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Foreword

Dear Colleagues,

The Ministerial Council (MC) in Brussels, in its Decision 18/06 on Further Strengthening the
Effectiveness of OSCE Executive Structures, has stated its commitment to the introduction and
application of Performance-Based Programme Budgeting (PBPB). The MC Decision highlights
another step in the evolution of the OSCE planning and budgeting cycle and reflects the past
year’s activities to develop a performance-based approach tailored for the OSCE.

The continuous strengthening of PBPB as a regular management tool is expected to help ensure
that the intended Programme results are achieved in a more effective and efficient manner, and
that they derive from transparent organizational processes (political and operational). Improving
the communication to the participating States on what OSCE activities contribute to will increase
transparency, and improving internal management processes will increase effectiveness.

PBPB is not something that will happen overnight but as a result of a phased process supported by
all Fund Managers and advised by the Steering Group and participating States themselves. Special
thanks to the Project Team as well as the colleagues who participated in the Pilot phase. Thank
you for your patience and support. But above all, this change in management approach will be
realized thanks to you: the individuals who through their day to day service to the Organization
will make it a worthy programmatic tool.

This package has been put together to assist you as we embark on this new endeavour. Whether
in a managerial capacity or in a supportive role as facilitator, we hope you find in this package a
worthy ally capable of offering clear guidance, relevant examples, a variety of useful templates and
accurate answers to most common concerns.

These are exciting days which offer us the opportunity to contribute to strengthening the
Organization’s capability to deliver effective assistance to participating States’ efforts to address
the challenges to peace and stability in our societies. With your active participation in this process
[ am convinced that we will take this small but important step towards those goals.

Yours truly,

Marc Perrin de Brichambaut
Secretary General
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An Orientation Guide

This guide introduces the basic concepts and common practices of the
OSCE’s Performance Based Programme Budgeting (PBPB) and is
organized as follows:

Chapter 1: What you need to know to get started

The first part of this guide is aimed at ensuring a common understanding of what
the OSCE’s performance-based approach to programming entails by explaining its
rationale and elaborating on PBPB basic concepts.

Chapter 2: Planning your Programme - Practical suggestions

This chapter provides suggestions to Fund and Programme Managers on how to
most effectively plan their programmes.

Chapter 3: Formulating your Programme

This portion of the guide offers practical guidance to formulate Programme
budgeting documents using a performance-based approach.

Chapter 4: Responses to frequently asked questions

The last chapter of the guide compiles answers to common issues and likely
questions on PBPB.

CEEE

Organization for Security
and Co-operation in Europe
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What is Performance Based
Programme Budgeting?
A performance based approach places the

emphasis on planning for, communicating
and achieving RESULTS.

What Does That Mean in Practice?
PBPB’s introduction into the OSCE has two elements:

1. Our Programmes focus on achieving specific results. This will require your Fund
and Programme to:

« Strengthen the link between the political priorities of the Fund and Programme
activities;

« Plan, focus and prioritise Programme Objectives according to the results the
Programme wishes to achieve in the medium term and the resources available
to them;

» Engage in systematic monitoring and evaluation of Programme activities in
order to increase their efficiency and ultimately, their effectiveness;

« Strengthen the co-ordination of Programme activities between Field Missions,
Institutions and the Secretariat.

2. We communicate to participating States through the Programme and Budgeting
documents more clearly the results our Programmes want to achieve, and better
justify why we are focusing on them. This has led us to:

+ Define the Programme elements we currently use in the Programme and
Budgeting documents and apply them consistently across all Funds;

+ Reformulate the Programme and Budgeting documents to improve the clarity
and transparency of the OSCE’s work to participating States, emphasize the
documents distinctive features, and elicit policy guidance from them.



What you need to know to get started

Why are we doing this?

The OSCE has been undergoing a period of transition. Many Field Missions, Institu-
tions and Secretariat Units now find themselves increasingly focused on the provi-
sion of technical assistance and institution building, more tangible activities requiring
more financial resources and enhanced internal management structures.

Furthermore, the OSCE is encountering increasing numbers of actors in its areas of
activities, all competing for a finite amount of financial and human resources. If the
OSCE wants to remain competitive, it must be able to demonstrate the efficiency and
effectiveness of its structures without losing its flexibility.

Why are we doing this now?

At the Brussels Ministerial Council participating States called for the work of the
OSCE to be strengthened by improved multi-year planning and enhanced program-
matic co-ordination in all OSCE Funds. To this end, the Secretary General was tasked
to introduce Performance Based Programme Budgeting (MC.DEC18/06).

The Concepts

The “performance based” part of PBPB refers to four performance elements:

- Objective: The end result a Programme intends to achieve over sev-
eral years. Programme Objectives support Mandate implementation.

- Outcome: A result induced by OSCE Outputs. Although affected by
outside factors the Outcome must be within reasonable influence of
the OSCE. Outcomes must focus on the tangible change introduced
by the Programme.

- Indicator: An element reflecting a quantitative or qualitative change
that enables the assessment of the achievement of Programme Out-
comes. The indicators are designed by the Fund Manager, limited in
number and use information that is readily and easily available.

- Output: The specific product or service resulting from several OSCE
activities over one Unified Budget cycle.
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How do these concepts relate to my
Programme Planning?

These elements are the basic framework for building your Programme. PBPB is not an
alien concept to many Funds and Programmes. The Logical Framework is currently
used by many OSCE staff to formulate their projects. PBPB can be seen as an exten-
sion of this tool to the Programme level.

Performance-based Previous
Approach Approach
Objective(s) Objective(s)

Outcomes Outcomes*
Outputs Outputs
Activities Activities
(advocacy, monitoring,
reporti ng’ prOjeCtS, etC) * This was not applicable previously

Like the Logical Framework for Project Management, PBPB focuses Programmes
firstly on the results to be achieved - the Objectives - and then logically and coherently
elaborates on the Outcomes and Outputs needed to achieve them.

Outcomes and Outcome level Performance Indicators provide Programme Managers
and participating States with benchmarks to indicate progress towards the Objectives.

Activities should be subservient to Objectives,
and should not dictate the Objectives

Programmes are focused on achieving.
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Chapter 2:

Planning your Programme -
Practical suggestions

Why Planning Your Programme Is Important

In the OSCE, Programmes serve as the main tool to translate the political will of the OSCE

Permanent Council into action, meaning that:

« Every substantive activity you conduct is linked to individual Programmes designed
to reach the overall goals of the Fund;

+ All of the human and financial resources allotted to your Fund are assigned to

individual Programmes.

CEEE

Organization for Security
and Co-operation in Europe
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The importance of Programmes in the OSCE dictates that
sufficient time is spent planning them. The introduction of PBPB em-
phasizes greater focus and prioritization to achieve Programme results, and adequate plan-
ning is vital for this.

How?

Each Field Mission, Institution and Secretariat Unit has differing roles, mandates and plan-
ning characteristics.

No one model fits all, and therefore the responsibility
of creating the most optimal Programme planning
structure rests with each Fund.

However you plan your Programme, it is important to firstly define your Objectives to en-
sure that your Programme strategy defines your Programme activities, and not vice versa.

The following examples are based on the practice of several Field Missions. They are designed
to provide food-for-thought when deciding on how best to plan your own Programme.

Strategic Planning Workshops - April

A performance based approach to programme planning always starts with the longer term Ob-
jective, and then works back to the short-term Outputs and activities. This is because your Pro-
grammatic activities should be subsidiary to the Programme Objectives you want to achieve.

At the beginning of the programme planning process, it is a logical first step for each Fund
and Programme Manager to hold a Strategic Planning Workshop to ask, ,In the current and
forecast conditions of Mandate implementation, what should the Fund/Programme achieve
in the medium term?“. By answering this question, Fund/Programme Managers should be able
to set focused Objectives and Outcomes. Indeed, at this stage, Programme Managers should
also attempt to formulate draft Outputs for internal planning management purposes.

The success of a Strategic Planning Workshop is dependent on all the participants being
analytically prepared prior to the event. The most important element of this preparation is the
establishment of a baseline for the situation the OSCE Fund or Programme currently operates
in, as well as an assessment or characterisation of the problems or needs relevant to the OSCE
mandate. This will lend clarity, detail and focus to the discussions, and can be done through
a desk review - which incorporates an analysis of the main challenges faced in each Program-
matic field — or through a series of background reports and food-for-thought papers.



Planning your Programme - Practical suggestions

The OSCE works with host governments, local and international partners as well as a net-
work of complementary internal OSCE structures in nearly every sphere of its work. Effec-
tive planning can only be achieved by factoring in the work and views of other stakeholders.
The attendance of Field Missions, Institutions or the Secretariat at Strategic Planning Work-
shops is a constructive way to enhance co-ordination.

It is equally important to consult with non-OSCE stakeholders. Consultations with the host
government, other international and local partners prior to the Workshops are essential to
form a context in which the OSCE's work fits into, and ultimately helps avoid replication.

Strategic Planning Workshops should:

- Enhance Relevance: Discuss the current and potential situation and challenges
that need to be addressed by the OSCE Fund or Programme;

» Improve Focus: Set focused Objectives and Outcomes to be worked towards by
the Fund and related Programmes for the following year or longer based on the situ-
ation and challenges that have been identified;

+ Increase Co-ordination: Involve other relevant Field Missions, Institutions and
Secretariat as appropriate.

