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1. [bookmark: _Toc425506593][bookmark: _Toc330802998]Background
[image: ]The progress of the development of the PEMPAL[footnoteRef:1] Strategy 2017-22 was considered by the PEMPAL Executive on July 14-15 2016, in Bern, Switzerland. The meeting was attended by 17 member country representatives from Ministries of Finance and Treasuries from 13 countries (Albania, Armenia, Belarus, Bosnia and Herzegovina, Bulgaria, Croatia, Georgia, Hungary, Kazakhstan, Kyrgyz Republic, Moldova, Russian Federation, Tajikistan). These representatives provide the leadership to the COPs as members of each of the three COP Executive Committees for the Treasury COP (TCOP), Internal Audit COP (IACOP) and Budget COP (BCOP). Representatives from the Steering Committee including key donors to the program: the Switzerland Government’s State Secretariat for Economic Affairs (SECO), the Ministry of Finance of the Russian Federation, and the World Bank also participated including the World Bank COP resource teams. [footnoteRef:2] This event report provides a record of the meeting’s discussions and decisions as part of the network’s approach to capturing results of PEMPAL activities. [1:  PEMPAL was established in 2006 and provides learning events, workshops, study tours and resource materials in accordance with member driven action plans in the thematic areas of budget, treasury and internal audit for member countries in Europe and Central Asia. Refer to www.pempal.org for more information. ]  [2:  The core Bank team supporting the meeting included Elena Nikulina (TTL and TCOP Resource Team), Deanna Aubrey (PEMPAL Strategic Adviser/BCOP Resource Team), Ion Chicu (TCOP Resource Team/Program Operations Adviser), Maya Gusarova (BCOP Lead Coordinator), Naida Čaršimamović Vukotić (BCOP Resource Team), Arman Vatyan (IACOP Lead Coordinator), Diana Grosu-Axenti (IACOP Resource Team), Marius Koen (Steering Committee member), and Nina Duduchava (virtual support for electronic post event feedback survey). Logistical and administrative services were provided by Ksenia Galantsova, Ekaterina Zaleeva, and Kristina Zaituna (PEMPAL Secretariat, World Bank Moscow Office).] 


The objectives of the meeting were for the PEMPAL Executive to consider the progress made on the development of the PEMPAL Strategy 2017-22 and to make decisions on:
· Approaches to identifying COP thematic priorities for the next five years, including ideas to strengthen cross-COP collaborations;
· Feasible costing options and funding scenarios for the next strategy; and
· How to improve PEMPAL’s methodology and approach to collecting success stories.
It was decided by the Executive to focus on these aspects of strategy development, as these were key recommendations from the mid-term review of the current strategy.

Outputs from the Strategy Development Working Group were provided as background to the meeting.  This Working Group was established by the PEMPAL Steering Committee towards the end of 2015 to progress development of the next strategy. Membership comprised COP Executive Committee leadership and donor representatives. The sub-groups met during the first half of 2016 to consider a) network strategic objectives and results framework, and b) network costing options and funding scenarios. Outputs of these groups were provided to COPs for discussion before the Bern meeting. Comments were provided in late June by each COP on the draft strategic objectives and results framework document, which will form the basis of the draft of the PEMPAL Strategy 2017-22 to be prepared after the Bern meeting. The costings options and funding scenarios document was circulated and COPs were tasked to discuss it in their COP specific meetings on July 13, in preparation for the small group discussions being held on July 14. A draft SWOT analysis was also prepared as background for the risks section of the future strategy. This document was circulated as part of documentation for the meeting and served the basis for round table discussions held on July 15.

A draft PEMPAL Success Story Booklet was also prepared and distributed as background to discussions planned on how to strengthen success story methodology and reporting. This booklet provides another external consultation mechanism for potential donors, senior government and political levels, and key stakeholders. It contains country level and thematic PFM success stories that have been prepared over the last six months. The mid-term review of the current strategy recommended that the next strategy must establish a process and methodology for collecting such success stories in a more systematic and standardized way. This is important if PEMPAL is to effectively demonstrate its value and benefit to ensure commitment to the new strategy by governments, donors, and members. COP Executive Committees were asked to consider their ideas in the COP specific meetings held on 12 July and present them during the cross-COP Executive meeting. IACOP was also asked to share its work and progress in this area, given it had been applying methodologies for some time.  

