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Executive Summary and Consolidated Recommendations
The review has confirmed the Public Sector Improvement Facility is an innovative development initiative which has supported a number of successful activities within the original context of the design.  The unique tripartite relationship between the partners has firmly supported Samoan management and ownership of PSIF.  The Facility has provided a strong foundation for current, and ongoing collective commitment to a country led, participatory, and inclusive process based on partnership and empowerment.  This foundation will be critical for ongoing development support to Samoa and the sector.
Consultations confirm the relevance and importance of the Facility Steering Committee (FSC) relative to the strategic and operational management of PSIF; however some concerns were raised with regards to (i) the capacity for the FSC (and the Cabinet Development Committee) to appreciate the downstream impact/details of sponsored initiatives given the huge agenda CDC manages in a Whole of Government (WoG) context, and (ii) the lack of clarity, and at times duplication, of the two bodies.  Still the Prime Minister’s (and CDCs) active involvement in the strategic and operational management of PSIF was considered a powerful developmental advantage with regards to PSIF’s ability to impact upon economic and public reform in Samoa.

There was a strong recognition and belief that PSIF would provide direct assistance to Ministry of Prime Minister and Cabinet (MPMC) so that its own capacity could be built allowing it to better placed to manage and take an active role and leadership with regards to public and economic reform.  Unfortunately it does not appear as though this has been achieved or met during Facility implementation, although these objectives are still highly desirable and relevant in the current context and will be supported in the future as the MPMC ISP is implemented.  As a consequence Facility effectiveness to date has been hampered by MPMC not being able to truly take the lead in managing and supporting ongoing public sector reform in a WoG context.

A majority of persons interviewed indicated PSIF was relatively effective in supporting a wide variety of initiatives across a broad client group.  Stakeholders and proponents consulted were in general pleased with the way PSIF (and the Facility Management Unit) was able to support their proposals and initiatives to access additional funding and resources beyond normal Samoan budget allocations.  Many were particularly pleased with the way the FMU worked closely with proponents to develop and adapt proposals to work within and through the approval process.  Proponents often expressed a belief that their ‘capacity’ was developed to better understand and work within PSIF and GoS systems to achieve proposal endorsement and funding.  Whilst a majority of stakeholders and proponents were pleased with PSIF, they also expressed concerns with regards to the complexity and inflexible nature of the processes which needed to be followed and the process driven nature of the Facility.  
Whilst the PSIF enjoys support and patronage at the highest levels of government; the design appears quite sound, and the Facility has supported a very diverse public sector agenda in a demand driven environment and generally within and using GoS systems and structures, little evidence exists to suggest that PSIF is sustainable in its current form or that it has successfully impacted upon improved service delivery.  It is the opinion of the review team that PSIF has the potential to better support GoS requirements within a sustainable framework.  However to achieve this there is a need to transition PSIF into a more appropriate modality able to less artificially (or more seamlessly) work within and across the GoS public sector and economic reform framework.   

It is clear that PSIF has demonstrated a ‘partnership’ can work quite effectively with regards to the tripartite relationship between GoS, GoNZ and GoA.  PSIF also highlights that there are opportunities to further strengthen the partnership allowing stronger alignment and articulation of the delivery strategy to sustain economic and public sector reform in support of better service delivery in Samoa.  For this to be achieved the partners must identify and work towards strengthening Facility monitoring and evaluation and unblocking the critical constraints of ongoing reform and improved service delivery, this will require regular high level discussions between the partners.
Consolidated Recommendations (refer Section 4)
Recommendation 1: The Governments of Samoa, Australia and New Zealand continue to support the strengthening of the Samoan public sector (via a tripartite arrangement) in order to further enhance public sector and economic development reform as outlined in Samoan government strategy, policy and planning documents.  This should be done urgently to ensure continuity of programming and the adequate availability and release of funds in support of approved pipeline initiatives.
Recommendation 2: In any transitional arrangement, the partners re-establish PSIF as an initiative which pursues the original purpose of the Facility, i.e. a flexible Facility able to quickly and effectively respond to emerging or priority areas not readily funded through the Samoan budget.  
Recommendation 3:  The partners become much more proactive in the regular qualitative and quantitative
 monitoring and evaluation of facility outputs and outcomes.  This should include the sponsorship of regular impact studies to determine how/whether PSIF is influencing the culture of service delivery and whether this is improving (or not) service delivery to the general population of Samoa.    
Recommendation 4:  The partners endeavour to move the preferred development modality away from ISPs.  In doing so, the partners ensure that any future support provided by PSIF explore and use alternative capacity building strategies and tools which also focus on non-technical factors, e.g. values; motivation; conflict, and organisational heritage culture.  

Recommendation 5:   All future initiatives supported by PSIF take into account issues and lessons learned with regards transforming the Facility into a simple, flexible and responsive program outlined in this report.  In particular, reference should be made to issues and lessons learned outlined in paragraphs 42, 50, 58, 62 and 63 of this report. 
Recommendation 6:  The partners examine options to more closely align and embed any future support so that it is better able to be managed by and within GoS systems and structures
.

Recommendation 7:  During discussions to more appropriately realign future support to Government functions, GoS review the nominated lead agency, and consider the option of appointing MoF, where there is greater capacity and strategic leadership with regards to driving ongoing economic and public sector reform
.

Recommendation 8:  Partners ensure appropriate resources are appropriately allocated (fully budgeted) to PSIF to ensure it is fully resourced (human, financial and physical) and able to function appropriately within the organisational environment it is embedded within.

Recommendation 9:  The partners assess the need for extra resources to PSIF to assist with the re-drafting of the Tripartite Agreement and PSIF’s operational guidelines to move it into the next phase of operation.  The redrafting process will need to take into account the management, monitoring and evaluation of existing and pipeline initiatives already being supported by PSIF.  
Recommendation 10:  The Governments of Samoa, Australia and New Zealand consider transitioning financial support for PSIF to Budget Support
.
Section 1 – Background
 AUTONUM 
The Governments of Australia and New Zealand are major providers of development assistance to Samoa and have supported a number of significant public sector reform and institutional strengthening projects (ISPs) in the country.  A joint AusAID and Government of Samoa review of the impact of Institutional Strengthening Projects was undertaken in 2003. One of the findings of the Review was the need to develop support, at a stage removed from ISPs, for effective public sector reform and capacity building.

 AUTONUM 
The GoS agreed, in their response to the Review, to the establishment of a mechanism to provide the support.  After extensive consultations, the Government of Australia (GoA) the Government of New Zealand (GoNZ) and the Government of Samoa (GoS) reached agreement to implement the Public Sector Improvement Facility (PSIF).  This decision was officially recorded in the signing of a Tripartite Agreement which sets out the principles, structures and responsibilities for the implementation of the PSIF based on the Facility Design Document agreed in September 2004.  PSIF has been in place since March 2005, Contracted Support Team (CST) engagement in support of PSIF is due to finish in May 2009 and it is expected GoS will manage PSIF until the Facility’s anticipated completion on 31 December 2009.    

 AUTONUM 
The First Year Progress Review was under taken in April 2006 to assess the level and effectiveness of support to the Facility by the Ministry of Prime Minister and Cabinet.  The initial review also looked at the progress made in establishing the strategic framework for the PSIF through the Public Administration Sector Plan (PASP), the performance of the Facility and its adherence to approved processes and procedures including an audit of the Fund and progress made in transferring the necessary management skills from the CST to their GoS counterparts.  The Contracted Support was reviewed in October 2007 to determine the GoS’s readiness (through the Facility Management Unit) to perform its role without external assistance and determine the need (if any) for continuing support.   The CST role was extended until May 2009.

 AUTONUM 
The review was conducted over a 1 week period in-country and it involved wide ranging interviews and consultations with a variety of stakeholders and clients.  Whilst the review is relatively comprehensive, time constraints did not allow the review team to evaluate specific initiatives or sub-projects in depth, nor did it have the time or resources to conduct impact studies with regards to PSIF’s influence or impact upon service delivery to the general population of Samoa.  This review provides the tripartite partners with relevant information pertaining to PSIF’s overall effectiveness and guides the partners with regards to future development opportunities for ongoing public sector support.  The GoS, NZAID and AusAID will need to urgently address ongoing support for the tripartite agreement and PSIF once this report has been processed amongst the partners.
Section 2 – Findings
2.1 Relevance
Strategic Framework
 AUTONUM 
Government of Samoa:  PSIF builds upon a series of successful Institutional Strengthening Projects
 (ISPs) jointly supported by GoS, AusAID and NZAID dating back to the mid-nineties.  The initial impetus for the bilateral support deriving from Samoa's determination to pursue systemic economic and public sector reform as outlined in the initial 1995 Statement of Economic Strategy and continued through subsequent strategic outlines up to and including the 2008 - 2012 Strategy for the Development of Samoa (SDS).  More recently Samoa has moved to developing sectoral plans, in particular the Public Administration Sector Plan (PASP) for Samoa (2007 – 2012)
 which provides a link between national targets and individual agency targets within a whole of government (WoG) framework.