Facilitators of Strategic Planning Workshops need to consider:

» What are the most relevant needs or challenges in the host country / thematic
area that the OSCE needs to address?

+ Are these needs short/medium/long term?

» What new needs or challenges could arise in the medium/long term?

+ What is the desired future “end-state” the programme seeks to achieve?

+ What are other non-OSCE stakeholders working on in this Programmatic /
thematic area?

» What results does the OSCE want to achieve in this Programme / thematic area
in the medium term (your Objectives)?

+ How can gender equality best be promoted in the medium to long term Pro-
gramme strategy?

+ What results do the OSCE'’s partners, host country actors, implementing
partners think the OSCE should work to achieve?

+ Which OSCE actors are best placed to achieve those results?

+ Does the Programme have sufficient support and projected resources to achieve
the identified results?

« If the Programme consolidates its Objectives, will its effectiveness increase?

+ What are the strategic plans of other major actors working in the same field?

Strategic Planning Workshops are ideally held in the Fund, but can also be hosted in Vienna,
or in the context of a Regional Heads of Mission Meeting or thematic meeting.

.8
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Programme Planning Workshops - July / August

In the Strategic Planning Workshops, Fund/Programme Managers set Objectives and Out-
comes according to the medium-long term results they want to achieve. These may have
been modified following the Programme Outline discussions with the Participating States.
The next step is to operationalise them.

Prior to the formulation of the Unified Budget document, Fund/Programme Managers
should reconvene with the relevant OSCE stakeholders for a Programme Planning Work-
shop and finalise the Outputs and tentative activities needed to achieve the set Outcomes
and Objectives.

Consultations with implementing partners prior to the Workshop can provide activity ideas
and allows the OSCE to gauge the implementation capacity of local partners. Consulting
with other international actors prior to the workshop will also help the OSCE to avoid rep-
licating the work of others. After the workshops, it is important to inform and consult the
host government.

Programme Planning Workshops should:

» Improve Relevance: Elaborate on Outputs and activities to be achieved within the
context of the Objectives and Outcomes set in the Strategic Planning Workshops;

« Increase Co-ordination and Coherence: Ensure the planned Programmatic
activities reinforce, not duplicate, those of other Field Missions, Institutions and the
Secretariat and assess the need for substantive support by other OSCE actors;

« Enhance Effectiveness: Decide which programmatic activities most effectively
achieve the set Objectives and Outcomes.

Facilitators of Programme Planning Workshops need to consider:

» Have the Objectives or Outcomes formulated in the Strategic Planning
Workshop changed?

» What Outputs should the Programme focus on in the short-term in order to
make tangible progress towards the Objective and Outcome?

« How will your Output concretely influence the promotion of Gender Equality?

« If the Programme reduces those Outputs, will it increase its effectiveness in
achieving the other Outputs?

» What programmatic activities are best suited to achieve those Outputs?

o What are the resource implications of these planned activities — are they
feasible?

» Which OSCE actors are best placed to implement the planned activities?

» What is the capacity of local implementing partners?

+ Do any of the planned activities overlap with those of other actors?

+ Do the planned activities have a track record of effectiveness and efficiency?

.9
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As mentioned in Chapter 1, the second important element of PBPB is to communicate
to participating States more clearly the results our Programmes want to achieve.
This is done through the:

e Programme Outline - May
> Programme Managers describe the issues they intend to address and;
> Outline their strategy - the Objectives and Outcomes — to address them.

¢ Unified Budget - September
> Fund Managers describe the general operational outlook in which they will
implement their Unified Budget in the forthcoming year;
> Programme Managers formulate and elaborate upon the Outputs required
to achieve their stated Objectives and Outcomes.

¢ Programme Budget Performance Review - March
> Programme Managers report on both progress towards achieving Objectives
(i.e. against Outcomes and their related Indicators), and on their

achievement of Outputs.

CEEE

Organization for Security
and Co-operation in Europe
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In order for participating States to understand, guide, and ultimately support Programmes, it is
crucial to provide clear information and consistently apply the Programme elements.

The following section provides guidance when formulating your Programme and its constituent
Objectives, Outcomes, Performance Indicators and Outputs.

When you formulate and review your programme, you should bear the following points in mind:

Evaluation of Performance: The OSCE Funds or Host Country?
It is the OSCE Fund’s performance that should be evaluated. You can ensure this by setting:

+ Objectives within the influence of Programmes;

+ Objectives that relate to the “end state” of what the OSCE action tries to achieve, and not
the “end state” of the process it is involved in or contributing to;

+ Outcomes to focus narrowly on what the Output’s contribution to a process is, rather
than how other actors will take the Outcome forward.

Mandate to support a process and designing your Objectives, Outcomes

and Performance Indicators

When the Programme aims at supporting a process, Objectives, Outcomes and Performance Indica-
tors should focus narrowly on the Fund’s role within that process, and not on the whole process.

Political Sensitivities and Performance Indicators

There are different types of quantitative and qualitative Indicators. The main point is to ensure
that they are verifiable. Hence, they can also indicate the mere presence (or absence) of change.
Choosing an Indicator that is both relevant to your Outcome, politically non-sensitive and easily
and readily available may require time and careful consideration.

Extra-Budgetary Projects and PBPB

An extra-budgetary project must be consistent with your Programme’s Objectives and relevant to
fulfilling the Fund’s mandate. The focus in the Programme Outline and the Unified Budget should
not be on project activity, but on Progammes and how their respective Objectives and Outcomes
are intended to achieve the Fund’s mandate over time. The resources requested in the Unified
Budget Proposal are those which Fund Managers consider necessary to achieve the results be-
ing targeted with contributions from the 56 participating States. Extra-budgetary resources and
project activities are required to be complementary to these and must contribute to the same.

Operational Flexibility and PBPB

PBPB does not change the current level of flexibility. Should the conditions of your Programme im-
plementation and its needs change, you can adapt your Programme accordingly. At the end of the
Unified Budget cycle, the Programme Budget Performance Review allows Programme Managers to
explain any modifications or deviations from your planned Outcomes, Indicators and Outputs.
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Objective - the end result a Programme intends to achieve

over several years

Explanation: Supporting Fund mandate implementation, Objectives help to make
programmes policy-driven by defining their direction. The Objective should reflect the
OSCE'’s role and contribution.

e

Key Questions:

« What are the problems or issues the Programme needs to address?
« What is the programme’s role and contribution?

+ What is the longer-term purpose of the programme?

» What is the desired “end-state” the programme seeks to achieve?

« Does the Objective relate to the Fund Mandate?

Rules of Thumb:

« Should relate to the “end-state” of OSCE involvement, not the broader
end-state of the process the programme is involved in or contributing to;

« Should be stated in a longer-term perspective;

« Should be limited to as few as possible;

« Should refer to a target area or group whenever possible.

Formulation:

» Formulate an affirmative sentence in present tense;

+ Begin by using phrases to reflect the OSCE role, e.g.: “To promote;
to contribute to; to improve; to support; to facilitate, etc”

Examples:

« To support the government in establishing and maintaining open
and secure borders;

+ To promote the conditions necessary for sustainable economic development
in the host country;

« To support the host country in effectively addressing threats to its
environmental security;

« To promote the understanding and respect for human rights standards.

@E Organization for Security and Co-operation in Europe
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Outcome - A result generated by OSCE Outputs

Explanation: A result generated by the completion of several Outputs, towards the
achievement of an Objective. The Outcome should demonstrate the medium term impact
of a programme’s work. The Outcome must focus on the tangible change introduced by
the OSCE Programme. This is done through describing what the beneficiary of the OSCE’s
work has been enabled to do. Although affected by outside factors, the Outcome should be
within reasonable influence of the OSCE. Outcomes do not presume further action by the
beneficiary.

% Key Questions:

w « What specific changes or impact needs to happen to the beneficiary in the
medium term in order for the Programme to reach its Objective?

+ Can the OSCE Programme reasonably expect to influence these changes?

+ Does the change need involvement of other partners or resources?

Rules of Thumb:

« Focus on what the Outputs enable the end-user to achieve, without assuming
they have achieved it;

« Should be within the influence of the programme;

« Are the result of a number of Outputs;

+ Whenever possible each Outcome should reflect the distinct strategy to be
followed over time (e.g., capacity building, legal frameworks, awareness, etc);

;‘%

+ Should refer to a specific target area or group whenever possible.

Formulation:

« Formulate an affirmative sentence in the present tense;

« Formulate a beneficiary-centric sentence. Focus on the change or impact on
the beneficiary;

« Characterize the change the OSCE Outputs have enabled.

Examples:

« The border guards services has enhanced capacity to develop and implement
a national border management concept;

+ Host state authorities have the proficiency to create economic governance

conditions more conducive to economic development;

+ The general public is aware of the environmental threats and responsibilities
facing the country;

« Civil society and state actors have a better ability to address human
rights issues.