[image: ]On the day preceding the main meeting, SECO, who hosted the event, organized thematic presentations on the public finance reforms of the Switzerland Government in relation to a) developing accrual accounting and the lessons learnt; and b) fiscal rules in the form of Swiss cantonal debt brakes and their institutional and legal framework at the subnational level. These presentations were delivered by the Zurich University of Applied Sciences, School of Management and Law and provided a very comprehensive and valuable overview of reforms with the presenters being closely involved in many of these reforms, and also in reforms in some of the PEMPAL member countries.  

Representatives from PEMPAL and the World Bank also attended the SECO offices to provide a presentation on the peer learning approach used by PEMPAL during a ‘brown bag lunch’ held on July 13.  Around twenty SECO participants attended this presentation, which involved a formal presentation by the PEMPAL Task Team Leader, PEMPAL Strategic Adviser, COP resource team representatives and COP Chairs and Deputy Chairs including a ‘questions and answers’ session on the processes and peer learning approaches used by the network. Copies of the new PEMPAL 2015 Annual Report and Success Story Booklet were also distributed.

COP specific meetings were held in the afternoon of July 13, whereby the COP Executive Committees were tasked with preparations for the meeting including COP positions on:
· possible costing options and funding scenarios to prepare for the case if insufficient funding is sourced for the new strategy including identifying opportunities to increase member contributions; 
· to consider the strengths, weaknesses, opportunities and threats to the network to assist in identifying and mitigating risks; and 
· to identify COP specific strategies to strengthen success story methodology and reporting. 
The main meeting was opened by the hosts from SECO, Mr Jonas Frank and Ms Irene Frei (PEMPAL Steering Committee Chair) who warmly welcomed participants to Bern. The meeting was facilitated by the World Bank Task Team Leader (TTL) for PEMPAL, Ms Elena Nikulina, with logistical support provided by the PEMPAL Secretariat.  Technical support to the meeting was led by the TTL, and provided by the PEMPAL Strategic Adviser, and World Bank Resource Team.
2. [bookmark: _Toc330802999]Progress with Development of the PEMPAL Strategy 2017-22

Ms Nikulina and Ms Aubrey (World Bank) provided an update on the progress of development of the PEMPAL Strategy 2017-22.  This included providing the results of the recent COP consultation on the outputs prepared by the Strategy Development Working Group which was undertaken in the lead up to the Bern meeting. From the COP consultations, there were some suggested minor text changes proposed which were also summarized to ensure the group had full agreement with the wording to be used in the final draft of the strategy document. The final agreed strategic objectives and results (provided below) will be incorporated into the new strategy and this new framework reflects decisions to combine the previous strategy’s results 3 and 4; to provide a stronger link between the Outcome and Goal/Impact levels; to ensure cross-COP collaborations are emphasized; and to reflect the maturity of the network with the focus having shifted from not only sharing knowledge but also creating it. IACOP also requested that internal control be specifically mentioned in the framework (in Result 1), given its scope has broadened to include these reforms.

Strategy Goal/Impact: Governments of PEMPAL member countries from Europe and Central Asia more efficiently and effectively use public resources resulting from applying good and improved PFM practices developed, promoted or shared with PEMPAL contribution. 
Outcome: A well functioning professional peer learning platform through which public finance practitioners from the member countries are networked to strengthen their capacities and to enable them to create and share knowledge and benchmarking.
 


Proposed changes to the format of the results framework and the significant reduction in the number of key performance indicators were also agreed. The number of key performance indicators was reduced from 26 to 13, in response to mid-term review recommendations to simplify the framework.  The new format had also been approved by all COPs, including the addition of baseline and target values for the key performance indicators, and a separate risk section to be included in the document. Specific comments had been received by the COPs on some of these indicators, which will be reviewed and finalized by the Strategy Development Working Group after the Bern meeting. The main outstanding issue was how to consult Ministers on one of the indicators measuring achievement of the outcome i.e. percentage of member countries stating that PFM specialists’ capacities were strengthened as a result of PEMPAL activities. There were mixed views received back from COPs on this issue, with some suggesting consultation should be part of the annual Thank You letter process, others suggesting contact at the beginning and end of the strategy, while others didn’t believe any such contact should be done.  The IACOP view was to survey only high-level officials such as Deputy Ministers, given the rotation and change of Minsters due to the political process.
3. [bookmark: _Toc330803000][bookmark: _Toc425506603] COP Past Results and Thematic Priorities for the Next Five Years