 AUTONUM 
PSIF has been designed to provide a flexible mechanism in direct support of current and past GoS’s key strategic framework, in particular strategic outcomes associated with:

· A stable macroeconomic outlook;
· Enhanced public sector efficiency;

· Modernisation of legislative framework for resource management;

· Improved corporate, annual and budget planning and financial management;

· Improvements to internal processes and systems;

· Skills based strengthening for public servants, particularly in the top three levels of decision making, and

· The establishment of a ‘customer service culture’ within the public service.

 AUTONUM 
It is clear from the consultations that PSIF is seen to be very relevant and appropriate with regards to the GoS’s existing, and ongoing strategic economic and public sector framework.  However; little evidence existed indicating an improved ‘customer service culture’ in targeted agencies, except perhaps in the Samoa Tourism Authority, through the Samoan Tourism and Governance Project.  
 AUTONUM 
Development Context:  PSIF is a tripartite initiative jointly sponsored by GoS, NZAID and AusAID. It moves beyond the normal ‘bilateral’ development framework and confirms many of the principles outlined in the Paris Declaration and Accra Accord, in particular:  country ownership; effective and inclusive partnerships; alignment with partner strategies and systems; managing for development results; predictability of development funding; and improved donor harmonisation.
 AUTONUM 
The unique, and maturing, tripartite relationship between the partners has firmly supported Samoan management and ownership of PSIF.  It has provided a strong foundation for current, and ongoing collective commitment to a country led, participatory, and inclusive process based on partnership and empowerment.  This foundation will be critical for ongoing development support to Samoa and the sector.
Design Framework
 AUTONUM 
The PSIF design document was confirmed in September 2004 and Facility implementation commenced in May 2005.  The PSIF design is considered quite an innovative mechanism supporting public sector support and development
.  Particularly relevant and important then, and now, with regards to the design are the following principles:
· A Facility which is driven by GoS reform priorities;

· A Facility which conforms to the expressed desire of the three Governments that it is managed by the GoS;

· A Facility which provides a framework that allows stakeholders to avoid diffusion of effort while providing a capacity to respond flexibly to emerging needs; and
· A Facility which is a flexible and responsive mechanism for supporting a program of public sector reform-oriented governance activities which have been identified as contributing to improved efficiency and effectiveness across the Samoan public sector and which build upon the benefits achieved to date under the range of earlier development initiatives.
 AUTONUM 
The overall goal (‘to improve the efficiency and effectiveness of Samoa’s Public Service to support national development priorities’) and purpose (‘to strengthen cooperation and collaboration between public service agencies … in identifying and addressing critical constraints … to effective service delivery through a range of institutional strengthening initiatives’) remain broadly relevant within the context of existing GoS strategic frameworks e.g. the Public Sector Administration Sector Plan for Samoa (2007 – 2011) .  However, PSIF appears to have struggled to articulate a clear strategic direction from these very broad, high-level goals.  

 AUTONUM 
The intent and objectives of the first two components of the PSIF design are still applicable and relevant:  to implement ‘strategically identified core activities which promote continued reform across the Samoa public sector and which improve the ability of the public sector to deliver quality services’ and to ‘identify and respond to smaller scale, immediate and emerging priorities in public sector reform’.
 AUTONUM 
Less clear is the relevance of the prescriptions for the final two components (building the capacity of the FMU and Facility mobilisation and management. Concerns were raised during consultations about the capacity and sustainability of the FMU as it is currently established.
Facility Governance
 AUTONUM 
The Facility Steering Committee (FSC) is PSIF’s executive authority.  The original design envisaged that the FSC would be chaired by the Chief Executive Officer of MPMC.  In fact, the FSC is now chaired by the Samoan Prime Minister.  The personal involvement of the Prime Minister is considered by many to be a considerable advantage, as it ‘raises the level of accountability and visibility’.  Vesting primary accountability and decision-making for PSIF with a Government Steering Committee (rather than jointly with donors) is important, and marks a substantial change from the usual aid management arrangements.
 AUTONUM 
In order to deliver on its potential, it is vital that the FSC provide PSIF with WoG strategic direction, and ensure that proposals are robustly debated and prioritised on the basis of their potential contribution to the Government’s overall reform and development agenda.  It would be a missed opportunity for the FSC agenda to be taken up largely with procedural matters and project details.    
 AUTONUM 
The Facility Coordinating Committee (FCC) brings the three partners together and provides a mechanism for reviewing Facility progress.  The FCC also ensures that PSIF funding is managed effectively and efficiently.  The FCC provides the donors with a ‘watching brief’ on the Facility, with direct links to decisions arising from the FSC.  Like the FSC, it is important that the FCC maintain a focus on the performance of PSIF as a whole (not the suite of individual projects), its alignment with shared development and reform priorities, and the overall robustness of the Government systems it is intended to strengthen.  The FCC appears to be limited to administrative (e.g. FMU staffing, duty on project supplies) and (individual/non-strategic) project-specific matters and there is little evidence of sustained policy dialogue between the partners about public sector reform, public expenditure management and public sector capacity building matters more generally.  There needs to be a strengthening of Facility monitoring of individual projects supported by PSIF, through the FCC, as this appears to be limited within the overall context of the Facility.
 AUTONUM 
Experience in other countries with similar efforts to strengthen government policies and systems, is that dialogue between donors and the partner government typically gravitates toward operational issues regarding the pooled fund/trust account.  PSIF appears to share this experience, whereby FCC discussions focus on the progress and problems of specific projects/proposals, or on administrative issues such as expenditure, staffing and import duty.  
Capacity Building
 AUTONUM 
The establishment of PSIF represented a significant shift by the three partners away from traditional projects (and Institutional Strengthening Projects, in particular) to support for capacity building
 within a WoG context.  This was an important shift as partners and stakeholders are now able to act upon a number of lessons learned in the international context
 with respect to the management of change.  
 AUTONUM 
PSIF appears to recognise that capacity building is both a process and an outcome, something ISPs normally do not.  However; this also leads to an interesting contradiction in the modality of PSIF, as the Facility is continuing to actively endorse ongoing support of ISPs through the number of standalone ISPs it is designing and approving.   

 AUTONUM 
The PSIF design was well aware of the capacity issues of GoS with regards to supporting ongoing economic and public sector reform, as well as capacity issues associated with managing and implementing PSIF and the activities it would be supporting.  Considerable effort was made to provide PSIF with the flexibility (and resources) to address these capacity concerns.  In particular the recognition that:

· It was important to develop GoS capacity to manage the Facility;

· It was important to use alternative modalities (as opposed to ISPs), including progressive engagement
 of  supported initiatives and projects, to facilitate GoS capacity building for both individuals and organisations within a WoG context, and

· Flexible, adaptive, innovative and opportunistic methodologies were important to address emerging capacity needs.

 AUTONUM 
PSIF took capacity building quite seriously and it invested significant resources to support Facility sponsored initiatives it believed would address capacity building needs of stakeholders, significant amongst these being: M&E training; project management; performance management; ongoing executive development, and support for competency based qualifications.  Many stakeholders indicated the training and support provided was of value and it helped them understand and better apply many of the guidelines required to appropriately ‘project’ manage the requirements of PSIF.

 AUTONUM 
Within a traditional human resource development (HRD) many of these initiatives are quite appropriate, however; capacity building has very much outgrown its training focus
.  Standalone training (beyond technique and efficiency) has generally failed to impact upon organisational capacity (including improved management) as it now well understood that broader patterns of incentives held in place by the wider institutional environment will often run counter to the training.  Consequently, capacity building now focuses on non-technical factors i.e. values, motivation, conflict, organisational heritage and culture as variables more likely to impact upon performance.  

 AUTONUM 
PSIF appears to have had a very limited interpretation and understanding of capacity building (i.e. training only) in the broader developmental context.  A greater effort should have been made to explore and use alternative capacity building tools likely to impact upon sustainable organisational and WoG change
.