@E Organization for Security and Co-operation in Europe
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Indicator - An element reflecting a quantitative

or qualitative change that enables the
assessment of the achievement of Outcomes

Explanation: Indicators are used exclusively with Outcomes to verify whether or not the

Outcome has been achieved. The indicators should be designed by the Fund Manager,

limited in number, and use information that is readily available. Defining indicators is the
most difficult part of the PBPB approach because it involves deciding how to measure
progress and how to obtain the information.

o

Key Questions:

+ How will you know the Outcome has been achieved?

» What would demonstrate the Outcome has been or is being achieved?
« Will the indicator demonstrate the Outcome has been accomplished?
» What evidence or information do you need to confirm that?

» What is the source of the evidence? How can it be obtained?

Rules of Thumb:

« Are reflections of — not a substitute for - the intended Outcome;

« Should be directly linked to the Outcome;

« Should be formulated only after completing all of the Programme elements
(Objectives, Outcomes and Outputs);

« Should be chosen and expressed in such a way as to allow a reasonable
judgment to be made of the degree of success achieved;

+ A combination of several indicators may be needed to demonstrate an
Outcome has been achieved;

« Can be qualitative or quantitative;

« Are verifiable - make sure information or evidence can be obtained;

« For quantifiable indicators it is important to establish a baseline.

Formulation:

» Be careful not to confuse an indicator for the intended Outcome;

+ Make them clear and simple;

» Formulate units of measurement and set timeframes to the extent
that it is possible;

« Focus on how qualitative change can be measured.

@E Organization for Security and Co-operation in Europe
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Examples:

« The border management concept is developed and informs all
activities performed by border guards
(Verified by: Border Management Concept document)

« Economic regulations reflect recognized good governance standards
(Verified by: Evaluation Reports of the relevant economic regulations)

» Number of people within the catchments’ area of Aarhus Centers
(Verified by: Local authority population data / Civil registry data)

+ Number of complains dealt with by the Ombudsman and
other relevant recourse mechanisms.
(Verified by: Records compiled by the relevant recourse mechanisms)

@E Organization for Security and Co-operation in Europe
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Output - The specific product or service resulting from several

OSCE activities over one Unified Budget cycle

Explanation: Outputs are directly derived from OSCE activities and resources deployed

during programme implementation. They are the direct result of a combination of

activities. Given the role the OSCE often plays and the nature of its mandates, Outputs

can either be products or services.

7%

Key Questions:

« What do you provide as a result of your activities?

» What specific services or product will your activities provide in any given
budget year?

« Are the products or services (Outputs) broadly within the control of the
OSCE Programme?

« Are the Outputs collectively capable of influencing achievement of the Out-
comes?

« What products or services can the activities provide that would remove obsta-
cles to achieving the Objective?

« Will a mix of products or services help change the situation?

Rules of Thumb:

» Must be a logical and direct consequence of several activities;

+ Need to have a consequence, i.e., lead to Outcomes over time;

« Are broadly within the control of the Programme, although may
be affected by external factors;

« Are the results of several activities.

Formulation:

+ Make the Outputs specific and timely;

« Formulate a sentence in the present tense;

« Illustrative words include “provided, produced, expanded, undertaken, estab-
lished, worked out, launched, administered, etc”.

Examples:

« The capacity of border guards to undertake threat assessments at all green
borders is increased;

» Good governance standards and implementation best practices are encour-
aged amongst national and local government actors;

« Access to environmental information for the general public is made possible;

« The establishment of Human Rights recourse mechanisms is facilitated.

@E Organization for Security and Co-operation in Europe
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Reviewing Your Programme

After you have formulated your Programme, you can review it by asking the following questions:

1. Do the Programme Objectives flow from the Fund’s mandate?

2. Are the Objective(s) and Outcomes targeted as future results
(not activities) to be achieved?

3. Is there a logical link between the Objectives, Outcomes
and Outputs?

4. Are they stated in straightforward and easily understandable terms?

5. Are they written sensitively to key stakeholders’ concerns?

What Support is Available to Me?
DON'T PANIC! No Programme Manager is expected to implement the performance
based approach alone. In addition to the advice provided in this guide...

...Working Tools are available that provide simple and clear guidance on Programme
concepts and how to apply them during Programme formulation.

... Trained Facilitators in each Fund are available to all Programme staff to explain the concept
of Performance Based Programme Budgeting and assist in its practical application.

...Secretariat Support is available to all Fund and Programme Managers upon request.
Conceptual and practical advice on the application of PBPB can be sought by
e-mailing: pbpb-at@osce.org

...On-=-site support from the Secretariat to any Fund requiring assistance in planning
and formulating their Programmes can also be provided upon request to: pbpb-at@osce.org

@E Organization for Security and Co-operation in Europe
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1.

I am not a Fund or Programme Manager and so don’t prepare the
Programme Outline and the Unified Budget. Does the
performance-based approach apply to me?

Yes, it does. This is not just about preparing documents for participating States. It is also about how we
think and go about doing our work as a team, and at all levels. As we think about what we are trying to
achieve and use the performance based approach in making our individual and collective contributions,
our efforts will then be more effective, efficient, and convincing. Everyone has a role in a performance-
based approach so that all are contributing in a consistent way toward common results.

PBPB seems to involve a lot of work. Doesn’t it take away from
our real work?

Strategic planning is an essential task of management which cannot be avoided. PBPB is however
not adding a new task for managers but rather provides a tool to this end and standardises the ap-
proach OSCE wide. The initial effort of establishing Programme elements may involve some work.
Once the Programme elements are well formulated, however, preparing the Programme Outline
and the Unified Budget will take less time and involve less paper than it currently does. In fact, the
process of developing the Programme elements is the basis for deciding what the “real” work is.
One always has to ask: Is this activity leading us toward our longer-term Objective, or is it going to
divert us and make us lose sight of what we should be doing? In this sense the performance-based
approach keeps us thinking along these lines and should help us save time and efforts to focus our
activities on the results we want to achieve in priority.

Why are we introducing something so new at a time when there is already
a lot of “reform” and changes going on? Isn’t there a danger of overload-
ing the system and staff?

A performance-based approach is not a new concept to OSCE, nor is it to Managers. At the project
level, many staff are already using a comparable approach as they determine the most appropri-
ate “results” to deal with the core problem. In addition, managers always perform strategic plan-
ning one way or another. Finally, at this point in time, it is a priority to strengthen the under-
standing between participating States and OSCE Funds. This starts with more clearly and carefully
drafting Programme formulations for internal purposes, so they can then be reflected in external
documents.

This is a different way of doing business and we don’t have the skills or
the resources to do it. How are we going to do this and who is going to
help us?

Thinking about things in a different way is an evolutionary process. Mostly it takes time through
learning-by-doing. The early stages of identifying, agreeing on, and preparing well-formulated Ob-

jectives, Outcomes, and Outputs is a challenge that no one is expected to manage in the first few

.19



6.

Responses to frequently asked questions

months. To help, a set of support mechanisms and materials — starting with this Orientation Guide
— are being made available. Facilitation teams will introduce the approach to help programme staff
get started. They will then be available to help support the Funds as they continue their work.

Lastly, no programme manager is expected to implement the performance-based approach alone.
It is best done in a team or collegial way; broader involvement of staff and other stakeholders will
lead to faster agreement on targeted results and consistent implementation. This involvement, ex-
ternally as well as internally, helps raise and resolve issues, better defines roles and relationships,
and fosters better co-ordination of work among the various partners.

Aren’t we setting ourselves up by promising results over which we
have no control?

Objectives and Outcomes are beyond our control, with various factors contributing to results, but
not beyond our influence. Therefore we are not held responsible for them. However, the Guide
speaks of practical ways to define the Outcomes and Objectives so they are influenced by pro-
gramme Outputs. The Programme elements, including Objectives, Outcomes and Indicators, need
to carefully reflect on the OSCE’s capacity to influence the process.

If we are to focus on technical elements of Programmes, could the new
format mean that the role and nature of the OSCE will be fundamentally
changed from a political organization to a project driven development
organization?

OSCE activities, from political advice to project implementation, are instrumental to support par-
ticipating States' political goals and this will not change. Better explanation of the expected results
of our activities will not diminish the political nature of the Organization. All of this is reflected
through the Unified Budget process which is the key management tool of the OSCE.

The UB process links the assessment stage with the budget stage. Could
PBPB financially punish those who have “under-achieved” according to
their performance indicators?

No. The PBPR allows Programme Managers to state reasons why they were unable to fully achieve
the Objectives and Outcomes they set themselves. These could include external factors, such as the
impact of external events on the Programme’s work.

All Fund and Programme Managers should nevertheless be accountable for their performance and
actions. The point is that Outcomes and Indicators need to be carefully thought out taking into
consideration the political environment we live in, and also making sure that the results we are aim-
ing at are realistic and achievable for the OSCE Programme. By explaining better what Funds try to
achieve and how they want to go about it, they can also strengthen their arguments for securing the
resources they need.
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8.

10.

11.

Will the PBPR be taken seriously if it is the product of self-evaluation?

Self-evaluation is only valuable if it is performed in good faith. No Programme will ever go exactly
according to plan because there are many assumptions that have to be made during the planning
and formulation phases. If participating States feel that a Programme has been evaluated in a su-
perficial or overly positive manner they are unlikely to take it seriously. However, when conducted
properly, Programme Managers are best placed to evaluate their own Programme. Programme
Managers have the best understanding of what their Programme aims to achieve, why, and of the
conditions under which the Programme was implemented.