The Chairs of each COP presented the results from the previous strategy and thematic priorities identified by members for the next strategy.  All COPs showed increasing trend of smaller format meetings to address common PFM issues through a sub-set of countries forming thematic working groups. Increasing evidence of production of knowledge products was also presented with IACOP in the process of finalizing its fifth major knowledge product (with each product taking 2-3 years to complete given it reflected the implementation experience and recommendations of the member countries).  BCOP and TCOP showed increasing focus on developing such knowledge products and showed the positive results of several of their working groups.  These COPs have also been using videoconference and online WebEx technologies to hold more meetings, which had proven a cost effective approach.  IACOP still had a stronger reliance on face-to-face meetings, but had plans to move more towards on-line meetings once some technological challenges with lack of access by members of video and audio technologies in their work computers were resolved.  Specific PFM results from the COPs over the last five years can be found in the COP presentations posted at the following link: https://www.pempal.org/events/pempal-cross-cop-executive-meeting 

Ms Nemeth (Hungary) presented the future priorities for IACOP as presented below.

[image: ]
Source: ‘Internal Audit Community of Practice: Results and Way Forward’, presentation delivered by IACOP Chair at cross-COP Executive meeting, July 13, 2016, available in English, Russian and BCS at https://www.pempal.org/events/pempal-cross-cop-executive-meeting 






Ms Nino Tchelishvili (Georgia) presented the future priorities for TCOP as presented below.
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Source: ‘Treasury Community of Practice: Results achieved 2012-17, Future PFM Priorities and Plans 2017-22’, presentation delivered by TCOP Deputy Chair at cross-COP Executive meeting, July 13, 2016, available in English, Russian and BCS at https://www.pempal.org/events/pempal-cross-cop-executive-meeting

Ms Anna Belenchuk (Russian Federation) presented the future priorities for BCOP as presented below.  
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Source: ‘Budget Community of Practice: Results Achieved 2012-17, Future PFM Priorities and Plans 2017-22’ presentation delivered by BCOP Chair at cross-COP Executive meeting, July 13, 2016, available in English, Russian and BCS at https://www.pempal.org/events/pempal-cross-cop-executive-meeting

[image: ]Ideas on how to strengthen cross-COP collaborations were shared by each COP.  It was agreed between IACOP and TCOP that IACOP would send representatives to relevant TCOP meetings to share skills and experience in public internal control and risk identification.  Other ideas were presented by each COP which would be taken into consideration in future event planning.
For TCOP: 
· Accrual budgeting.
· Integration of Budget Classification and Chart of Accounts.
· Monitoring and ex-ante control of treasury operations.
· Impact of program budgeting implementation on treasury operations.
· Risk management in budget execution.
· Decentralization and delegation of the MoF and Treasury powers to the line ministries.

For BCOP:
· [image: ]A joint event for BCOP and TCOP on budget transparency and/or cross-COP event on government budget reporting (ie how to link budget planning and reporting in accordance with GFS, Eurostats, and national statistic agency requirements).
· A joint VC with IACOP on how internal audit can strengthen budget preparation, monitoring and evaluation.
· A cross-COP VC or event on citizen engagement innovations in the budget cycle or/future role and functions of MoFs.

For IACOP, it identified public internal control as the main area of potential collaboration and also raised the following issues:  
· [image: ]Some thinking is needed to make this collaboration effective, as it is challenging. 
· The challenge is that the COPs are getting move involved in specific topics, which could be narrow for cross-COP interest.
· It may be conducted with one day maximum allocated to the Cross-COP topics in the area of broader PFM reforms (similar to the one conducted on Transparency and Accountability).
· Those Cross-COP events should not take the whole time of the event with sufficient time to be reserved for a COP specific topic.
· This is further jeopardized by the limited funds available for COP priority activities.

Under the new strategy, cross-COP collaborations will continue as with the last strategy through periodic cross-COP meetings of all members which has been planned for the second and last years of the new strategy, subject to funding availability.  The strategy also includes annual face-to-face meetings of the three COP Executive Committees (together with the Steering Committee), and also quarterly Steering Committee meetings, which involves COP’s sharing their approaches, plans and results.   The Executive will ensure that the additional ideas shared between the COPs outlined above will also be taken into consideration in future planning.
4. [bookmark: _Toc330803001]Strengthening Success Story Methodology and Reporting

A methodology for success story identification and reporting will be identified in the new strategy, to ensure implementation of the recommendation from the mid-term review of the current strategy.  Ideas were presented by each COP and the Executive also considered the content of the draft Success Story Booklet that was circulated as background to the meeting.