 AUTONUM 
The capacity of the FMU has grown over the life of PSIF, and the FMU manager has now clearly established the Facility’s operational systems and the team’s roles and responsibilities.  The CST has supported the FMU manager in this role, mostly avoiding the inevitable temptation to take a more hands-on role.  The FMU, together with the CST, has made a serious attempt to build capacity – both of the FMU team, and of the various agency-appointed project coordinators.  PSIF has funded and organised opportunities for formally accredited training:  Certificate IV in Training and Assessment, and the Diploma in Government (Project Management).  There are also examples of FMU-sponsored workshops with other agencies.  Within the FMU, informal capacity-building efforts are also evident – through team-based approaches and on-the-job training and mentoring which has strengthened cross-ministry opportunities through the Qualifications Authority involvement in the Facility.  
 AUTONUM 
However, little evidence of organisational capacity building within MPMC is apparent to sustainably manage ongoing public and economic reform initiatives within a WoG context. There is little evidence that the functions and mechanisms supported by the FMU are operationally or strategically sustainable in MPMC without direct resourcing and support by PSIF. It is hoped the PSIF approved MPMC ISP will address these issues once it is implemented in the near future.
Cross-Cutting Issues
 AUTONUM 
Governance and Anti-Corruption Practices:  PSIF has provided the opportunity to support the Samoan Government in its efforts to strengthen the management and accountability of public funds, through a major program of support to the Auditor General’s Office.  At an operational level, PSIF has established clear guidelines for the approval of Facility funds, for procurement of goods and services, and for the accounting of expenditure.  PSIF and proponent agencies have also worked closely with the GoS Tenders Board to ensure procurement practices are appropriately managed, and PSIF has at times disseminated GoS procurement guidelines to agencies.  PSIF has received clear annual audit reports from the Auditor General.
 AUTONUM 
Gender and Equity:  PSIF has fully integrated and mainstreamed gender and equity guidelines into its Operational Handbook.  The guidelines are consistent to Samoan and partner objectives and relevant to the needs of the women and men of Samoa.  The Ministry of Women, Community and Social Development (MWCSD), is a proponent for a significant initiative sponsored and supported by PSIF. Both MWCSD and the Ministry of Health (MoH) independently reported to the review team that they were of the opinion (and very hopeful) the sponsored initiative will have significant impact upon gender and equity, maternal health and infant mortality (i.e. Millennium Goals 3, 4 and 5) across Samoa. However little evidence exists that PSIF is actively working across key agencies (beyond the actual scoping of the MWCSD ISP) to ensure this is occurring.
 AUTONUM 
HIV/AIDS Mainstreaming; Environment and Climate Change; Human Rights; Conflict Prevention, and Disability:  whilst these are important and relevant cross-cutting issue in the international context.  Little or no reference to initiatives actively supporting these cross-cutting issues within the context of PSIF was identified.  
2.2 Effectiveness
Strategic Framework/Overall PSIF Effectiveness

 AUTONUM 
Assessing the effectiveness of capacity building and reform efforts is always difficult.  In PSIF, it is particularly difficult given the lack of real clarity about its focus and strategic priorities.  The PSIF purpose is ‘to strengthen cooperation and collaboration between public service agencies … in identifying and addressing critical constraints … to effective service delivery through a range of institutional strengthening initiatives’.
 AUTONUM 
PSIF seems to have succeeded in identifying and funding (although more slowly than anticipated) a range of institutional strengthening (ISP) initiatives.  However, it has done so in the apparent absence of a strategy for improving public service cooperation/collaboration (other than through the FSC) or for building consensus on what constitutes the ‘critical constraints’ to service delivery.  There also appears to have been little discussion between the partners of collective goals in support of public sector development, or sustained policy dialogue between the partners with regards to how to maximise opportunities associated with PSIF (beyond individual project level).  The tripartite partners, through the FCC and FSC, must become more proactive in ensuring PSIF reaches beyond project management and implementation i.e. ensuring service delivery is actually improved as a result of PSIF.  
 AUTONUM 
The risk of a reactive facility, rather than a coherent, strategic one was recognised in the design, and measures (such as the establishment of two funding streams) were established to mitigate this.  The design also recommended that one of the first areas for PSIF funding be the development of a new Public Administration Sector Plan (PASP) – which would clarify the areas of priority for future PSIF funding.  Unfortunately the subsequent PASP (2007 – 2012) has struggled to gain traction and is regarded by some as the product of a too-fast, donor-driven process.  This is a significant example of PRIF’s inability to guide and facilitate the support of real WoG public sector priorities.
 AUTONUM 
PSIF has actively positioned itself as helping to deliver on the Government’s policy priorities.  Eligibility criteria for funding proposals require consistency with SDS priorities, as well as relevant sector and corporate plans.  Nonetheless, it has been difficult in practice to ensure that PSIF funds are targeted to the highest policy priorities of the Government, in part because of the lack of a clear Government policy agenda for public service improvement, in part because of the apparent supply-driven nature of PSIF, and in part because of the lack of a strategic management focus.

 AUTONUM 
As a result, while PSIF has been able to ‘do good things’ (e.g. the tourism and the auditor general’s project), it is difficult to see how it’s various projects contribute to a coherent whole or impact upon WoG service delivery.  PSIF at best might be considered a transactional development initiative as it has not been able to raise itself beyond facilitating access to a funding pool which (at the moment) appears to sit in isolation from the proponents and WoG reform strategies.  The design clearly had hoped that PSIF would be transformational and able to integrate and embed itself as a valuable and sustainable GoS resource capable of appropriately managing and strategically dispersing tripartite funding to address emerging and existing priorities not readily funded through the Samoan budget. 
Facility Management and Organisation
 AUTONUM 
The partners agreed to vest leadership of PSIF with the Ministry of Prime Minister and Cabinet (MPMC).  This decision reflected a desire both to provide WoG leadership to the Facility, as well as to build the Ministry’s own capacity.  An FMU was established to manage the day to day operational, policy and strategic requirements of the Facility on behalf of the GoS and the development partners.    The design intended the FMU to be embedded within MPMC.  Additional support was provided to the FMU, through a Contracted Support Team (CST) to develop FMU and stakeholder capacity to manage and deliver the resources provided by PSIF.

 AUTONUM 
The partners recognised that placement of PSIF in MPMC was a risk, even proposing a ‘stop-go’ review at the end of the first year to review location. There was a strong consensus that this risk was outweighed by the significant benefits of working through MPMC, particularly:
· The significant role of the PM in overseeing government programs through the CDC;

· MPMC’s role as the overarching government agency with regards to collaboration among agencies and its key role in working with cabinet;

· MPMC’s mandate for pursuing and managing the WoG (rather than agency-specific) agenda and providing high level integrated policy advice to Cabinet and the PM;
 AUTONUM 
There was also a strong recognition and belief that PSIF would provide direct assistance to MPMC so that its own capacity could be built so that it would be better placed to manage and take an active role and leadership with regards to WoG program outlined above.

 AUTONUM 
Unfortunately it does not appear as though many of the above assumptions have been achieved or met during Facility implementation, although they are still highly desirable and relevant in the current context.   Notwithstanding the active role of the PM in chairing the FSC, his ministry has struggled with limited capacity (including resources) and a very substantial and diverse portfolio of responsibilities.  Public sector and economic reform and oversight is only one of these responsibilities, and there is insufficient capacity to truly coordinate and manage the significant economic and public sector initiatives underway and proposed.

 AUTONUM 
MPMC has not fully integrated the FMU, within an ‘embedded’ corporate and financial environment, nor has it provided sufficient high-level policy oversight and resources.  It is acknowledged that two seconded officers have been provided to supplement the FMUs resources.  This is recognised by the CEO, who is considering formally incorporating the FMU within the ministry’s policy unit.
 AUTONUM 
There has also been a significant delay in PSIF being able to mobilise resources to directly support capacity building activities within MPMC.  This fragmentation could be compounded by the fact that the resources identified to support MPMC will be via a standalone, contractor-managed ISP.  

 AUTONUM 
No sustainable capacity within a WoG context to manage PSIF into the future appears to exist within MPMC at the current time.  As a consequence Facility effectiveness has been impacted by MPMC not being able to truly take the lead in managing and supporting ongoing public sector reform in a WoG context. 
Facility Operations 

 AUTONUM 
There was widespread support for the PSIF concept, in particular as a source of supplementary funds for initiatives that would normally be unable to be funded through the Government’s budget.  A majority of persons interviewed indicated that PSIF was relatively effective in supporting a wide variety of initiatives across a broad client group.  Proponents often expressed  a belief that their ‘capacity’ was developed to better understand and work within PSIF and GoS systems to achieve proposal endorsement and funding. 

 AUTONUM 
Many stakeholders were pleased with the way the FMU worked closely with proponents to develop and adapt proposals to work within and through the approval process.  Whilst a majority of stakeholders and proponents supported PSIF, they also expressed concerns with regards to the complexity of the processes which needed to be followed and the process driven nature of the Facility.  Issues raised with regards to the Facility’s perceived effectiveness during consultations include:

· A lack of flexibility with regards to the design and implementation of initiatives, particularly those of lower value which could have had a quick impact in the work place had they been truly responsive to immediate needs.
· An equal interpretation of risk and risk management, irrespective of the size and complexity of the proposal.  The Facility seems to have judged all submissions according the same standards of risk; smaller valued proposals could be capable of absorbing a higher risk allocation during evaluation, thereby allowing quicker evaluation, endorsement and mobilisation of some proposals.

· The lack of direct remedial support and mentoring for activities perceived to be not progressing, e.g. it may have been more appropriate to have worked more closely with the Ministry of Justice to collaboratively address issues to do with the design and implementation of their initiative rather than having the Prime Minister write a letter to the CEO criticising the Ministry for lack of progress.  

· A belief that the Operational Handbook is too complex and process oriented.   Many stakeholders and proponents indicated that they had great difficulty understanding, interpreting and applying the handbook and that much of their core time was diverted towards defending and reworking the proposal rather than working towards implementing opportunities associated with the additional funding.
· A perception that the FMU was an entity unto itself with the express purpose of controlling and gate-keeping the ‘processing’ of proposals, and ensuring compliance with its own procedures.  There was a sense that the FMU was not really consultative or working within a WoG context, or as a representative of MPMC with regards to managing and leading public sector reform.  