Are Programme Managers personally responsible for achieving
Objectives and Outcomes?

A Programme Manager is responsible to the Fund Manager for assisting in the formulation of,
and then implementing a Programme. It is therefore important that Programme Managers take
time to plan their Objectives, Outcomes and Outputs properly. At the end of each Unified Budget
cycle, Programme Managers will be asked to report on the progress they have made towards their
Programme’s Objectives, as well as the achievement of the planned Outputs. However, this is done
in the name of the Fund, not of individuals, and PBPB does not link the achievement of a Pro-
gramme’s Objectives, Outcomes and Outputs being directly linked to the personal appraisal of the
Programme Manager.

How can the integration of lessons learned in Programme
implementation be reconciled with the Unified Budget cycle?

The lessons learned during Programme implementation can be communicated to participating
States in the PBPR. In this document, Programme Managers have the opportunity to elaborate on
lessons learned and also suggest changes in their Programmes. Should those lessons learned be
crucial for the effective implementation of the current Programme, the Programme Manager can
propose to participating States — through the PBPR - to change the Programme immediately. If the
lessons learned are important, but less time specific, they can be integrated into the Programme
Outline for the following year.

Can Outcomes be changed every year?
Outcomes are the results to be achieved in the medium term, and are therefore unlikely to change
every year. However, if a Programme’s Outcomes have been achieved, or the priorities of a Pro-

gramme need to change to reflect changing conditions, then there is nothing to stop a Programme
Manager from changing the Outcomes.
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OSCE | PBPB Handouts and Templates

Reviewing
Your

Programmes

A Checklist for
Reviewing Objectives,
Outcomes,

Indicators & Outputs

This checklist provides Programme
Managers with a set of questions designed
to facilitate the formulation of coherent
and consistent Programmes. Part I
defines each element of your programme
and poses questions to facilitate their
formulation. Part II suggests broader
questions that will help you review your
Programme both during and after its
formulation. Overleaf, the full definitions
of key Programme elements are provided
to allow Programme Managers to better
understand and apply them during
Programme formulation.

Checklists for Programme elements

DEFINITIONS OF
PROGRAMME
ELEMENTS

Objective

The end result a Programme intends to achieve
over several years. Programme Objectives
support Mandate implementation. They should
be formulated to reflect the Programme’s role and
contribution.

Outcome

A result induced by OSCE Outputs. It is a desired
intermediate step between the completion of
Outputs and the achievement of Objectives.
Although affected by outside factors, the Outcome
must be within reasonable influence of the OSCE.
Outcomes do not prejudge on further action by
the beneficiary (participating States) but rather
focus on the tangible change introduced by

the Programme.

Indicator

Element reflecting a quantitative or qualitative
change that enables the assessment of the
achievement of Programme Outcomes. The
indicators are designed by the Fund Manager,
limited in number, and use information that is
readily and easily available.

Output

The specific product or service resulting from
several OSCE activities over one Unified Budget
cycle. Outputs should be defined in such a way not
to list specific activities.

. 13



Part I: Specific Questions

Objectives are the end results a Programme intends to achieve
over several years. Does the Objective(s):

a. Reflect the programme’s role and contribution?

b. Focus on the end-results the OSCE Programme seeks to
achieve (and not the broader Objective to be achieved by
the beneficiary)?

c. Stated with a longer term perspective?

d. Can multiple Objectives be consolidated?

Outcomes are the results induced by OSCE Outputs.
Do the Outcomes:

a. Focus on what programme Outputs enable the
end-user to achieve, without
assuming they have achieved it?

b. Reflect a multi-year perspective?

c. Reflect what is reasonably within the influence of the
OSCE?

Indicators are elements reflecting a quantitative or qualitative
change that enables the assessment of the achievement of
Programme Outcomes. Are the Performance Indicators:

a. Specific signals that show the Outcome has or has not
happened?

b. A reflection of (but not a substitute for) the intended
Outcome?

c. A practical basis to monitor progress and help report
accomplishments?

d. Verifiable (e.g., is the data or information available)?

Outputs are the specific products or services resulting from
several OSCE activities over one Unified Budget cycle. Are the
Outputs:

a. Within the control of the programme?

b. Results from several programme activities?
c. Capable of collectively achieving the Outcomes?

1. 14

Part Il:
Reviewing
Questions-
Do the

Programme
elements:

1.

Flow from the central
purpose (mandate) of the
entity (Mission,
Institution, Unit)?

. Target Objective(s) &

Outcomes as future re-
sults (not activities) to be
attained?

Show logical consistency
among the three levels
(i.e., reflect “cause-effect”
linkages)?

Convey in straightforward
and easily understandable
terms?

Reflect sensitivity to key
stakeholders’ concerns?



OSCE | PBPB Handouts and Templates

THE
PROGRAMME
OUTLINE
SHOULD:

> Communicate how a Fund Manager
intends to operationalise their mandate

> Analyse the issues the OSCE propose
to address and present a strategy for
tackling them, taking into account the
different needs of and impact on women
and men

> Solicit policy guidance from participating
States on the strategies chosen by each
Programme and collectively by the Fund

> Inform the participating States of the
approximate overall resources required
by the Fund to implement those
Programme strategies

> Be short, concise and to the point

. 15

Guidance Charts

THE
PROGRAMME
OUTLINE
SHOULD NOT-:

> Include information on additional
human, financial or administrative
resources required. General information
can be provided if there are major shifts
in resource requirements

> Elaborate on individual activities to
be conducted in the course of the
Programme implementation
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THE UNIFIED
BUDGET
SHOULD:

> Communicate how a Fund Manager
intends to translate their mandate and
the political guidance received from
participating States into operational
plans

> Build on the strategic medium-long term
information provided in the Programme
Outline and elaborate on how these will
be operationalised for one Budget year
(through Outputs)

> Demonstrate a clear link between the
long term Objectives, medium term
Outcomes and annual Outputs

> Reflect how your Programme Outputs
contribute to the promotion of Gender
Equality

> Detalil the financial and human resources
required to achieve each Programme’s
operational strategy in one Budget year

.17
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THE

UNIFIED
BUDGET
SHOULD NOT:

> Elaborate on individual projects or
activities to be conducted in the course
of Programme implementation

> Introduce any significant Programme
changes as compared to the Programme
Outline, unless requested by pS or
conditions of implementation have
changed
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THE PBPR
SHOULD:

> Communicate to participating States the
progress each Programme has made in
achieving its set Outcomes and Outputs

> Convey to participating States
the conditions in which the Fund
implemented its Programmes; possibly
suggesting modifications to Programme
strategies

> Assess how the progress and/or
achievements contributed to the
promotion of Gender Equality

> Inform participating States on the
utilisation of Financial and Human
Resources allocated to each Programme

> Act as a final summary of the monitoring
and self-evaluation of a Programme

throughout its year of implementation

> Be short, concise and to the point

. 19
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THE PBPR
SHOULD NOT:

> Be a list of projects that have been
implemented
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Template for Programme elements definition

Fund: Programme Name:

OBJECTIVE No.

OUTCOME 1 INDICATOR

OUTPUTS

OUTCOME 2 INDICATOR

OUTPUTS

OUTCOME 3 INDICATOR

OUTPUTS
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Visible levels in budget documents

Programme
level

For internal use
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PBPB SITUATIONS,
ISSUES & QUESTIONS
TO ANTICIPATE

For Facilitators, Trainers & Reviewers

Facilitators, trainers and reviewers will encounter a variety of situations, issues and questions
during the roll-out of PBPB. The following guidance notes will help you address these in a
consistent, constructive and hopefully satisfactory manner. Whatever response is agreed upon
it is important for facilitation team members to be consistent. If you don’t know the answer, say
so to maintain credibility.

Situations - What do you do if ...

A Programme Manager from a Mission you are visiting next week calls you
and asks what they might do to prepare. What would you say?
A. Send the Programme Manager PBPB literature to brief them on the approach. This should in-
clude the PBPB Blueprint and the PBPB Orientation Guide.

B. Ask the Programme Manager and their team to review their previous Programme Outlines and

Unified Budget documents.

C. Ask the Programme Manager and their team to think about three questions:
+ What they want to achieve in their programme;
o Whether the current activities and outputs are contributing to that achievement;
+ Whether OSCE can address, on its own or with others (host country, implementing partners),
the problem or need their programme is trying to address.

Programme staff have not engaged in programme planning and formulation

before. They are unable to answer basic questions such as “What is the need

or problems you are responding to?” How do you deal with this?
In exceptional circumstances, Programmes can be planned and formulated from the bottom up.
Firstly, it is important to ascertain from the Programme staff what activities (projects, advocacy,
lobbying, monitoring, etc) they are doing, or plan to do in their Programme. Write these down and
then attempt to cluster them according to thematic / substantive areas. From each cluster it should
be possible to formulate Outputs, followed by Outcomes and Objectives. This will provide you with
a basis to start reviewing the Programme from the top-down.

Il. 24
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Staff are skeptical and keep asking to see an example that is

“relevant” to them.
Aim for a “quick win” by working on and producing an initial draft of a Fund-specific programme
to use as an example. Keep working on this with the responsible programme staft so it shows incre-
mental improvement and demonstrates the point of what is achievable.