Ms Amela Muftic (Bosnia and Herzegovina) presented the methodology of ‘Value Detectives’ which is being used by IACOP on a regular basis to identify the value and impact of IACOP activities.  The approach is based on the methodology of social learning experts Etienne Wenger and Beverly Trayner and was outlined by IACOP in the slide below:

[image: ]

Source: ‘Value Detectives’ presentation delivered by IACOP at the cross-COP Executive meeting, July 14, 2016, available in English, Russian and BCS at https://www.pempal.org/events/pempal-cross-cop-executive-meeting

IACOP conducts two key activities to collect success stories.  Firstly it assigns roles to volunteer Executive Committee members before, during and after each event to collect stories of impact from member countries.  This involves a TOR that clearly defines how the information should be collected, in what form, and how it should be reported. Time for these tasks is also allocated within each event agenda. Key questions asked are: 
· What value do members gain from participating in the activities?
· What value is being generated by the knowledge products?
· How do people use the knowledge products?
· How their work as a reform leader in the area of Internal Audit is improved?
· How has the application of knowledge and other products contributed to the PFM reforms in member countries?
The results are then presented in the format outlined in the slide below:
[image: ]
The second activity is a periodic survey, which is conducted by IACOP every 3-4 years to determine impact at the member country level and also by key thematic areas that are being addressed by IACOP. Examples of the results of surveys conducted in 2007, 2011, and 2014 were provided as part of the IACOP presentation of future plans and past results.
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Source: ‘Internal Audit Community of Practice: Results and Way Forward’, presentation delivered by IACOP Chair at cross-COP Executive meeting, July 13, 2016, available in English, Russian and BCS at https://www.pempal.org/events/pempal-cross-cop-executive-meeting

Mr Mikhail Prokhorik (Belarus) and Ms Angela Voronin (Moldova) shared ideas on how BCOP and TCOP, respectively, will strengthen success story methodology over the next strategy.  For TCOP, it plans a number of strategies to strengthen its approach:
· Collecting feedback from member country participants after each event or after each plenary meeting;
· Conducting special standalone sessions with each country to showcase progress (against a list of indicators);
· Allocating time in Executive Committee meetings to reflect on applicable approaches and to determine what worked and what needs to be improved; and
· Developing questionnaires, similar to what is currently done prior to some events (pre-thematic surveys).
BCOP reported that all Executive Committee members agreed on the benefits of success story information for donors as evidence of results from their investments.  It plans to implement a comprehensive approach including:
· Establishing an ongoing process whereby panel/table discussions will be incorporated into every event whereby member countries will be asked to identify success stories. This practice had been adopted in the past for study visits, but will now be expanded to other events. The practice of capturing key discussions and decisions for major events in ‘Event Reports’ prepared by the BCOP Resource Team will also continue; and
· Conducting periodic surveys similar to those done by IACOP, whereby member countries will be asked to assess the overall impact of BCOP activities on reforms and also by thematic areas being addressed by the working groups.

Donors shared their views on the types of information that would be required to justify further funding investments in PEMPAL to their organizations to assist in these discussions.  



[image: ]Ms Irene Frei from SECO advised that there were four key factors to consider when assessing whether to invest in a program such as PEMPAL: 
· Relevance.
· Accountability. 
· Well functioning governance structure.
· Sustainability.
 For relevance, SECO saw PEMPAL as a strong performer given the activities were very demand driven, with procedures in place to identify and address member country priorities. For accountability, information is required to report to their Parliament and the Public and this requires a results framework, and key performance indicators that are monitored to determine the status of delivery, and the reporting of success stories comprising concrete examples of the benefit and value of participation in PEMPAL. This also includes information on the quality of products and services being produced by the network such as how the knowledge products are being used. For governance, PEMPAL already has a well functioning governance structure which should be kept in place and the Executive Committees should continue to find the right, committed people who have the appropriate leadership skills to drive activities.  Despite such a strong team being in place, SECO would still like to see COP involvement in the Steering Committee being strengthened.  For sustainability, Ms Frei noted that the mid-term review of the current strategy found that this not only applies to donor funding, but also how members can financially contribute more to the network. Donor funding is not predicable and there are also impediments that need to be considered (eg SECO has restrictions on funding EU countries).  Thus it is important to devise strategies that show other donors that sustainability issues are being addressed and plans in place to reduce reliance on external funding.