· Comments were made by stakeholders, including personnel within the FMU that PSIF (and by default the FMU) is working as a ‘standalone’ donor rather than facilitating access within GoS control but external to the normal budget process.  
· A perception that Facility management had reverted to supporting ISPs as a default mechanism rather pursuing the original intent and philosophy of the Facility design 
2.3 Efficiency 
PSIF Resourcing
 AUTONUM 
FMU resourcing: The Tripartite Arrangement assigns responsibility for resourcing the FMU to GoS.  The Ministry of PM&C has appointed individuals to these positions.  As a result of the heavy workload of the FMU, and some staff absences on extended leave, the FMU’s original establishment has been supplemented with two attached officers from MPMC.

PSIF Donor Contributions (as at end Feb 09)

	
	Tripartite Arrangement (total payments)
	Actual to Date


	% expended
	# tranches

	CST payment (Aust)
	AUD2,659,717
	AUD3,731,567
	140%
	n/a

	PSIF payment (Aust)
	AUD7,344,285*
	AUD3,046,083
	41%
	3

	PSIF payment (NZ)
	NZ$5,000,000*
	NZ$2,713,564
	54%
	3


 AUTONUM 
Donor funds allocated to PSIF have to date (at the end of Year 4 of a 5-year Facility) fallen considerably short of those anticipated at the outset.  There have been far fewer tranches than the 6-monthly ones originally agreed.  The reason for this is the slow draw-down of funds by PSIF, which has in turn delayed the release of subsequent tranches.  Payments to the CST, by contrast, have been substantially higher than first anticipated.  This is due to the decision to extend the CST inputs to the end of Year 4.

 AUTONUM 
Facility management costs (through the CST) are quite high compared to other development modalities as a proportion of overall Facility expenditure at 42%
.  However, unlike most other ‘outsourced’ projects most of PSIF’s management costs are managed and contained within the localised context i.e. are not paid directly to international TA or standalone managing contractors.  The proportion of CST costs to overall project expenditure is very high at 70% and this is indicative that actual traction and implementation of approved projects has been quite slow, this ration will decrease when the pipeline of approved projects are eventually committed.  The high percentage of CST expenditure is also reflective that project preparatory costs are borne by the CST when they may better be aligned to project commitments.     

 AUTONUM 
There is a substantial pipeline of approved projects,
 committing PSIF to spend approximately SAT35 million from the current financial year to Financial Year 2012-2013.  Up to a further SAT10 million is possible if support is approved to MESC, PSC and MCIL.  This is an urgent and important issue for the tripartite partners and must be considered in the context of potentially extending and/or expanding PSIF beyond December 2009.  The tripartite partners must urgently examine and plan transitional strategies for the future to account for the programmed expenditure.  It would also be prudent for the partners to begin considering an exit strategy (if appropriate) beyond an extension period if agreed.
Efficiency of the Facility Model Modality (of sub-projects) 
 AUTONUM 
Progress to date points to less than optimal efficiency by PSIF:  Administrative costs (both by AusAID on the CST, as well as GoS expenditure on the FMU) account for well over a third (42%) of total expenditure to date.  It is worth remembering, too, that a considerable proportion of PSIF expenditure will go to the administrative and management overheads of the various projects – particularly where the design and implementation has been contracted out.  Some efficiency gains can be expected, now that the FMU and its systems are well established, the CST contract is coming to an end, and a number of project proposals have been approved for funding.
 AUTONUM 
PSIF was designed and implemented as a Facility to actively move away from the more traditional ISP modality being used in Samoa since the mid-nineties.  PSIF was considered as quite innovative as it was meant to provide a much more flexible mechanism for working within and across Samoan systems and structures.  A number of reviews
 highlighted that the use of ISPs was quite an inefficient way to expend development funding as they are quite resource intensive, not very flexible and do not usually work with a strategic WoG or capacity building context.  

 AUTONUM 
Unfortunately, ISPs can also be quite good mechanisms for ‘expending’ funds once they are designed and implemented. It could be interpreted that PSIF has reverted to using ISPs as a means to address issues with its inability to disperse funds and has now turned to the design and implementation of ISPs as a de facto mechanism to provide support to proponents under the guise of development support.  Consequently PSIF is now sponsoring quite significant
 ISPs as capacity development initiatives to key government departments, including MPMC.

 AUTONUM 
Whilst these ISPs may be beneficial in a number of ways, one has to question both the efficiency and effectiveness of such a decision as there are likely to be downstream consequences for all partners unless care is taken to ensure the following occurs:

· The proposals must be well researched and be demand driven;

· The designs must build upon the lessons learned from previous ISPs managed and implemented in Samoa;

· The designs must be embedded within a WoG of framework and closely aligned to sectoral and budget priorities;

· Implementation, monitoring and evaluation must be done using Samoan resources and with a focus on developing local and sustainable capacity, and most importantly

· There must be strong (total) leadership and commitment by senior personnel, in particular the Chief Executive Officer and the Minister.

 AUTONUM 
PSIF and the development partners will need to monitor the proposed ISP initiatives quite closely to ensure they are indeed meeting the development and capacity building objectives of the proponent organisations and WoG strategic public sector support priorities.

Alignment with Samoan Systems

 AUTONUM 
Planning & Budget Systems:  Like all new funding proposals, proposals to PSIF with a value exceeding SAT200,000 must first be submitted to the Ministry of Finance for appraisal, and then to the CDC for approval.  While the design recommending that the CDC process be replaced with a similar, but lower-level project screening and approval process, PSIF was subsequently directed to ensure all over SAT200,000 proposals were submitted to CDC, and therefore also appraised by the MOF.  In principle, this adoption of GOS approval processes is important in ensuring policy coherence, and bolstering the GOS budgetary processes through scrutiny, consultation and high-level prioritisation. 
  Some concerns were also raised with regards to the capacity of the FSC (and also the CDC) to appreciate the downstream impact/details of sponsored initiatives given the huge agenda CDC manages in a WoG context.
 AUTONUM 
Notwithstanding the requirement for CDC approval, subsequent and separate approval by PSIF’s own Steering Committee is still required.  Some agencies expressed surprise that CDC approval did not guarantee PSIF funding.  The FMU, in turn, expressed concern at agencies going ‘direct’ to the CDC without first working with the FMU to develop their proposal and, no doubt, to gain a level of mutual comfort for the project’s viability.  In one example, CDC approved a project (Executive Professional Development Program) that was subsequently questioned by the FSC, who directed the FMU to further investigate the appropriateness of the project.

 AUTONUM 
The duplication of processes, particularly in appraisal and approval, is of concern, even though PSIF has attempted to ‘closely pattern’ its procedures on the usual Government ones.  In PSIF words, this duplication has ‘resulted in lengthy turn-around times’
.  Parallel processes, it can potentially undermine the legitimacy and authority of the core Government processes.  This could happen by diverting agency attention and effort toward compliance with PSIF requirements, which are regarded by some as more exacting.  A further concern is that a separate PSIF ‘project cycle’ has reinforced the perception of PSIF-funded activities as stand-alone projects, separate from an agency’s core functions and resourcing.

 AUTONUM 
Financial management systems:  PSIF funds are deposited into a Special Account.  The FMU is responsible for all payments, however minor, and has its own accounting system/software which is housed and managed on a standalone server in the FMU. Whilst the data produced is compatible with Government systems, PSIF transactions are not processed through Government’s ‘Finance One’ computerised accounting system.  

 AUTONUM 
Procurement systems:  PSIF has taken seriously its obligation to use GOS procurement and contracting processes, and has invested considerable effort in explaining these requirements to ministries and agencies.  While agencies may apply to the Tenders Board for exemption from the usual two-step tender process, there are few standing arrangements to speed up procurement (such as period offers
) which might be applicable in the Samoan procurement context. 

2.4 Sustainability
 AUTONUM 
Whilst the PSIF enjoys support and patronage at the highest levels of government; the design appears quite sound, and the Facility has supported a very diverse public sector agenda in a demand driven environment and generally within and using GoS systems and structures, little evidence exists to suggest that PSIF is sustainable within MPMC in its current form.  
 AUTONUM 
The lack of sustainability is largely a function of the following:

i. The widely held perception that PSIF is a ‘standalone donor entity’ within a Samoan government construct.
ii. A number of the systems and drivers used by PSIF, whilst based upon Samoan processes, remain parallel and controlled by PSIF.  They are also considered quite duplicative, complex, slow and inflexible relative to the needs of the stakeholders.

iii. The capacity and structure of the FMU as it currently exists is not established in a management or organisational framework which is sustainable in the Samoan government context.

iv. Whilst PSIF is aligned with MPMC, the Ministry does not possess the capacity or leadership/management to utilise or apply the resources available within a WoG context to drive ongoing public sector and economic reform. 