You are asked in the final wrap up session what practical advice
you might give the Fund prior to your departure.
A. Think about your Programmes from the “top-down”, and don't let your activities dictate your

Objectives.

B. Dedicate sufficient time to the approach, and integrating it into your Programmes. If you don't, it
will be reflected in the quality and coherence of your Programme submission.

C. Use the supporting resources available to you. These include the Programme Working Tool, the
Programme Planning Aide Memoire and the PBPB Orientation Guide.

D. Don'’t be afraid to ask. Support is available to all Funds and Programmes through the PBPB facili-
tators based in each Fund. The PBPB Project Team can also provide support to all Funds, and can
be contacted by e-mail: pbpb-at@osce.org

You are asked to write their Programme elements

(Objectives, Outcomes, and Outputs) for them.
Don’t do it! Be careful to distinguish between being a facilitator / trainer and taking on their role as
Programme manager. The latter is very dangerous ground to tread. Help them think through the
Programme so that they take ownership of the resulting formulation. As a facilitator you should
prompt them by asking key questions (see PBPB Orientation Guide) and make formulation sugges-
tions. However, at the end of the day, Programme staff have to manage their Programme according

to this document - so they must feel ownership of it.

Questions

How do I use the PBPB approach, specifically the Programme Outline

and the Unified Budget, as management tools to help do my job?
It is important to understand that the Unified Budget is more than just numbers and posts; it is in
essence a “plan of action” for the year. Together with the Programme Outline it defines a road to-
ward the Objectives, with intermediate “milestones” as Outcomes attained through the production
of Outputs. Each Unified Budget should be an annual stepping stone that brings you forward along
the road toward the Objective.

Isn’t this just a matter of semantics — writing things differently in a

manner that (hopefully) pleases participating States?
No. PBPB has two elements. Firstly, that our Programmes focus on achieving specific results through
better planning, co-ordination and prioritisation. This is key to building team work within and

between Funds.

Il. 25



PBPB Situations, issues and questions to anticipate

Secondly, that we communicate to participating States through the Programme and Budgeting doc-
uments more clearly the results our Programmes want to achieve, and better justify why we are
focusing on them. This is done through more consistently applying Programme elements across all
Funds and Programmes.

What is programming? How is it different from planning and budgeting?
While the immediate need is to prepare the PO as a planning document and the UB as a budget
proposal for approval, the larger picture involves what is commonly called programming. “Pro-
gramming” is defined as the process of developing, designing, and formulating a programme. The
planning and budgeting are logical culminations of the programming phase of activities. But for
them to be done well, a lot of “up-stream” work is needed in terms of problem/need analysis, deter-
mining OSCE’s niche and role, identifying potential partners, etc.

What if there is disagreement between how a particular Fund or Programme
manager wants to formulate its Programme elements and the guidance they
have been given?
It has to be stressed that one of the key principles of PBPB is that all Funds and Programmes consist-
ently apply the Programme elements that have been defined.

There may be a number of reasons why the Fund or Programme Manager is reluctant. It may be that
they do not fully understand, or feel comfortable with PBPB. As a facilitator it is important that you
make time to give individual briefings to Fund or Programme Managers to alleviate any concerns
they may have.

It could also be that the Fund or Programme Manager believes that the Programme planning and
formulation system currently in place works well for their circumstances. PBPB is not an attempt
to homogenize Programme planning and management. The responsibility for choosing the optimal
Programme management structure rests solely with the Fund and Programme Managers.

Finally, if you are unable to come to an agreement with the Fund or Programme Manager, inform
the PBPB Project Team.

How do you explain the apparent contradiction between looking at the broad

picture as part of preparing the Programme Outline and then filling in the

boxes as part of preparing the Unified Budget?
It is logical to define the broader picture first, and then fill in the details. The Programme Outline
provides the strategic framework for your Programme - the Objectives and Outcomes — whilst the
Unified Budget document illustrates both internally and to delegations how the Programme will be
operationalised. Without the Programme’s strategic framework, the operational details will be inef-
fectively employed. Similarly, without the operational details, the Programme’s strategy cannot be
realized.
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How do you explain the differences between the Project Management
training course/guide and PBPB training and guide?
Conceptually, the underlying approach in both cases is similar in that it focuses on results to be
achieved, although there are differences in terms and definitions. The level of detail will vary, with
Programmes providing more overarching considerations and projects providing an increased level

of specificity.

Why do we have to do Outcome Indicators - supposedly an essential

element of a PBPB — when they are not being published?
Indicators are often the hardest part of a performance-based approach. It involves deciding what
information to collect and how to obtain it. So selecting the “right” one(s) is critical since it needs to
be valid over time and verifiable (supportable) with information. This is not something that should
be rushed into but rather deliberately and slowly dealt with until both the Outcomes and its associ-
ated indicator(s) are agreed upon.

What is the process by which the Programme elements and draft
Programme Outline submissions will be reviewed?
Funds are encouraged to establish their own informal mechanism - using a core co-ordination team
— to review their Programme and Budgeting submissions. Two specific tools have been developed
as complementary pieces to help do just that:
+ “Reviewing Your Programme: A Checklist for Reviewing Objectives, Outcomes, Performance
Indicators and Outputs”
+ “Programme Formulation Aide Memoire”

Field Missions will also, as in previous years, send their Programme and Budgeting submissions

to DMF and CPC for review. Submissions from Institutions and units of the Secretariat can be re-

viewed by the OSG and the Project Team upon request.
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A Blueprint to Introduce a Performance-Based Approach in the Unified Budget Process

1. Rationale

Addressingtheconflictcycleeffectivelyand supporting theimplementation of political com-
mitmentsbytheparticipating Statesoverthelong-term presupposesacapacitytoreacttoearly
warning signals, to sustain permanent dialogue, but also to rely on support structures. Field
Operations, Special Representatives, the Secretariat and Institutions are instrumental in
complementing this cycle of consultation — decision — implementation.

As participating States (pS) increasingly value the practical assistance to support the im-
plementation of political commitments, the scope of technical assistance to be delivered
represents an additional challenge. Some OSCE Funds do not possess either the techni-
cal know-how or the managerial capacity to engage in a multitude of large-scale, long-
term assistance projects. Furthermore, the Organisation is entering a phase where both
the financial and human resources it receives will become increasingly limited, especially
in light of the number of priorities to follow.

Translating through the Unified Budget process political commitments into effective
programmatic strategies has therefore become a critical challenge for the OSCE.

At the Ministerial Council meeting in Ljubljana the pS have called for strengthening the
effectiveness of the Organization. Among several issues to be reviewed, the pS high-
lighted the need to strengthen the efficiency, effectiveness and transparency of the Organi-
zations’ activities, including their budgetary and extra-budgetary financing, and their
evaluation and assessment as well as to further improve the Programme planning, so that
it may better reflect the Organization’s priorities.

In the framework of its mandate, the Secretariat has offered one element of response to
improve transparency and effectiveness by introducing and institutionalizing the con-
cepts of a Performance-based approach in the OSCE budget process. It builds on the
initiatives of various Funds to use such approaches as an internal management tool to
plan, formulate, monitor, and evaluate their own activities. The initiative launched by
the Secretary General aims at standardizing the approach across all the Funds, and to
communicate this to the participating States. Such approach should ultimately help
ensure that the expected Programme results are achieved in an effective and efficient
manner, and that they derive from transparent organizational processes (political and
operational). The basic assumption is that improving the communication to the pS of
what OSCE activities contribute to will increase transparency, and that improving inter-
nal management processes will increase effectiveness.

The Ministerial Council meeting in Brussels further tasked the Secretary General to
ensure programmatic co-ordination between the Secretariat, institutions and field
operations, as well as between field operations and, support Fund Managers in the
further introduction and application of Performance-Based Programme Budgeting.
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It also further requests the Secretary General to support planning, including multi-year
planning as appropriate, by fund managers within each field operation and institution,
and to organize the necessary co-ordination to that effect.

2. The Approach

The Performance-based approach builds on a management philosophy which has been
introduced and tested by many Governments and organizations over the last decade and
emphasizes the achievement of results, or the impact to be achieved, as the essential task
of management.

With the adoption of Programme Budgeting and the subsequent focus on Programmes
as the core element for programming and budgeting the OSCE has already made a dra-
matic shift towards performance oriented Programme Budgeting. The definition of Pro-
gramme elements (Objectives, Outputs) in the Unified Budget documents was however
never finalized, hence loosely applied, and resulted in an inconsistent and ultimately
ineffective approach to performance management.

In the OSCE, a Performance-based approach shall be reflected at two key management
levels i.e. when:

a. Fund Managers specify vis-a-vis the participating States their Programme
Objectives and define the operational needs that contribute to Mandates and policy
objectives;

b. Fund Managers engage in the monitoring and evaluation of Programme perform-
ance using indicators and integrating lessons learned into future planning.

