sulission

Max. 2 weeks
atter sulimission

Max. X weeks
- Jd
after 2"

subimisston

Muoatlily reports (MO -
MSCs)

Wiethin 7 days ol erul
ol month

i week after
subimission

Addeess com.
nents in 2 days

Noapproval

reguired

uarterly reports MO

Within 3 weeks of
cid ol quarter

2 weeks ulter
subimission
Gihout planning

[rart)

My 2 wecks
after response
18suUes 10 be
addressed

Nu approval
required,
exeept for

planaing part (2

weeks)

Elall-yearly reports MSCs
second report to be
replaced by annual report)

Within 4 weeks of
end of period

I month alter
submission

Max. 2 weeks

afler response,

issues are o be
addressed

Approval of
planning part
required within
2 weeks

Annual progress report(s)
I'MC & MSCs

Within 4 weeks of
end work plan year

[ month alter
submisston

Max. 3 weeks
after response

Approval
within month

Muonitoring report by
OMSAR/PMC for MSCs

One per year per
MSC (tentative)

Month after
submission

Address issues
within 2 weeks

N approval
required

Fol short tenm experts /
REA

3 weeks belore
arrival expert

Within 2 weeks
of submission

Within 2 weeks

Within 2 weeks
of 2™ subm,

btaft attendance sheets

Ouce per month,
within 2 weeks

Withia | month
of submission

Within 2 weeks

Within | month
of 2 subm.

Mission report short term
Lxperts

Within 3 weeks after
end of mission

Within | month
of submission

Within 2 weeks

Within 2 weeks
of 2™ subm.*

Fechnical reportsfoutputs

Depends on work
plan

Within | month
of submission

Within | month

Within 2 weceks
of 2™ subm.*

Project Completion report

Within | month afte
end of contract

Within | month
of submission

Within 2 weeks

of response

Within 2 weeks
ul resubmission

* depending on availability of short term expert and expertise within P

MC LT team,
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Thepreparanion and appros ! Process Loe MSC/AAP docimen

Tahles.3: Pre

products s outhned m Tuble 8 3 helow

paration and approval matrix of responsibilities for MSC/AAP documents

4 Tiem MSC | PMC [ SSC [ Benof JOM- ] EC | CDRt
SAR
Technical documents
l MSC Inception Report P C C A E B I
2 | MSC Work Plan incl. Budget P C C A E l I
3 | MSC Revised work plan inel. Budget P C C A 8 [ I
4 | MSC Annual workplan/budger I’ ¢ C A E I B
5 [ MSC Revised annual workplan / budget | b ¢ C A L I
L O ] MSC Annual Report P ¢ ¢ A E i
7 MSC Hall Yearly Report P A C A* |
8 | MSC Monthly Report P C 1 [ ]
2| Minates of joint meetings inel. P ¢ A A A
Contractors
O] MSC Mission Report STE/LLE I’ ¢ A |
P | MSC Technical Report Qutput I ¢ A 8 I
L[ MSC Completion Report P 9 ¢ A I i |
Financial/Admin. documents
L3 Monthly stafl attendance sheets for P C A L
MSC
4 | Advance payment 10 MSC I I A
IS | Interiin payment invoice for MSC p C A B
16 | Final payment invoice for MSC P C C A E
"= Prepares (is respousible for)
C = is Consulted on (comments / advises)
A= Approves (substantively; first approval)

E= Endorses (procedurally; approval of an earlier approval)

[ = for Information (1o he notificdy
S8C= Sector Sieering Commitiee
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