 AUTONUM 
Little evidence exists to suggest absence of the CST will adversely affect the operations of PSIF as it currently exists. The review team did not receive any submissions or recommendations from any of the tripartite partners, or from the CST or the managing contractor suggesting the CST should be extended beyond May 2009.  There is a sense within PSIF that the Facility has the potential to continue to operate effectively as long as appropriate resources are aligned to PSIF and high level strategic support is provided from within a WoG (and tripartite) context.

 AUTONUM 
It is the opinion of the review team that PSIF has the potential to better support GoS requirements within a sustainable framework.  However to achieve this there is a need to transition PSIF into a more appropriate modality able to less artificially (or more seamlessly) work within and across the GoS public sector and economic reform framework.  

2.5 Lessons Learned
 AUTONUM 
Consultations with stakeholders and partners during the review highlighted a number of lessons learned from the immediate past (i.e. ISP period) and PSIF management and implementation.  These lessons are significant in the context of examining options for ongoing support through the tripartite relationship.  Lessons of significance include:

 AUTONUM 
Immediate Past (ISPs)
i. ISP experience demonstrated that there was a need to take a more integrated approach to strengthening the Public Service and its management of financial, human and physical resources.

a) This was based upon the assumption that capacity and systems (i.e. corporate planning; financial management, and information systems; not individuals) were critical constraints to better public sector performance. 
ii. ISPs clearly make a contribution to overall economic and public sector reform management and implementation at an organisational and sector level.

a) However there is little evidence that the impacts transform into improved service delivery or directly affect the general population of Samoa. 

iii. ISPs appear to lack an overall impact with regards to WoG impact and improved service delivery because:
a) They are delivered and targeted towards individual agencies in a strategic vacuum i.e. sector plans do not exist and/or are not understood (owned);

b) There are missed opportunities to realise synergies in addressing common needs (e.g. performance audit, legislative reform and records management);

c) ISPs often create duplication of effort, and 

d) Capacity improvements are not monitored.

iv. Donors and GoS do not actively work together to harmonise strategic, operational and financial opportunities in support of public sector improvement resulting in:

a) Replication of efforts in a complex delivery modality.

b) An ineffective use (non-existent at times) of GoS systems, structures and personnel in the management and implementation of donor supported resources.
 AUTONUM 
Present (PSIF) - PSIF was designed as a response to the lessons learned where ISPs were the dominant form of development support in Samoa.  
i. PSIF emphasised and applied the principles of partnership, Samoan leadership, increased use of Samoan systems and structures, moving from projects to programs, and participatory governance.  These principles remain valid and applicable and are well expressed and outlined in the design.  However:
a) PSIFs management and implementation is struggling to translate the principles into practice.  Possibly as a result of PSIF being managed in isolation from MPMC and other associated leadership and capacity issues within MPMC. 

b) PSIF has reverted to supporting more traditional ISPs within a complex strategic environment.  

ii. PSIF is an important attempt to use ‘pooled funds’ and to align with (some) GoS systems.  However the alignment is incomplete and causes added levels of complexity to PSIF because:
a) Money is treated as Samoan funded but retained in a separate trust account, managed and processed external to the government accounting system
.
b) Donors remain actively involved in the implementation process
.

c) AusAID supports other programs outside of PSIF which support public sector enhancement, but run parallel (or are divergent) to initiatives within PSIF
.
iii.   PSIF has struggled from a lack of a clear, prioritised policy framework, and an ongoing dialogue between partners on:

a) The critical public sector constraints for PSIF attention.

b) Modality choice and sectoral interface, e.g. why are some programs within PSIF and others outside, and pooled funding versus budget support.

c) Maintaining or renewing public sector reform momentum.

d) Effective operationalisation of support mechanisms, i.e. how to ensure appropriate resources are provided to ensure Facility management can be most effective. 

 AUTONUM 
It is clear that PSIF has reverted to using ISPs as a default development modality and this practice should be discontinued as soon as practicable.  It is also critical the partners discuss and explore opportunities arising out of the lessons learned in recent times in Samoa if PSIF is to become a more effective mechanism to support GoS’s desire to improve public sector performance in the future
.

Section 3 – Opportunities and Future Options 
3.1 Opportunities
 AUTONUM 
It is apparent that PSIF has demonstrated a ‘partnership’ can work quite effectively with regards to the tripartite relationships and pooled funding between GoS, GoNZ and GoA.  PSIF also highlights that there are also opportunities to further strengthen the partnership so that there is stronger alignment and articulation of the delivery strategy to sustain economic and public sector reform in support of better service delivery in Samoa.  

 AUTONUM 
A priority area for discussion between the partners is how to address the critical constraints of ongoing reform and improved service delivery.  This would require regular high level discussions on areas associated with:

· What are the key impediments within the public administration system i.e. central or line agencies; policy making; priority setting; funding/financing; equipment; asset management; data/research, or capacity?
· What incentives shape good leadership and decision making within government?
· What (and who) are the key drivers of reform and how do we best position resources in support of the key drivers?
· Do we align resources to areas of low capacity when drivers of change may lie elsewhere?
· Why does the default development practice and priority always tend to incorporate ISPs when alternative options exist which may be appropriate in the Samoan context.

· What issues can be realistically addressed through donor support and engagement, and what are the most appropriate modalities within the Samoan context given the advances made with regards to successful reform in recent times?  This should include dialogue on the key areas of aid effectiveness i.e. ownership; alignment; harmonisation; mutual accountability, and managing for results.

 AUTONUM 
Without this regular high level discussion, aid effectiveness within the partnership will be limited and there will be limited opportunity to move beyond the traditional forms of development support provided in the past.  Effective dialogue and consensus will lead to higher (and hopefully more effective) opportunities, including direct budget support.

3.2 Future Options
 AUTONUM 
Consultations confirmed PSIF as an innovative initiative which has supported public sector improvement in the Samoan context.  There is a strong consensus that PSIF can achieve more and be raised to a higher level if the three partners confirm their ongoing commitment to the program and efforts are made to address the limitations outlined in this report.

 AUTONUM 
Stakeholders consulted suggested the three partners should provide ongoing support for public sector strengthening beyond the currently agreed timeline i.e. December 2009.  However in doing so the partners should consider a number of options for the future, these include:

i Continuing to fund the current pipeline of project commitments:

a.   Urgent review of whether to approve any further new projects for funding – given that this would involve commitments of time and resources outside the current Tripartite Arrangement – until the future of PSIF has been confirmed
b.   Reviewing the most appropriate transition/management (including possible withdrawal) arrangements (e.g. whether the FMU should be extended) for those projects already approved which will extend beyond the currently agreed life of PSIF 
ii Reconfirming PSIF as means to support public sector and economic reform.  In doing so PSIF must refocus itself so that it is:
a.  Less transactional and more transformational.
b.  Better aligned to function and systems, maintaining separate processes only  where there is an agreed need

c. Truly responsive and expeditious in providing resources to address identified and emerging priorities not readily funded through the Samoan budget.

d. Able to focus on simpler initiatives which may have a high impact and can be managed in a localised context.
e. Able to acknowledge inherent risks and manage the risk level appropriately according to the value of the initiative
.

f. Addresses capacity building as both a process and an outcome, and provides progressive support to build capacity, where appropriate 
iii Transitioning PSIF towards budget support in the short to medium term.
In deciding on alternative, and/or longer-term options, partners should collectively consider:

· The development results that are expected from future funding, and how to ensure that funds are more directly articulated to Samoan strategic reform and planning priorities, with agreed performance outcomes;

· How to ensure strategic and sectoral leadership, collaborative ownership and effective work teams;

· Where the drivers of ongoing economic and public reform lie and how to best leverage off these drivers of change;

· The rationale for maintaining a separate Facility, relative to the risks and opportunities of providing budget support, as well as directly using existing Samoan Government systems for project identification, appraisal, funding, accounting and reporting;

· Donor expectations for involvement in policy and operational matters; and

· Appropriate levels of future resourcing, informed by assessments of capacity, risk and need.  

Section 4 – Recommendations and Conclusion
4.1 Recommendations

 AUTONUM 
Clearly the original intention of PSIF to provide collective support for improved public sector performance, in order to achieve improved service delivery outcomes, remains relevant.  
Recommendation 1: The Governments of Samoa, Australia and New Zealand continue to support the strengthening of the Samoan public sector (via a tripartite arrangement) in order to further enhance public sector and economic development reform as outlined in Samoan government strategy, policy and planning documents.  This should be done urgently to ensure continuity of programming and the adequate availability and release of funds in support of approved pipeline initiatives.
Recommendation 2: In any transitional arrangement, the partners re-establish PSIF as an initiative which pursues the original purpose of the Facility, i.e. a flexible Facility able to quickly and effectively respond to emerging or priority areas not readily funded through the Samoan budget.  
Recommendation 3:  The partners become much more proactive in the regular qualitative and quantitative
 monitoring and evaluation of facility outputs and outcomes.  This should include the sponsorship of regular impact studies to determine how/whether PSIF is influencing the culture of service delivery and whether this is improving (or not) service delivery to the general population of Samoa.    
Recommendation 4:  The partners endeavour to move the preferred development modality away from ISPs.  In doing so, the partners ensure that any future support provided by PSIF explore and use alternative capacity building strategies and tools which also focus on non-technical factors, e.g. values; motivation; conflict, and organisational heritage culture.  