Given the comprehensive nature of the approach and the required change in manage-
ment philosophy the effort to institutionalize a Performance-based approach must cut
across the Organization, including the decision-making bodies. Four factors are essen-
tial for the success of this effort:

i. Willingness and commitment of participating States to engage in a performance-
based framework;

ii. Recognition that the OSCE needs to shape its performance-based approach based
on the unique needs and characteristics of the Organization;

iii. Recognition that a performance-based approach involves all aspects of manage-
ment that requires a multi-year effort involving incremental changes;

iv. Understanding and commitment of the Fund Managers to provide leadership
in rolling out the approach.
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During the preparation of the 2007 Unified Budget, the OSCE has introduced, on a
pilot basis, a standard methodology to define its Programmes. For the first time a com-
mon definition for Programme concepts (e.g. Objectives, Outputs) was indeed adopted.
The methodology put emphasis on the results Programmes aimed to achieve rather
than their planned activities. Objectives were more systematically set in a medium-
term perspective to foster the pS debate on the results the OSCE collectively desires
to achieve.

As mentioned earlier, greater prioritization within and among Funds is needed to al-
locate limited resources in a more effective manner. The performance approach will be
a tool to this end and can be further supported by more coordination between OSCE
Funds and external operational partners on Programme planning. Regional Heads of
Mission meetings, Programme planning task forces, thematic coordination events, and
external coordination meetings should also be organized in a way that complements the
performance-based approach.

3. The Concepts

The definition of Programme elements (Objectives, Outcomes, Outputs) will be guided
by the necessity to be easy to use and understand by Programme Managers and pS; de-
liver the information needed for the purposes set (transparency, accountability to host
country / pS, lesson learned...); and instill more strategic, result-oriented planning and
implementing of activities.

Within this context, the OSCE will structure its performance based approach in its pro-
gramming and budgeting by using the following concepts:

- Fund: a self-contained entity whose activities derive from Mandates as defined by
the OSCE decision-making bodies.

- Programme: a set of activities that have a common purpose and lead to the achieve-
ment of Programme Objectives as defined by Fund Managers.

- Programme Objectives: the end results a Programme intends to achieve over sev-
eral years. Programme Objectives support Mandate implementation.

- Programme Outcome: a result induced by OSCE Outputs. It is a desired interme-
diate step between the completion of Outputs and the achievement of Objectives.
Although affected by outside factors the Outcome must be within reasonable influ-
ence of the OSCE. Outcomes must focus on the tangible change introduced by the
Programme.
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- Indicator: Element reflecting a quantitative or qualitative change that enables the
assessment of the achievement of Programme Outcomes. The indicators are de-
signed by the Fund Manager, limited in number, and use information that is readily
and easily available.

- Programme Output: the specific products or services resulting from several OSCE
activities over one Unified Budget cycle.

4. The Unified Budget Process

The introduction of a performance-based approach in the Unified Budget process will
impact on how its three primary documents — the Programme Outline, the Unified
Budget proposal, and the Programme Budget Performance Report — relate and build on
each other. It is through the Unified Budget documents that Fund Managers commu-
nicate with the pS which results they want achieve, how they will go about it, and what
progress they have made.

« First, the Programme Outline will be introduced by a brief thematic and administra-
tive overview of activities undertaken across OSCE Funds with a view to provide a
platform to enhance coordination, coherence, transparency and consistency. In ad-
dition, the Programme Outline will define how and with which Programmes Fund
Managers intend to support Mandate implementation over the medium term. The
focus of Programme descriptives will be Objectives and Outcomes.

+ Second, the Unified Budget (UB) proposal will define how Fund Managers intend to
operationalize Programme strategies. As in the previous years, and in the context
of Programme Objectives and Outcomes, the UB proposal will hence outline at the
Output level how the Programme strategies will be implemented over the next year,
together with the human and financial resources needed for them.

«+ Third, the PBPR will provide the basis to account for the use of previous year’s re-
sources as well as to communicate to the pS progress in implementing a Programme
strategy. It will report on the deliverables made possible with given resources, meas-
ure progress towards Objectives (based on the Outcomes and related indicators as
outlined in the Programme Outline) and share lessons learned. Together with the
subsequent feedback from pS it will constitute a basis for the elaboration of the next
Programme Outline as indicated in the first step.
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4.1. The Programme Outline

In the Unified Budget process Fund Managers are responsible, through the Chairmanship,
and with the support of the Secretary General, to translate their Mandates and the political
guidance received by participating States into programmes. Chairmanship priorities are
usually communicated to the pS during the first address of the Chairman-in-Office to the
Permanent Council but this is not formally linked to the OSCE’s Programming process.
The incoming Chairmanship however drafts the Programme Outline perception paper.

To foster an environment where the pS can provide policy guidance to Fund Managers
by focusing more on Programmatic issues rather than Administrative issues, the features
of the Programme Outline should be adjusted. In particular, the introduction of the Pro-
gramme Outline document will be complemented with two new sections.

- First, with a view to enhance the analytical feature of the document, a thematic
analysis of OSCE activities will be added to the current administrative overview.
The analysis should aim at providing an overview of all activities undertaken across
OSCE Funds in a thematic area and provide a platform to enhance coordination,
coherence, transparency and consistency. Such thematic analysis will be concise
(one or two pages per theme) and drawn up by the appropriate OSCE structures in
accordance with their mandates (e.g. ATU, ATAU, OCEEA, SPMU). Overall OSCE
resource requirements and their geographic repartition will continue to be summa-
rized in the administrative overview.

- Second, the Chairmanship’s role in Programming will be enhanced by introducing the
incoming Chairmanship’s overall priorities in the form of a short introduction to the
Programme Outline. The incoming Chairmanship will hence closely accompany the
Programme Outline by outlining its priorities in the introduction of the document and
by preparing the perception paper on the Programme Outline discussions.

Following the thematic and administrative overview of the Programme Outline, each
Fund will outline its Programme strategies.

- Each Fund will include two main sections: a reminder of the main elements of the
Mandate, and a section outlining the Programme Strategies for each Programme.

- In the Programme Strategies section, Fund Managers will describe the place of
their Programme objectives on the roadmap for mandate implementation. The level
of analysis would be similar to the Fund Manager reports to the PC. In reference to
their Mandate, Programmes will include a medium / long-term strategy (multi-year
as opposed to the current annual objectives) and highlight expected results.

- Financial information will be reduced. Resource tables will not provide resource
details at Programme level. Resource requirements will be provided at Fund level

for the past, present, and the upcoming year.
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Finally, by providing the framework against which Programme strategies are being devel-
oped, the Programme Outline will also provide the basis on which additional activities
funded from extra-budgetary resources will be prioritized and developed throughout the
UB cycle.

4.2. The Unified Budget Proposal

The Unified Budget proposal plays a key role in the UB cycle as it allows Fund Managers
to translate the political mandates and the policy guidance of the pS — as debated during
the Programme Outline discussions — into operational plans. The UB proposal includes
all key elements (Objectives, Outcomes, Outputs, and associated resources) that have
direct operational implications for all OSCE executive structures.

Over the last years, the Unified Budget proposal has developed into a comprehensive
document including detailed information both on the operational aspects of Programme
strategies and on the financial and human resources required.

While the Programme Outline will gain more distinctive policy features, the UB pro-
posal will preserve its operational character. Hence, no changes in the UB proposal are
foreseen other than formatting of the template (see below). As in the previous years, the
UB proposal will, in the context of the Programme Outline, continue to outline at the
Output level how the Programme strategies will be implemented over the next year.

In presenting their planned Outputs, Fund Managers will adhere to the proposed PBPB
methodology and definitions, thereby adhering to Programme Budgeting principles.

In terms of presentation,

- Each Budget proposal shall contain two sections. The proposal will be introduced
by a General Operational Outlook for the following year, followed by a Programme
Chart;

- The Programme Chart will emphasize the Programmes’ operations-related constit-
uents (Outputs) in the context of the strategic elements presented in the Programme
Outline (Objectives, Outcomes).

4.3. The Programme Budget
Performance Report

A key component of the performance based approach is that it enables the monitoring and
evaluation of OSCE activities, using agreed and pre-defined benchmarks and indicators.
The monitoring of Programme implementation is both an internal process when it informs
Programme management and an external process when it informs policy making.
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At an internal level, the main reference point for the Fund and Programme Managers to
monitor and assess their programmatic activities are defined in the Programme Outline
and the Unified Budget proposal. The Outputs will serve as a reference point for future
internal (self) evaluations by Fund Managers on managerial performance.

In their communication with participating States, the main reporting tool to share moni-
toring and assessment findings to the pS is the Programme Budget Performance Report
(PBPR) - a report provided at the end of the budget cycle which aims at reporting on the
deliverables made possible with given resources and measuring progress towards objec-
tives and sharing of lessons learned.

The PBPR will:

- Beintroduced by a section outlining Overall Constraints and Lessons Learned to
be taken into consideration during subsequent planning exercises and followed by a
section reporting on Progress towards Objectives;

- Narrative reporting will focus both on progress towards Programme Objectives
(i.e. against Programme Outcomes and their related performance indicators), and on
achievement of Outputs to enhance accountability in the use of resources;

5. Formats and Templates

Document formats can also contribute to facilitate the communication between Fund
Managers and pS during Programming and Budgeting exercises. Formatting changes
will especially seek to enhance clarity, readability, and accessibility.