Ms Daria Kirillova advised that PFM issues are central to the development of the Europe and Central Asia region and the Ministry of Finance of the Russian Federation, as a key donor to PEMPAL, welcome the positive results achieved by PEMPAL.  The types of information it would like to receive is as follows:
· [image: ]Practical examples of impacts of PEMPAL activities on member countries and the region as a whole.
· What contributes to strengthening of PFM in each country and what are the key issues each country is facing, noting this will be influenced by the cultural, institutional, and historical context of each country.
· More promotional material related to COP activities, noting that the Annual Report and PEMPAL website are great steps in that direction. However often the outcomes presented are too abstract and the MoF Russian Federation would like to know more about the core issues, key problems, and at what stage reforms are at - on an ongoing basis not just at the final results stage.

[image: ] Mr Marius Koen advised that the World Bank had both a role in managing PEMPAL’s multi-donor trust fund (MDTF) and in ensuring the ongoing development of PFM in the Europe and Central Asia region.  To make a case for the World Bank to stay involved with PEMPAL into the future, the Bank would need to demonstrate sustainability both in terms of financial sustainability and sustainability of improvements in PFM reforms.  It would also like to know what is different in this new strategy period, which requires consolidation of achievements and plans to move forward with explanations as to why there still was donor dependence after the program’s 10 year operation.  Success stories also need to be provided at various levels including individual, country, sub-region, region and beyond that to cover impact on PEMPAL on other regions, to demonstrate that PEMPAL is a public good, not only an ECA region good.  This would also entail clearly articulating what is special about the PEMPAL brand.
5. [bookmark: _Toc330803002]Possible Costing Options and Funding Scenarios for the Next Strategy

Group discussions were held whereby the group was broken into two smaller groups based on language and cross-COP mix, to address the following questions: What are the most feasible options from the menu provided below in terms of funding approaches for the next strategy? Are there other options not mentioned below that may be feasible to fill the possible financing gap?
1. Change in membership policy for donors to fund only one person, per COP, per member country with other required attendance to be met by member countries.
2. Requesting member country payment for required attendance for some events. For example at annual plenaries or for the large cross-COP meetings planned for FY19 and FY22, member countries to fund part or half of attendance (eg donors fund one person per country, for each COP, and the member countries to fund the second for these events);
3. Source additional funding from in-kind and other partners that currently assist the COPs with their activities;
4. Switch some activities to virtual mode of operation (ie increased use of videoconference);
5. Charge a fee for the external use of some knowledge products;
6. Charge a fee for attendance at some major COP events (ie plenaries);
7. Provide a schedule of contribution to dinners at specific face-to-face events so all countries will pay for at least one dinner or cultural event during the strategy period.
8. Provide hosting country contribution packages ranging from minimum contribution of a) payment by member country of one dinner and/or cultural program through to b) payment of full costs of event, with incentive packages for each level (eg gold award for meeting full costs of event comprising award plaque and small ceremony after event).








Box 1: Conclusions from Group Discussions on possible costings options and funding scenarios
Group 1 (ENG/BCS): participants from BCOP (Croatia), TCOP (Albania and Georgia), IACOP (Bulgaria, Bosnia and Herzegovina, Hungary and Moldova) and Donors (SECO and the World Bank)
Option 1 was not supported given such a change in membership policy would result in reduced attendance (given budget constraints in many countries) and poorer quality (less active) participants being nominated to attend.  Only options 3, 4 and 8a above were fully supported by all COPs with the caveat for option 4 that at least two face-to-face meetings a year for each COP should be supported to ensure network effectiveness.  Option 5 above was partly supported by only IACOP, given its knowledge products were in demand by organizations outside the network. Other ideas from Group 1 included:

Members to pay for some component of events e.g. dinners (as can claim money back through per diem process). Not feasible for accommodation however.
Implement costs saving measures e.g. going green - no printed materials at events.
Use government training centres as accommodation e.g. Belarus for some events to save on costs.
The group also suggested the following fund raising approaches: 
a) for member countries i.e. approach some countries to become donors, and promote benefits of PEMPAL to them e.g. Russian Federation is a member and a donor and could replicate this model with other (high income) countries.
b) target other potential donors/countries/regions – involving other countries in meetings as self payers that may be interested in financial contribution.
c) target private foundations eg Bill Gates Foundation.