Recommendation 5:   All future initiatives supported by PSIF take into account issues and lessons learned with regards transforming the Facility into a simple, flexible and responsive program outlined in this report.  In particular, reference should be made to issues and lessons learned outlined in paragraphs 42, 50, 58, 62 and 63 of this report. 
Recommendation 6:  The partners examine options to more closely align and embed any future support so that it is better able to be managed by and within GoS systems and structures
.

Recommendation 7:  During discussions to more appropriately realign future support to Government functions, GoS review the nominated lead agency, and consider the option of appointing MoF, where there is greater capacity and strategic leadership with regards to driving ongoing economic and public sector reform
.

Recommendation 8:  Partners ensure appropriate resources are appropriately allocated (fully budgeted) to PSIF to ensure it is fully resourced (human, financial and physical) and able to function appropriately within the organisational environment it is embedded within.
Recommendation 9:  The partners assess the need for extra resources to PSIF to assist with the re-drafting of the Tripartite Agreement and PSIF’s operational guidelines to move it into the next phase of operation.  The redrafting process will need to take into account the management, monitoring and evaluation of existing and pipeline initiatives already being supported by PSIF.  
Recommendation 10:  The Governments of Samoa, Australia and New Zealand consider transitioning financial support for PSIF to Budget Support
.
4.2 Conclusion
 AUTONUM 
The review has confirmed PSIF is an innovative development which has supported a number of good initiatives within the original context of the design.  However, strategically and operationally it has struggled to address the overall goal and objectives of the original design because it has not been able to establish a strategic identity and to align itself fully to Government functions and structures.      
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Key Findings

1.  PSIF Strengths

Samoan Ownership: Clearly PSIF is owned and embedded within Samoan government systems and structures. Samoan leadership of the Facility is at the highest level and the Prime Minister of Samoa is to be commended for his active involvement in PSIF.  The direct links and accountability of PSIF to the Cabinet Development Committee (CDC) is strong and allows for high level input, oversighting, approval and recommendations of PSIF supported initiatives.  The Samoan Prime Minister and other senior government representatives have a good knowledge and understanding of the initiatives supported by PSIF within a whole of government context.

Donor Harmonisation within the Principles of the Paris Declaration and the Accra Accord: All three partners (GoS, GoNZ and GoA) have reconfirmed their strong commitment in support of donor harmonisation and the alignment of resources in support of development being country-led, participatory and an inclusive process based on partnership and local empowerment.  All partners believe PSIF has provided appropriate support, or even expanded upon, this collective commitment.
PSIF Goal, Purpose and Objectives
: Consultations confirm the original Goal and Purpose of the Facility are still relevant in Samoa's policy and planning context. It has also been confirmed that the objectives associated with first two components
 of the design are still directly relevant to the Samoa's desire to promote continued economic and public sector reform across the public sector and to improve the ability of the public service to improve service delivery.

PSIF Responsiveness and Flexibility: All consulted stakeholders reaffirmed their belief that PSIF should be a responsive and flexible Facility able to quickly and effectively respond to emerging or priority areas, as conceived in the design.  Particularly important is support for initiatives where a current or strategic issue is being addressed and there is an opportunity to have a quick impact.  

2. PSIF Weaknesses

Leadership, Alignment and Commitment:  A clear majority of public and private sector stakeholders consulted indicated that there was a sense and belief that PSIF is not truly aligned to Samoan systems, priorities and policies in the overall economic and public sector reform program.  Economic and public sector reform leadership is not considered a current strength of the Ministry of Prime Minister and Cabinet (MPMC).  There was a strong belief that PSIF required proactive leadership and direct institutional alignment to the Government’s reform agenda and to avoid it operating as an ad hoc financing Facility.

Processes are Complex and Slow:  The majority of stakeholders consulted considered PSIF consultations, processes and financial endorsements to be difficult to work with and through.  There was a general acknowledgement these difficulties are often a result of capacity issues within their own organisations as well as within PSIF and that all partners concerned tried to constructively address the issues as they arose.  However, the general consensus amongst stakeholders was that for PSIF to be successful efforts needed to be made to streamline and build some flexibility into the submission and activity development process.   

PSIF Capacity: PSIF is considered to be under-resourced and lacking in technical and operational capacity to manage and facilitate the breadth and depth of technical activities currently in its portfolio. This issue has been compounded by the Facility’s decision to support the design and implementation of large and technically complex initiatives which require robust designs, detailed monitoring and evaluation frameworks and elevated levels of implementation and financial risk. 
3. Opportunities for the Future

PSIF was universally considered an innovative initiative which has supported public sector improvement in the Samoan context.  There is a strong consensus that PSIF can achieve more and be raised to a higher level if the three partners confirm their ongoing commitment to the program and efforts are made to address current limitations.

Stakeholders consulted suggested the three partners should provide ongoing support for public sector strengthening beyond the currently agreed timeline i.e. July 2010.  However in doing so the partners should consider a number of options and opportunities, including:

· Reconfirming and re-establishing PSIF as a Facility to support public sector and economic reform and strengthening which is responsive and expeditious in providing resources to address identified and emerging priorities not readily funded through the Samoan budget.
· Allocating more appropriate resource support to PSIF in support of capacity development initiatives and operational support to ensure effective Facility operations.
· Transitioning PSIF towards budget support in the short to medium term.
· Ensuring supported activities are more directly articulated to Samoan strategic reform and planning priorities with direct links to performance outcomes.
· Ensuring good strategic and sectoral leadership, collaborative ownership and effective work teams, and/or the ability to support the capacity development of these variables within and across the public sector and PSIF.
· Focusing on less complex initiatives which may have a high impact and can be managed in a localised context.
· Acknowledging inherent risks and managing the risk level appropriately according to the value of the initiative. 
· Directly using Samoan Government work place practices and systems.  This requires a sound understanding and experience of local systems.  PSIF must be identified as being within Samoan systems and structures.
4. Conclusion and Initial Recommendations

PSIF is an innovative development which has supported a number of good initiatives within the original context of the design.  However, strategically and operationally it has struggled to address the overall goal and objectives of the original design because it has not been able to establish a strategic identity and to align itself fully to the operational opportunities available.  

Recommendations:

The Review Team recommends that:

i. The governments of Samoa, Australia and New Zealand continue to support the strengthening of the Samoan public sector (via a tripartite arrangement) in order to further enhance public sector and economic development reform as outlined in Samoan government strategy, policy and planning documents.

ii. This support should move towards being further embedded within Samoan systems and processes

iii. The Samoan government consider relocating PSIF from the Ministry of Prime Minister and Cabinet to the Ministry of Finance to maximise the strategic, planning and operational opportunities outlined above. 

iv. The governments of Samoa, Australia and New Zealand consider transitioning financial support for PSIF to budget support in the short to medium term. 

Attachment B – Terms of Reference
MINISTRY OF THE PRIME MINISTER AND CABINET

PUBLIC SECTOR IMPROVEMENT FACILITY

INDEPENDENT PROGRESS REVIEW

IN-COUNTRY MISSION
09th – 13th March 2009
TERMS OF REFERENCE

1. INTRODUCTION

These Terms of Reference (TOR) are for the review of the progress of the Government of Samoa (GoS) Public Sector Improvement Facility in order to assess: progress and effectiveness of the Facility to date in meeting planned Public Sector reform program objectives and outcomes; the likelihood objectives and outcomes will be achieved on time and within the existing Facility; and identify where further support to the Samoa Public Sector may be required in alignment with the Strategy for the Development of Samoa 2008-2012, the Public Administration Sector Plan for Samoa 2007-2011 and any other relevant GoS strategic plans and priorities. 

2. BACKGROUND
Since 1996, the Government of Samoa (GoS) has periodically developed a national strategy for economic development. The Strategy for the Development of Samoa (SDS) 2005-2007 sought to promote private sector led growth and development and to strengthen the effectiveness of the public sector. The current Strategy for the Development of Samoa (2008-2012) reiterates GoS emphasis on private sector led growth and on improving government effectiveness as well as an overall development vision for Samoa of “An improved quality of life for all.”

The Governments of Australia and New Zealand are major providers of development assistance to Samoa and have supported a number of significant public sector reform and institutional strengthening projects (ISPs) in the country. A joint AusAID and Government of Samoa review of the impact of Institutional Strengthening Projects was undertaken in 2003. One of the findings of the Review was the need to develop support, at a stage removed from ISPs, for effective public sector reform and capacity building.

The GoS agreed, in their response to the Review, to the establishment of a mechanism to provide the support. After extensive consultations, the Government of Australia (GoA) the Government of New Zealand (GoNZ) and the Government of Samoa (GoS) reached agreement to implement the Public Sector   Improvement Facility (PSIF)This decision was officially recorded in the signing of a Tripartite Agreement which sets out the principles, structures and responsibilities for the implementation of the PSIF based on the Facility Design Document agreed in September 2004.