In all three documents, Programme Strategies will be presented in table format with the
aim to present in a concise yet structured manner which results Programmes intend to
achieve. The tables will allow for a clear, concise, and direct demonstration of the logical
link between Objectives, Outcomes, and Outputs.

In a Performance-based approach, the common thread among all three documents will
be their relationship to the results that Fund Programmes aim to achieve i.e. the Objec-
tives and Outcomes. However, as the Unified Budget proposal will build on the Pro-
gramme Outline, background information provided in the Programme Outline will not
be repeated in the Unified Budget proposal and the PBPR.

In the Unified Budget proposal and the PBPR, a synopsis of human and financial re-

sources required for mandate implementation will be presented in a simple table at the
beginning of each Fund.
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Timelines and Milestones for Project Implementation

1. Executive Summary

The project to introduce performance-based Programme Budgeting (hereinafter: PBPB)
has a tight and challenging project time line. In order to ensure a successful roll-out,
stakeholders and all senior managers will need to be appropriately engaged with the
project plan. This paper provides:

+ A short overview of the project management structure (see Annex A);

+ A definition of project phases and key milestones;

+ A list of medium-term project activities with key dates and responsibilities;

+ A long-term timeframe which highlights the on-going engagement that the project
requires as well as key events at which tangible benefits and impacts will be
realized.

2. General Background

In 2006 a performance-based approach to Programme Budgeting for OSCE activities
was introduced on a pilot basis for a select number of OSCE Funds. Together with other
initiatives, the purpose has been to support a process of strengthening the efficiency,
effectiveness and transparency of OSCE activities, and their evaluation and assessment;
and to improve programme planning, so that it may better reflect the Organizations pri-
orities, as called for at the Ljubljana and Brussels Ministerial Councils’.

Following initial positive feedback from participating States, the Secretary General in-
tends to roll-out the performance-based approach to all OSCE Funds for the year 2008.

3. Project Management

The Director DMF, as Project Director, is the single senior official responsible for the
delivery of the project. He will report directly to the Secretary General and be advised
and supported in the day to day management of the project by a project team. Consulta-
tion across OSCE Management and Funds will take place via a Steering Group which will
meet as required to review progress and oversee the implementation of the project.

Annex A shows the lines of project accountability in diagrammatic form.

! See Ministerial Council decisions 17/05 and 18/06, respectively.
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4. Project Phases and Key Milestones

The discussions held during the Senior Management retreat on 5-6 September 2006 were a
point of departure for a blueprint that defines in precise terms the aims of the PBPB project
and how it will contribute to enhanced transparency and effectiveness in the OSCE.

The project roll-out is planned in the following phases:

« Pilot Phase = January 2006 — March 2008 - Selected Funds implement the project on
a pilot basis. A lessons learned paper was produced in October 2006 to review the

first stages of the pilot process and has been used to help shape the full roll-out of the
project;

» Phase 1 = January 2007 - March 2009 - PBPB introduced to all Funds but indicators
(used to help evaluate progress towards outcomes)® are defined by Fund managers

for self-assessment purposes only. and thus are visible only to the relevant Funds and
the Secretariat. During this phase, the project team works together with the Funds to
evaluate the performance indicators chosen and how they are used;

o Phase 2 = January 2008 — March 2010 - If the outcome of consultations on the utility
of making full use of indicators is positive, they then will be made visible to all users,

including participating States. The Secretary General will make a final decision on this
matter, following a lessons learned exercise, and consultation with Fund managers and
participating States.

4.1. Preparation: From October 2006 onwards —
Engagement with the participating States

The participating States, as end users of the budget process documents (the Programme
Outline (PO), the Unified Budget (UB) and the Programme Budget Performance Review
(PBPR)), will be addressed in the roll-out phase. Whilst the PBPB approach is, to varying
degrees, understood by some delegates, to others it is an unfamiliar concept. A series of
briefing sessions on the PBPB approach targeted at ACMF delegates will help to explain:

+ Why the OSCE is introducing PBPB;

2 Defintions of key terms are as follows:

» Programme Objectives: the end results a Programme intends to achieve over several years. Programme Objectives support Mandate

implementation.

« Programme Qutcome: a result induced by OSCE Outputs. It is a desired intermediate step between the completion of Outputs and
the achievement of Objectives. Although affected by outside factors the Outcome must be within reasonable influence of the OSCE.
Outcomes must focus on the tangible change introduced by the Programme.

Indicator: Element reflecting a quantitative or qualitative change that enables the assessment of the achievement of Programme
Outcomes. The indicators are designed by the Fund Manager, limited in number and use information that is readily and easily avail-
able.

» Programme Output: the specific products or services resulting from several OSCE activities over one Unified Budget cycle.

.
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+ The key concepts of PBPB as used by the OSCE;

+ How the re-formatted PBPB documents (PO, UB, PBPR) will look and how they
should be read;

+ The role of the participating States in the PBPB approach.

In addition to this, Senior Management will engage participating States in a number of
forums (ACMF and bilateral meetings) to explain and acclimatise particularly Heads of
Delegations, Deputies and ACMF delegates to the PBPB approach.

4.2. Milestone: December 2006 — Training Event for Deputy
Heads of Mission and Representatives of Institutions

In preparation for the Heads of Missions meeting in January, the key resource personnel
at Fund level likely to be responsible for day-to-day implementation of a PBPB approach,
Deputy Heads of Mission (DHoM) (or the appropriate person), will be brought to Vienna
for a thorough discussion on the PBPB approach. The aims of the meeting are:

+ To ensure that key managers in all Funds are given the opportunity to discuss the
PBPB blueprint and project plan, to understand what PBPB will mean for pro-
gramme budgeting; as well as to reflect on broader implications for programme
implementation, reporting and evaluation;

o To surface any concerns or questions, and ensure that the project team has
adequately addressed them;

+ To ensure that Fund managers are given maximum opportunity to bring the PBPB
process into their operational plans prior to the Heads of Mission meeting in
January 2007.

The training event would ideally take place away from Secretariat premises and last for
one day.

4.3. Milestone: January 2007 — Heads of Missions Meeting

During the annual Heads of Missions meeting in January 2007, Fund managers will have the
possibility to engage on the details of the PBPB process and to review the project plan. To
facilitate effective discussion, the project team will:

+ Distribute the blueprint and roll-out plan in advance (December 2006);

+ Prepare background documents, including detailed presentations, and Q and A’s re-
garding how the roll-out will work;

+ Support CPC/DHR to begin to introduce the relevant concepts in their GO course
presentations to new Mission members, especially to acclimatize Programmatic staff
within the Field Missions to PBPB. Additional briefings by the CPC/DMEF for new Pro-
gramme managers and co-ordinators will also be held.
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4.4, Milestone: January 2007 — Training Event for Resource
Persons

DHR will take the lead in organising the event and identify staff and financial resources nec-
essary to support it. Staff resources will include GO trainers as the introduction of PBPB will
ultimately have to be reflected in the content of the GO course. The training sessions will
provide to all facilitators:

« All standard materials, programmes, tools necessary to facilitate a workshop in a
Fund;

« A common understanding of key concepts and how they apply in the OSCE;

« Tips on how to interact with a group and train staff.

4.5. Milestone: 19 February — 23 April 2007 — Phase 1
Roll-out

The roll-out of the PBPB to all Funds will require time and resources. It is estimated that:

« The facilitation of one PBPB workshop in a Fund will take one week (2 or 3 days of
workshop plus travel time);

» The workshops should be facilitated by teams of two persons, supported, where neces-
sary, by the project team.

In addition, the roll-out to all Funds will have to be completed by end of April 2007. Based on
this, the roll-out of the PBPB should involve from the beginning as many resource persons as
possible in order to reduce the time necessary to introduce PBPB.

Besides the project team, the resource persons will include staft from the CPC (Mission
Programme Section, Operations Unit, PCC), DMF (Budget Unit), as well as members of
thematic units (OCEEA, SPMU, ATU, ATUA), from Institutions (ODIHR, HCNM) and
missions. Building such local resource capacity will help the somewhat longer programming
process as Programme managers become familiar with the technique.

4.6. May-June 2007 — Programme Outline Process

The project team will review the effectiveness of the PO process using the new PBPB. A
Steering Group meeting will be held following the PO with a view to assessing how the proc-
ess can be made more responsive to the needs of both the Funds and the participating States.
The Chairmanship’s Perception Paper regarding the process will have an important impact
on preparations for the UB exercise.
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4.7. May 2007 — September 2007 — Roll-out Support for UB
process

During drafting of both the PO and UB documents, support and advice to help implement
the PBPB process and to revise documents will be given to Funds by the project team. This
phase is vital to ensure that the concepts and methodology that programmatic staff are in-
troduced to during the training workshops are both understood and put into practice in a
consistent manner.

The resource persons most heavily involved in this stage will be from DHR (Training De-
partment), the CPC (for Field Operations) and OSG (for the Institutions and Units of the
Secretariat).

4.8. October 2007 — December 2008 — Milestone — Review
and report on Phase 1 Roll-out and Consultation on
movement to Phase 2

The project team will facilitate a workshop in which key personnel engaged in the roll-out
exercise will discuss the impact of the PBPB approach, gather lessons learned, and consult
on the possibilities of moving to Phase 2 for the 2009 budget year. In that case, the workshop
would also serve as preparation for a subsequent report on the topic to participating States
and lay the foundations for an updated project plan to be discussed at the Heads of Missions
meeting in January 2008.