The Group also suggested organizing thematic meetings more targeted in sub-regional areas to reduce travel and translation costs – but would need to be balanced and implemented carefully (thematic driven by groupings of countries that are geographically close) or VCs instead if face to face not needed.
IACOP could also transform knowledge products to e-learning modules for sale (requires some investment and feasibility assessment), and IACOP could conduct fee-based trainings. 
For longer-term sustainability, IACOP could evolve into a professional association to support this (to facilitate revenue raising, tax obligations etc) but would need comprehensive business plan, as may have risk of losing current donors such as World Bank. 
Formal membership fees based on country GDP etc was also discussed but not supported given need for PEMPAL to become legal organization, and expensive international agreements to be negotiated.  But this option could be more fully investigated for long term.



[image: ]


Group 2 (RUSSIAN): Participants from BCOP (Armenia, Russian Federation, Belarus, Kyrgyz Republic), IACOP (Armenia, Kyrgyz Republic), TCOP (Moldova, Kazakhstan, Russian Federation), Donors (MoF of the Russian Federation and the World Bank).  Group 2 had similar results to Group 1 in terms of support for the various options presented, except for option 3 on sourcing funding from in-kind donors which was only assessed as feasible for two out of the three COPs. It also suggested establishing a pilot project for IACOP to facilitate the sale of its products and to conduct training courses on a paid basis. In summary the group saw three sources of feasible funding:
1. Donors
2. Member country contributions
3. Streamlining expenses
For 1, the group recommended establishing a working group or task force that would be responsible for conducting fund raising with potential donors. This group would be comprised of COP Chairs, other COP and World Bank representatives and would agree benchmarks on the level of funding and sources to target.  This group would also be responsible for managing negotiations and also conducting promotional road shows, similar to that which was recently delivered to SECO in the ‘brown bag lunch’.

For 2, the group agreed that partial cost recovery was feasible from member countries hosting PEMPAL meetings (associated with Option 8 from those above).  This would depend on the specifics of the hosting country but could include covering rent for conference facilities, lunches, dinners or cultural program and costs should be shared in a more democratic manner.

For 3, expenses could be streamlined by increasing the reliance on VCs but the group agreed that it was important to support at least two face-to-face meetings each year given the value of lively discussions on PFM reforms which facilitates informal communication between events, leading to good results.

The group also suggested examining expenses for events by components and developing options to reduce them e.g. hold events in less expensive countries. Also back-to-back meetings should be held where possible to further reduce costs e.g. BCOP with OECD meetings, TCOP with economic forum in Petersburg, and similar forum in Astana.  

Thus, the overall strategy should involve a combination of activities including finding more donors; using more virtual types of work (while still maintaining two face-to-face meetings a year for each COP); identifying better contributions from host countries; piloting the sale of knowledge products by IACOP; and examining and identifying program cost savings.

6. [bookmark: _Toc330803003]Identification of Risks and Mitigation Strategies 

Discussions were held on a table basis to identify risks and mitigation strategies for the proposed Risk Table to be attached to the strategy’s results framework.  The tables were given the following task to discuss and assigned parts of the new results framework. A SWOT analysis was distributed in the week before the meeting, for discussion by the COP Executive Committees, in preparation for these discussions:
· Identify 2-3 risks associated with the strategic objective/result allocated to your group that may stop it being fully delivered over the strategy period.
· Categorize those risks in terms of their probability of happening, and their likely impact on PEMPAL  (into categories of low, medium, and high).
· For those risks that were categorized as either medium to high in the task above, suggest possible mitigation strategies that may be undertaken to either reduce the probability of the risk eventuating, and/or lessening the impact that it may have on the program.  Each table was assigned a different result (Table 1, result 1 and so forth), and the last table 4, which comprised donor representatives, was assigned the strategy goal/impact and outcome. 