The PSIF is designed to provide a flexible and responsive mechanism for supporting a program of public sector reform-oriented governance activities which contributes to improved efficiency and effectiveness across the Samoan public sector and supports the attainment of Samoa’s development plans and priorities. The PSIF design is intended to build upon the benefits achieved to date under Samoa’s reform program and to be responsive to  any immediate or emerging needs within the public sector. The PSIF was also designed to align as closely as possible with existing GoS procedures and structures, and to maximise involvement and responsibility of the GoS for PSIF management.

The PSIF is implemented through a Facility Management Unit (FMU) located within the Ministry of the Prime Minister and Cabinet (MPMC) and supported by a Contracted Support Team (CST) (contracted through Coffey International under contract to AusAID). The location of the FMU was endorsed by the Samoa Public Sector Chief Executive Officers (CEOs) during the design process in order that the facility be guided by a whole of government perspective and build capacity of the MPMC.

The SPSIF is a 5 year project which commenced implementation in March 2005. The total value of the project is envisaged to be $15 million, the sum of the contributions from Goal (AUD$10m) and GoNZ (NZ$5m).

The management structure roles and responsibilities are described in the Operational Handbook and the Design Document. This includes:

· Facility Coordinating Committee (FCC) – the   coordination body which provides the three governments with the opportunity to provide strategic guidance and review progress and performance

· Facility Steering Committee (FSC) – the peak governance body which oversees the work of the PSIF including program review and approval,

· Facility Steering Committee Sub-Committee (FSC-SC) meets between the quarterly FSC meetings and has delegations from the FSC to approve projects for funding and consider other operational issues that relate to the PSIF. The FSC considers FSC-SC minutes and decisions at each meeting.

· Facility Management Unit (FMU) – staffed by GOS public servants and provides the day to day management of the PSIF and the program of assistance that it supports.

· Contracted Support Team (CST) – provides support to the FMU to manage and operate PSIF.

· Cabinet Development Committee (CDC)- appraises and approves all major projects, whether funded by the PSIF or through another source, receiving advice from the Economic Policy and Planning Division of Ministry of Finance (EPPD, MoF). Approval by the CDC does not automatically mean that the project will be approved for funding under the PSIF by the FSC.

· Note – The PDD recommended the establishment of an independent Review Group (RG) – staffed by GoS public servants and provides independent technical oversight, monitoring and appraisal of proposals to ensure that funded activities have technical and developmental integrity. This structure was seen to be outside of the GoS systems and was disbanded in favour of the routine processes eg major proposals go direct to CDC or are decided by the FMU, depending on their value. 

A specific component of the design (component 3) is to build the capacity of the Facility Management Unit to effectively implement and manage the PSIF (FDD page 22). The design provides for the Contracted Support Team to work with the FMU over the first three years to support the FMU in the initial management of the Facility through skills transfer and more formal training as required. It is the intention of the design that this component be phased out over time, as FMU staff develop the range of competencies required to effectively manage the PSIF without external assistance. 

The timetable for withdrawal of the CST is set out in both the FDD and in the Tripartite Agreement. The Agreement, at page 17, states that the goal of the CST is to ensure that by the end of Year 3, the GoS have the skills to manage and operate the PSIF. The need for any CST inputs beyond those specified will be considered in the Review of Transitional Support to be undertaken at the commencement of Year 3. The Tripartite Agreement further states, at page 21, that the CST will be withdrawn by mutual determination of the three parties once it has been determined that the GoS are fully able to manage the Facility. The GoS will then be responsible to manage the Facility for the remainder of the period of the Arrangement.

This review follows on from a number of reviews. The First Year Progress Review (FYPR) was under taken in April 2006 to review and assess the level and effectiveness of support to the Facility by the Ministry of Prime Minister and Cabinet It also looked at the progress made in establishing the strategic framework for the PSIF through the Public Administration Sector Plan (PASP), the performance of the Facility and its adherence to approved processes and procedures including an audit of the Fund and progress made in transferring the necessary management skills from the Contracted Support Team to their GoS counterparts.  The Review of the Contracted Support was under taken in October 2007 to review  and assess the support of the Contracted Support Team to the GoS FMU in order for this team to perform its role without external assistance and determine the need (if any) for continuing support.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             

3. PURPOSE OF THE INDEPENDENT PROGRESS REVIEW (IPR):

3.1 The purposes of this Independent Progress Review  are :

(i) To assess past and current progress of the Facility in meeting its planned objectives and to identify, review and document inputs, activities, outputs, outcomes, risks and problems the Public Sector Improvement Facility have to date, and assess the extent to which objectives, outcomes and benefits are likely to be achieved. 

(ii)  
To make recommendations regarding the scale, nature and duration of development assistance to the Samoa Public Sector under the existing Facility to July 2010 or to the end of the Program.

(iii) 
To review and make recommendations on any issues of further support and alignment with GoS priorities, donor harmonisation and any emerging issues or matters related to the Facility or Program that require the attention of GoS, AusAID and NZAID.

4.  FACILITY MANAGEMENT UNIT AND TRANSITIONAL SUPPORT REVIEW CONDUCT

As part of the assessment process the Independent Progress Review Team will facilitate full and frank discussions with the Facility Management Unit, Contracted Support Team and stakeholders on issues relating to project implementation and on any risks that may threaten the successful implementation of the project.

The processes of the review will aim to foster a constructive outcome for the work of the Facility Management Unit, its governance arrangements, working relationship with the Contracted Support Team and its relationships with its stakeholders and clients. The aim is that this would, in turn, result in strengthened project outcomes.

The Review Team will use a process that is consultative and participatory in order to engender clear understanding and ownership of Facility activities and outcomes with all stakeholders. To help achieve the purpose of the review the IRT will consider the following areas:

1) Performance against anticipated outcomes.

· Has progress been made towards anticipated outcomes? If not, what is required to allow progress?

2) Capacity of PSIF to deliver on outcomes.

· Is current capacity adequate to deliver on outcomes? If not, what is needed?

3) Effectiveness and Efficiency of PSIF.

· Are there noticeable and documented improvements in public sector performance as a result of PSIF assistance?

· Have any improvements led to benefits for the general population?

· Is there value for money or are there benefits and advantages that the PSIF offers compared to other types of development assistance modalities

· Has the support to the PSIF been adequate and appropriate to help meet this aim? 
· How have aid effectiveness principles of ownership, alignment, harmonisation, mutual accountability and managing for results been addressed through the PSIF?

4) Recommendations for improved or further support to existing Facility or program.

· What support may be required to achieve program outcomes?

· Is there a need to consider alternative or complementary support to the program to better meet GoS public sector reform outcomes?
· How would aid effectiveness principles of ownership, alignment, harmonisation, mutual accountability and managing for results be addressed through any identified alternative support?

5.
SCOPE OF THE ASSIGNMENT
To achieve the objectives of the Review of Transitional Support, the Review Team is tasked to conduct and provide the following:

1. Document Review

· Become familiar with the PSIF through the study of all relevant project documentation, and with the wider context for the Facility through reading on the Samoan economy and public sector;

2. In Country Visit and Consultation with the FMU, CST and Government Stakeholders
· Under take the agreed visit to Samoa in order to assess the progress of the PSIF, visit project sites, inspect project records and procedures

· Consult with the Facility Management Unit

· Consult with CST

· Consult with Government of Samoa stakeholders

· Assess the extent to which the CST has addressed the needs of the FMU and identify gaps remaining that can be considered under the Pacific Partnerships for Development Priority Outcome 4: Improved Governance

3.  Consult with key stakeholders 

· The Review Team should meet with a broad range of stakeholders including, but not limited to, counterparts, agency clients, other public sector agencies and where feasible clients or users of public service.

· Canvass the experiences and views of the primary stakeholders in the facility, in particular the CEOs and Assistant CEOs of the various Government Ministries and Departments who have accessed the PSIF.

4. Facility and Performance Assessment

· assess the appropriateness of Program assistance (including relevance, efficiency, effectiveness, likely impact and sustainability) in light of key changes that may have taken place within the public service and the economy.

· review progress of program activities and progress towards achievement of objectives

· suggest, as appropriate, any alternative or additional support required by the PSIF in order to meet GoS public sector improvement outcomes and development priorities. 

5. Mainstream and Cross Cutting Issues

The Review Team will assess how successfully the PSIF has addressed the following Mainstream and Cross Cutting issues: 

· governance;

· gender equity;

· social equity

· communication

· human rights

· conflict prevention and peace building

· HIV/AIDs; and

· Environment.

The Review Team should maintain a process of feedback to AusAID, NZAID, GoS and the CST during visits, and should present a brief, report of its findings before departure. They should also provide a full report to GoS, AusAID and NZAID in Apia on achievements against project objectives, milestones and performance indicators following the completion of the visit.

6 INDEPENDENT PROGRESS REVIEW GROUP MEMBERSHIP

The Independence Progress Review Group shall comprise independent consultant(s) who between them will have the following qualities:

· Evaluation/review skills

· Capacity building skills

· Knowledge of the Samoan public sector; and

· Understanding of public sector change management issues and institutional strengthening activities.

