COMMISSION Brussels, 17.3.1994
OF THE EUROPEAN XVIB.I/RMCK evi
COMMUNITIES

DIRECTORATE-GENERAL FOR REGIONAL POLICIES

Memorandnm on 3 Management Croanisagon Unif to he attached 1o
the CSF Monjtoring Committee!

——

The need

The successful implementation of the 1994-59 CSF on behaif of the Minisay of
National Economy depends primarily on

- achieving a rapid acceleration of the rate of public and private invesmmen,

- coordipating widely differens types of projects sorne of which have a swongly
innovarve character,

- upgrading its monitorng capacity 1o the level of strategic management

On the other hand, in copmmon with the rest of the centtral public adminisration, I
faces serous inflexibilities in its organisational sTucture coupled with insufficient
management know-how and instroments. “An across-the-border reform of civil service
structare is an arduous task that the Government desms of paramount IHPOrtAnce:
specific operational Programmcs, inciuded in the CSF, are targeted oo exactly this.
Nonctheless, the time-span aceded for the resuits of this reform tqﬁ(b:comc

effective excesds by far the urgent nesds for CSF implementarion identfied above.

For this reason, it is proposed that a special CSF Mmnagement Organisation Unit
MOU be created wnder the guidance and control of the Minisuy of Natopal Economy,
but external to its civil service soucturs.

The statos

The legal starus of the Unit tnust be such that, although it avoids the admimsrative
and econommic constraints characterising the Greek civil service, it maimtams and
enhapces the supervisory and coordinating role of the Ministry of National Economy.

In order to ensure the MOU is flexdble and operatiopal it should not be subject to the
rigid proczdures applicabie to public finances nor to the normai Tules covering the
‘amribution of public works and studies. However, besides beipg overseen by the
‘Ministry and the CSF Monitoring Commites, 2 stric and regular comrol of the MOU
should be carried out in the form of an audit by an accountng Hrm of imemational

TCoins.

1This memorandum may need © be oa=nded o cover some detals on the scing up of agencies for
e fpplementmion of large projects to the cxwnt they are not included in the CSF
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The MOU should be able to attract highty qualified staff from both the privale and
public sector by offering a competitive package of remmmeration and quality of work-
conditions. Such staff shouid be chosen by open competition based purely on their
technocrade ability. :

Staff members shall be kept to the minimum by orientng the Unit's work to
complement and not substitute civil-service tasks and by concentrating its effarts to
priority areas of highest value-added. All its staff should serve on fixed-temm
contracts renewable under objective evalnation procedizes. Moreovez, it should
achieve the right balance between a political and technocratic character S0 2s 1o
mzintin direct aceass 1o information held at differeat administratve levels (for
exampie, the Chairperson of the Unit - who would, of course, have to be particularly
capable in order to take on such a challenge -couid be of political origin whereas the
Managing Director would be choser on purely technocratic grounds). The Unir's
ability 1o achicve a climate of confidence and cooperarion with political authorines
and a recogmition of its tole by the civil service will be critical to its sncesss.

The tasks

Although it is not possible to anticipate the full range of managemest needs that the
implementation of the CSF will face throughout the six~year period, current
experience is sufficient to prescribe the basic role of the MOU.

This role should cover four distinct categories of management needs :

i) The current *financial flows" information system which has been satisfactorily
operaring in the Mimstry of National Economy will be compiemented with 2
"ohysical implementarion” mformation system. Using the latest available computer
technoiogy a relational data base will be created 10 which local terminals, established
in each Monitoring Commines, will be linked Implementarion progress based on
"Critical Path” and similar methodologies wiil be monitored by a nerwork of "local
correspondents” and fed into the management informarion sysiem. The system wail be
geared to providing a reliable early-warming facility ar various levels of agoregarion.
A first task of the MOU is to provide management informarion systems cxpertise so as
10 secure an uninterrupted, reliable and standardised flow of data imo the system. Of
prime importance in ensuring the operaton of such a system is the production of
reliable data on which it feeds witkin each impiementing agency responsible for an

operarionzal programme.

The MOU will also have the highly important task to analyse and report on the
findings of this monitoring exercise in good fme and in sufficient detail so that
corrective action may be undertaken by the Ministry of National Economy 2nd other
programme implementing authonues. -

if) The MOU should creatz 2 know-how nucleus 10 resolve some well-known .
management weaknesses related 1o the implementation of the CSF. This fumetion will
meet CSF harizontal needs prmarily in quality control (for studies and works),




project cost assessment, time plaming, E.U. legal administrarive requirements (&.g.
environment protection, public procurement) and in other fields of the CSF where
common weaknesses are deemed to exist and where economies of scale exist if
cenmally attacked Manuals, seminars and hands - on experts will be made availabie
to programime implementng authoridss upon demand.

1) The MOU should be responsible for selecting, hiring and placing at the disposal 0T
implementing authorites (partcularly i multi-faceted programmes) tailor-made
teams of experts, based on a diagnosis of the nesds of the requestng authorities and
agreed by t, capable of covering specific know-how gaps for the successful

" impiementation of innovalve Projects or generally projects exceeding the technical
and agminismative capacity of implementing authorides.

Ad hoe recrutanent of adminisrative support with technical assistance funds for
implementing authorites outside this sysiem shouid be kept to a strict mmimum in
cireumstances to be decided by the CSF Monitoring Committes.

iv) Where there is successful experience of reforms implemented in the framework of
the CSE, the MOU will diffuse information on these eXperiences amongst ail rejevant
programme implementing bodies. It may also be associated with a wider diffnsion of
experience and promotion of reforms ip the framework of the Programme of Public
Adminpistration.

Timetable and cost

The MOU shoud become operational on 1 January 1995 at the latest in accordance
with 2 imetabie to be set up and agresd at the first meeting of the CSF Momitoring
Commimes. Meanwhile existing mechanisms of assisting prograrmme implemezmtion
and, in partcular, programme meanagement will continue sufficiently long n order to
allow a smooth transition to the new MOU system.

At this stage it is too early w provide evez a rougn hreakdown of set-up and
operational costs for the MOU which it is intended to finance Fom the technical
assistance budget of the CSF. Funding of any expert teams provided by MOU 10
implementing awthorities will be charged to the technical assistance budger of'the
operetonal programme question. The remainder of the activides will be fimded
under a specific cenral technical assistance programime. All acdvides will be
monitored bv a special widely-based monitering commitiee set TD for the purpose.

The MOU will be responsibie for paving expert 1e2ms installed in implementing
authorides and wiil control and ensure high quality levels of performance on their
part.