Box 2. Conclusions from Table Based Discussions on Risks and Mitigation Strategies
	STRATEGY GOAL/IMPACT
· Risk 1: (HIGH PROBABILITY/MEDIUM IMPACT) Political risk of losing membership to other networks; budget cuts from external and internal shocks; regional conflict; deteriorating political and diplomatic relations; political choices of different models; changing of key PEMPAL leadership that are due to political changes.
· Mitigation: keeping politicians informed and involved (enhance PEMPAL’s visibility).  Connecting members more regularly through WebEx and other technologies and alternative modes of participation.
· Risk 2: (HIGH/HIGH) Funding risk from reduction in funding levels of current donors, and conditional funding by new donors to follow specific reform directions.
·  Mitigation: strategies as identified in context of this meeting through group discussion reports.
· Risk 3: (MEDIUM PROBABILITY/HIGH IMPACT) Policy direction risk from conflicting objectives and advice by international organizations and donors. 
· Mitigation: monitoring the situation by the WB resource team and ensuring coordination and consistency of any advice with conflicts to be clearly identified and put in context with no prescriptive recommendations advocated, given it depends on country context.
OUTCOME
· Risk 1 (HIGH PROBABILITY/HIGH IMPACT): Sustainable core membership risk through negative impacts on network from member turnover and changes in political commitment. 
· Mitigation: Use IT smartly to ensure countries can connect more (eg WebEx) and continually promote benefits and value of PEMPAL.
· Risk 2: (LOW PROBABILITY/HIGH IMPACT) Commitment risk from lack of ongoing engagement of members, member countries, donors and key stakeholders.
· Mitigation: Requires ongoing quality leadership, ensuring strategic objectives are met, and ongoing promotion of the value and benefits of PEMPAL.
· Risk 3: (MEDIUM PROBABILITY/HIGH IMPACT) Governance/leadership risk from core institutional structures leaving or being poorly resourced. 
·  Mitigation: Ensure governance structures are resourced adequately including PEMPAL Secretariat and resource teams. Need to support connectivity and ongoing commitment of member country representatives particularly COP Executive Committees.
Result 1: PFM reform priorities of member countries in the functional areas of budget, treasury and internal audit/internal control, including cross-functional priorities, are addressed by the network platform.
· Risk 1 (HIGH): Countries have different priorities, level of reforms, policy drivers (e.g. EU requirements, international integration).
· Mitigation: Continue to collect member country priorities in a systematic way (at least once a year), and the Executive Committees to continue to analyse, group and prioritize them. The most common topic should be met through most appropriate format (eg plenary meetings) with other topics addressed through different formats such as smaller groups, working groups, or geographically established, or met through VC meetings.
· Risk 2 (HIGH): Priorities of individual members do not correlate with priorities of member countries (ie wrong level of membership or lack of coordination in MoF).
· Mitigation: Once every two years, verify the priorities (at level of COP Action Plans) by sending them to Ministers to confirm and also emphasize that members should come from the right areas of MoF, possess adequate levels of relevant knowledge and expertise, and there should be a continuity of attendance.
· Risk 3 (MEDIUM): Lack of connection between COPs, with different terminology, priorities leading to miscommunication.
· Mitigation: Every year at cross-COP Executive meetings, common topics/language should be identified including a thematic day to be incorporated in the agenda.  Additional meetings by VC of the Executive Committees could also be held where needed. Executive Committees should examine the work plans of other COPs more closely to identify synergies.  Representatives from each COP should also attend the annual plenary meetings.
Result 2: Result 2: High quality and relevant network services and resources are developed and delivered to support the PFM practices and reform needs of members.
· Risk 1(HIGH): Financial risk. 
· Mitigation: Working group to find donors and network initiatives to source savings and increase member contributions; and other options as identified in Executive meeting.
· Risk 2 (MEDIUM): Lack of mechanisms to assess relevance of services particularly given countries at different stages of reform and have different priorities. 
· Mitigation: Continue to identify common set of solutions and challenges. Administer periodic surveys to identify relevance of services.
· Risk 3 (MEDIUM): Inefficient use of resources whereby inappropriate people are attending the events who do not have sufficient authority or responsibility for reforms.
· Mitigation: Continue to include in invitation letters names of specific members to attend to ensure have the right participation at the right levels.
· Risk 4 (MEDIUM): Lack of quality of products developed due to lack of continuity in membership or working groups which could undermine performance and quality. 
· Mitigation: Ensure quality is maintained at high standard and quality of membership working on the products is maintained.
Result 3: PEMPAL is a viable network (including financially) which is supported by committed PFM professionals, member countries, and a range of development partners, who see the value and benefit in the network as a tool to improve member country PFM performance. 
· Risk 1(HIGH): Financial risk. 
· Mitigation: consideration of proposals from COPs for costing options and funding scenarios; using new working group to approach donors; optimizing network costs; more efficient resource use; invite member countries to become donors.
· Risk 2 (MEDIUM): Global stability risk of unsafe and unstable security conditions with negative impact on membership, participation, financial donor contributions, and quality of events (as experts or participants cannot attend meetings).
· Mitigation: Secretariat to monitor the situation and when establishing contracts with providers ensure ‘force majeure’ type clauses in the contract. Wider use of information and communication technologies (ICTs) to enable experts and speakers to present and participate in meetings online. 
· Risk 3 (MEDIUM): Lack of interest of PEMPAL countries due to lack of relevance of topics, and/or shifting priorities due to unstable political and economic realities.
· Mitigation: Regular communication and update on activities (e.g. website) and to MoF and management through newsletters, annual reports, and other communication products. Ensure active membership policies to ensure appropriate people participate in network to maximise peer-learning benefits. Ensure member country priorities are identified and addressed.