7 IMPLEMENTATION

It is proposed that the Independent Progress Review will be undertaken by: AusAID representatives Peter Deacon and Katherine Ruiz Avila; NZAID representatives Cameron Cowan and Christine Saaga in the second week of March (09th March – 13th 2009);

i. In Country (Samoa)  09th – 13th March 2009

ii. Review of the Samoa Public Sector Improvement Facility. The consultants are expected to conduct interviews with AusAID (Apia), NZAID (Apia), PSIF (FMU and CST) and other relevant / major stakeholders;

iii. a  debrief with  AusAID, NZAID and key stakeholders (GoS) on the final day of the In – Samoa mission on Friday 13th March 2009;

iv. a draft Review Report  of no more than 15 pages (excluding annexes), to be submitted to AusAID for comment by 30th March 2009

v.  Comments to be submitted to Consultants by the 20th April 

vi. a  final Review Report within 10 days of having received written AusAID, Gos and NZAID comments on the draft Report.
The Review Team will be responsible for making its own travel, accommodation and word processing arrangements. AusAID Apia may assist in making initial  appointments for visits to Samoa and in providing recommendations on the itinerary and timing of monitoring visits. Once in-country however, the Review Team should assume primary responsibility for appointments and other administrative arrangements to the extent possible. 

8 REPORTING

The Review Team will provide an oral de-briefing and a brief preliminary written report to the GoS, AusAID and NZAID Apia and the CST prior to the completion of its monitoring visit.

The Review Team will provide a draft report addressing the Terms of Reference within fourteen days of the completion of the in-country visit.

A final Review Report should be provided within 14 days of receiving comments on the draft Report.

9 DOCUMENTS 

· Facility Design Document

· Annual Plan (06-07)

· Annual Plan (07-08)

· Strategic Framework & Chart

· Operational Handbook

· Six Monthly Reports

· Establishment Report

· Milestones

· First Year Progress Review Report

· Review of Transitional Support Report

· Monitoring & Evaluation Framework

· Tripartite Agreement

· Other key relevant strategic documents for the Reviewers Respective Reference.

· SDS 2005-2007
· PASP 2007-2011

· SDS 2008-2012

· Joint Samoa Program Strategy 2006-2010

· NZAID’s Pacific Strategy 2007 -2015

· AusAID’s Pacific Partnerships for Development.
Attachment C – Persons Consulted

	Ministry, Institution, Agency or Organisation Represented
	Persons Consulted

	Government of Samoa
	

	Ministry of Prime Minister and Cabinet  
	Auseugaefa Vaasatia Poloma Komiti - CEO

	Samoa Qualifications Authority 
	Fepuleai Sinapi Moli - ACEO

Moes Aseni

	Ministry of Women, Community & Social Development
	Luagalau Foisagaasina Eteuati Shon – CEO

Maulolo Tavita

	Samoa Tourism Authority
	Matatamaali Sonja Matalvea - CEO

Gatoloai Tili Afamasaga

	Ministry of Finance 
	Noumea Simi – ACEO

Muagututia Sifuiva Reupena - Government Statistician

Rosita Morai

Litara Taulealo

	Auditor General 
	Tamaseu Leni Warren - Auditor General

Fuimaono Afele – Deputy Auditor General

	Ministry of Health
	Palanitina Tupuimatagi Toelupe – CEO

Frances Brebner – ACEO

Dr Robert Thomsen - ACEO

	Ministry of Education, Sports


	Amela Silipa

Sina Ah Poe

	PSC
	Dom Aiafi

Potoae Roberts

	MFAT
	Amoretta Posini

	SUNGO
	Kattrina Esera – Kitiona

	Electoral Commission
	Simea Avei

	Ministry of Planning
	Benjamin Pereira – ACEO

	Ministry of Revenue
	Paul Meridith – CEO

	
	

	PSIF
	Cam Wendt – Facility Manager 

	
	Elizabeth McMillan (CST)

	
	Theresa Masoe – Program Officer

	
	Ancillita Pelalsio – Program Assistant

	
	Andrew Taylor – Finance Officer

	Independent Persons
	

	Past CEO (PSC)
	Fa'amausili Mataagialofi Lua’iufi

	Past CEO (Finance) KVA consulting
	Epa Tuiuloti 

	Local Consultant – Capacity Building Panel
	Afamasaga Toleafoa

	
	

	NZAID
	David Dolphin -  Deputy NZ High Commissioner

	
	Helen Leslie -  NZAID Manager;

	
	Christine Saaga - NZAID Development Programme Coordinator

	
	

	AusAID
	Ian Bignall – First Secretary

	
	Asenati Asenati Miranda Lesa-Tuiletufuga – Senior Program Manager


� This should include regular monitoring of Facility expenditure with respect to management overheads as a proportion of total program expenditure.


� This should include existing GoS personnel and decision making practices.


� On advice from a number of stakeholders the reviewers believe PSIF should be more closely aligned to the MOF as Finance’s function is more aligned to the strategic reform process and is better placed to use its own systems to process and guide funding towards emerging and priority needs using existing resources and structures, e.g. The Economic Planning and Policy Division (EPPD) within MoF plays a critical role in supporting these functions through its role as the technical arm of the CDC.  


� This recommendation should be in the context of the PFMRP and the latest Samoa PEFA assessment planned for this year.


� For a detailed review of the Institutional Strengthening Projects, refer to the joint GoS/AusAID review undertaken in 2003.  


� The PASP was considered a critical and ambitious sector reform initiative within the 2008-2012 SDS. PASP was developed under the sponsorship of PSIF and was considered a critical document when PSIF was designed. 


� Refer to earlier reviews of PSIF for further discussion on the innovative nature of the Facility i.e. PSIF Progress Review (May 2006), Review of PSIF Transitional Support (March 2008), and PSIF Case Study (April 2008).


� Throughout this document the terms capacity building and capacity development are used interchangeably. 


� Refer to the OECD DAC publication: The Challenge of Capacity Development – Working Towards Good Practice.


� Progressive engagement will allow PSIF to build upon and replicate initiatives which appear to have been successful during early implementation of the sub-project e.g. look for opportunities to replicate or expand successful initiatives implemented in the Tourism Authority and the Audit Office.   


� Refer to Capacity Development:  DFID Inception Report Capacity Building – Factors Underpinning Successful Capacity Development and Good Performance (2005).


� Many resources and references exist which would help in this regard.  E.g. 2008 Capacity Building Compendium prepared by the PNG Capacity Building Centre; increasing local research in support of localised capacity building initiatives; exploring models such as the ‘staged capacity building model’ (supported by AusAID elsewhere) increasing the diversity of advisers (and contractors), particularly Samoan nationals; stronger links to the local private sector and national institutions; and the use of fellowship and intern programs, twinning, and stronger links to programs run by the National University.


� It is not uncommon for average development overheads (management contractor and finance fees) to represent 20-25% of program overheads.  Other overheads (TA and procurement) will also be substantial depending upon how the project/program is being managed.  42% appears quite high and the tripartite partners would be advised to do a detailed analysis of how PSIF management costs are being determined and allocated relative to overall Facility efficiency.


� Including the yet to be confirmed Statistics ISP


� Refer to the 2003 Review of Institutional Strengthening Projects in Samoa, Final Report (AusAID) and the 2008 Samoa Public Service Improvement Facility Case Study (AusAID). 


� Some of the PSIF sponsored ISPs are in excess of SAT 8 million.


� The importance of the CDC as an opportunity for communication by the executive Government was generally acknowledged by stakeholders, while they also expressed concern at its inefficiency as a decision-making mechanism, given its extensive membership (over 70).


� See PSIF Strategic Framework.


� Period offers are awarded through competitive tendering and allow an organisation to establish agreements whereby approved contractors can provide services or goods directly on an ‘as required basis’.


�  PSIF financial software and accounts management is on a standalone server in the FMU office. 


� Regular reference was made to AusAID’s insistence that ongoing funding in support of GoS priority initiatives not being released until the Public Sector Administration Plan was completed.


� AusAID supported the design of Revenue ISP which stalled during peer review. PSIF is now picking up priority pieces of the design even though both Revenue and AusAID want the ISP to continue.  


� Discussions would need to take place as what is an appropriate level of risk allocated to a value.  An indicative value might be SAT 500,000. 


� This should include regular monitoring of Facility expenditure with respect to management overheads as a proportion of total program expenditure.


� This should include existing GoS personnel and decision making practices.


� On advice from a number of stakeholders the reviewers believe PSIF should be more closely aligned to the MOF as Finance’s function is more aligned to the strategic reform process and is better placed to use its own systems to process and guide funding towards emerging and priority needs using existing resources and structures, e.g. The Economic Planning and Policy Division (EPPD) within MoF plays a critical role in supporting these functions through its role as the technical arm of the CDC.  


� This recommendation should be taken in the context of the PFMRP the latest Samoa PEFA assessment planned for this year.


� Refer to Final FDD, page 19


� Ongoing support for public sector reform resulting in effective service delivery and support for immediate and emerging public sector reform priorities.  Final FDD, pages 27 and 28.   
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