4.9. January - March 2008 - Milestone - Roll-out Support for
the pilot 2007 PBPR process (pilot cycle completed)

The project team will undertake consultations with Fund managers and pS on how the PBPR
process works in the framework of a PBPB approach. Thereafter, guidelines on evaluating
and reporting on programme outcome within the framework of the PBPR exercise will be
circulated to relevant Funds.

The PBPB pilot exercise will be completed in the Spring 2008 by an analysis of how any
feedback received by pilot Funds during the PBPR exercise was used to help shape the PO
and UB submissions for the 2009 financial year. On the basis of this analysis, consideration
will be given as to how to make the PBPR process more effective for all stakeholders in the
budget process.
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4.10. September 2008 — September 2011 - Long-term
Milestones in the development of the project

PBPB is by definition a multi-annual project which develops over several budget cycles. Each
budget cycle contains important milestones which will become an indicator of the success of
the PBPB roll-out. In the order which they occur in the calendar, they are:

Project Phase | Date of first impact | Date of first impact | Date of first impact
on PO Process on UB Process on PBPR Process

Pilots May 2006 Sept.- Oct. 2006 March 2008

Phase 1 May 2007 Sept.- Oct. 2007 March 2009

Phase 2 May 2008 Sept.- Oct. 2008 March 2010

The project team will continue to support Funds, particularly in the process of self-assess-
ment against their own indicators. Such support could include:

» A review exercise for Funds undertaken in advance of the PBPR to assess how to best
present the results of a self-assessment exercise; and,

« Discussions with participating States to gather suggestions for how best to maximize
the utility of the PBPR exercise when incorporating the PBPB approach.

Annex A

Management Structure for Performance Based Budgeting Roll-out

Secretary

General

Project Team Project Director Steering Group
0SG Director DMF | | D/DMF (Chair)
CPC D/0OSG
DMF D/CPC
DHR D/DHR

2 Representatives: Institutions
4 Representatives: Missions
ACMF Chair/Representative
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Briefing Note on Roles, Resources,
and Lessons Learned
December 2006

1. General Background

In 2006 a performance-based approach to Programme Budgeting for OSCE activities was introduced on
a pilot basis for a select number of OSCE Funds. Together with other initiatives, the purpose has been
to support a process of strengthening the efficiency, effectiveness and transparency of OSCE activities,
and their evaluation and assessment; and to improve programme planning, so that it may better reflect
the Organization’s priorities, as called for at the Ljubljana and Brussels Ministerial Councils.!

2. Project Management - Roles and Resources

The project is managed through a Project Team, with the participation of OSG, DMF, DHR and CPC.
Advice from the Steering Group is built into the project.

The OSG co-ordinates the Secretary General’s activities relating to PBPB. Support to Institutions in
facilitating PBPB workshops will be co-ordinated through the OSG, as will the follow-up of Institution
budget documents before final submission.

CPC, the link between missions and the Secretariat, supports Field Operations in facilitating PBPB
workshops for the roll-out of PBPB. They will also play an active role supporting Funds in finalizing their
budget documents in the new format.

DHR (Training) organizes the training exercises and workshops for the roll-out of PBPB. They also play
a large role in facilitating PBPB workshops along with CPC, as well as providing all logistical support to

the PBPB roll-out.

D/DMF provides overall leadership of the PBPB project. DMF will also play a role in supporting the
facilitation trainings during the roll-out.

Other than the request of 9 months of administrative support (1 G-5 level temporary staff) there are no
additional staff hired for the roll-out of PBPB.

! See Ministerial Council decisions 17/05 and 18/06, respectively.
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3. Timeframe for PBPB training and learning
management tasks

Timeframe for implementation of PBPB training and learning management tasks

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

A

B

A. Initial capacity-building activities: 1 Jan — 22 Feb

+ The key component of this section is the training of facilitators to support roll-out across all
Funds. The tasking is undertaken primarily by the Training section, but with the expert partici-
pation of the project team members during the training sessions, namely OSG, CPC and DMFE.

B. PBPB training and support: 1 Feb — 4 May
+ The key component of this section is the support of field activities, through active training activi-
ties in Fund locations and online e-Group support. There are addition briefings for fund admin-
istration staff and a workshop for the ACMF on the new Programme Outline format.
C. PBPB learning management and support I: 21 May — 14 Sep
+ The key component of this section is the engagement with the ACMF/Delegations and the Funds
on the PO process and supporting the steps necessary to implement recommendations. During
this period there is both planning and support activities for implementing PBPB in relation to
the UB proposal.
D. PBPB learning management and support II: 8 Oct — 10 Dec
«+ At this stage the process focuses on engaging stakeholders on the impact of the enhanced UB

document and road ahead, in particular an OSCE Sr. Management Workshop on Lessons learned
from PBPB’s 1%t Roll-Out Year.
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4. Responding to Lessons Learned

In early November 2006 a document was distributed to all Delegations assessing the PBPB pilot project.
The evaluation, conducted by the Secretariat and in close co-ordination with the pilot Institutions and
Field Operations, concluded that PBPB is an effective instrument to increase transparency, and consist-
ency, as well as to provide a better platform for discussions of policy. But the process also revealed chal-
lenges to be overcome.

The following are a recap of the lessons learned and the responses that have been taken to address them.

Devote Required Resources

A budget of 200,000 euros has been requested for the roll out of PBPB in 2007. In terms of human
resources, as mentioned above the Departments of the Secretariat have provided support to the
PBPB process. A project team has been formed which consists of representatives of DMF, DHR,
CPC; and OSG and a Steering Group has been created which includes representation from the
ACME, Field Operations, Institutions, and the Secretariat.

Support from Participating States
Participating States have expressed their support at the highest level through MC Decision 18/06,

which requests, inter alia, that the Secretary General:

«» support the Fund managers in... the further introduction and application of Performance-Based

Programme Budgeting.

+ ...ensure programmatic co-ordination between the Secretariat, institutions and field operations,
as well as between field operations
« ...report regularly to the participating States on the_progress of introducing and implementing

Performance-Based Programme Budgeting and to propose further developments of the sys-

tem;
o ...further strengthen the evaluation of the management of the Funds and to regularly inform the

participating States of the results;
« ...support planning, including multi-year planning as appropriate

Training

A thorough training plan has been developed for the rollout in 2007, which includes a training of
facilitators, field visits by the project team, workshops for ACMF and Delegates in Vienna, and
additional briefings (including separate DHoM, HoM and CFA briefings). See Section 3.
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Time needed to Learn
PBPB is being rolled out in a phased approach, which will continue next year with the rollout of
the basics of PBPB to all funds. The phases are:

« Dilot Phase = January 2006 — March 2008 - Selected Funds implement the project on a pilot

basis. A lessons learned paper was produced in October 2006 to review the first stages of the
pilot process and has been used to help shape the full roll-out of the project;

o Phase 1 = January 2007 - March 2009 - PBPB introduced to all Funds but indicators (used to
help evaluate progress towards outcomes)* are defined by Fund managers for self-assessment

purposes only and thus are visible only to the relevant Funds and the Secretariat.

o Phase 2 = January 2008 — March 2010 - If the outcome of consultations on the utility of making
full use of indicators is positive, they then will be made visible to all users, including participat-
ing States. The Secretary General will make a final decision on this matter, following a lessons
learned exercise, and consultation with Fund managers and participating States.

Document Formats
A blueprint has been presented to the ACMF which outlines a set of format changes which ad-
dresses the primary issues found during the lessons learned exercise. They modifications aim to:

« Facilitate quick reading

+ Develop a table-form presentation of Programmes

+ Avoid duplicating information

+ Making the PO more strategic and forward-looking, and distinct from
Unified Budget Proposal

» Making the UB more resource focused, including through indicating
human resource requirements

+ Making the PBPR both a resource review (looking at outputs) and
a strategy review (looking at outcomes)

Performance Indicators
For the 2007 rollout, indicators are being left as a voluntary and internal tool for Funds to use.
Their wider use will be assessed upon rollout of the next phase of PBPB.

Learning by Doing

The PBPB facilitation visits for Programme Managers will explain the concept of PBPB through
the example of individual Programmes. At the end of the facilitation the Programme Manager
will have made significant progress towards completing his own budget document in addition to
understanding the terms and procedures of PBPB.

2 Defintions of key terms are as follows:
« Programme Objectives: the end results a Programme intends to achieve over several years. Programme Objectives support
Mandate implementation.

+ Programme Outcome: a result induced by OSCE Outputs. It is a desired intermediate step between the completion of Outputs and the
achievement of Objectives. Although affected by outside factors the Outcome must be within reasonable influence of the OSCE.
Outcomes must focus on the tangible change introduced by the Programme.

Indicator: Element reflecting a quantitative or qualitative change that enables the assessment of the achievement of Programme Outcomes.
The indicators are designed by the Fund Manager, limited in number and use information that is readily and easily available.
« Programme Output: the specific products or services resulting from several OSCE activities over one Unified Budget cycle.

.
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