7. [bookmark: _Toc425506607][bookmark: _Toc330803004]Conclusions

In summarizing the final meeting conclusions, Ms Nikulina revisited the initial slide on next steps made in her earlier presentation and supplemented these with decisions agreed by the Executive. These included the following. 
· Finalization of the strategy document – the full strategy document will be developed by Ms Aubrey in consultation with the relevant sub-group of the Strategy Development Working Group and subsequently sent to COP Executive Committees for comment.  Consolidated COP comments will be sought by the last half of September. The draft will then be submitted to the PEMPAL Steering Committee for review in its meeting in the final quarter of 2016, before being finalized for release in the first quarter of 2017.
· Finalization of the Success Story Booklet and 2015 PEMPAL Annual Report - Any suggestions for improvement to the content and approach used for the Success Story Booklet or Annual Report were requested by the end of the summer. Customised Thank You letters were also being prepared, which provide a table of collated participation for each member country across all three COPs during 2015. These will be sent to the relevant Ministers of Finance in each country along with the Annual Report, unless the Executive advises alternative contacts. Executive Committee members will also be acknowledged in these letters, for their additional leadership and contribution to the network. 
· The Success Story Booklet will be finalized by the end of summer and distributed in the fall (September). Shorter versions, e.g. brochure formats, will also be developed to provide a range of different promotional instruments. The Steering Committee will be consulted on the possible formats for these materials.  
· [image: ]Costing options and funding scenarios – The Executive agreed to adopt the ‘go green’ suggestion to achieve cost savings by stopping the provision of hard copy materials at meetings (except for the agenda). COPs also agreed to pursue use of Government training centres and accommodation where such facilities were available in the host countries e.g. Belarus. Additional contributions (i.e. cost sharing) would also be sought from the host countries in the form of payment for dinners, cultural events etc and this would be made clear as part of the obligations of this role. A working group comprising COP and World Bank representatives would also be formed to identify and approach donors through ‘road shows’ similar to what was conducted for SECO during the ‘brown bag lunch’.

The final session of the meeting was devoted to getting feedback from participants on what they liked about the meeting, and what could be improved in the future.[footnoteRef:3] It was agreed by the Executive that the objectives of the meeting had been met and that the discussions were in-depth and high quality resulting in clear recommendations, and next steps. This was assisted by the development and distribution of the background documents, and the time allowed in the COP specific meetings to discuss them and prepare input. Some COP members would have liked more time to review the key performance indicators during the meeting, noting further COP consultation on the draft strategy is envisaged in September. It was noted that the meeting was well prepared both from a logistical standpoint but also that the agenda was well-balanced and the group and table discussions well-designed to get tangible results on how to proceed for all COPs. The small group discussion formats worked well and should be retained for future meetings. The ice breaker conducted by Ms Gusarova and Mr Koen was also commended which allowed members to get energized for the discussions, in an enjoyable way. SECO were also acknowledged for their warm hospitality and support, and Ms Nikulina and the World Bank team for the preparatory work for the meeting. The Executive Committee members were also acknowledged for their high quality, professional leadership and active input to the network. The donors were also acknowledged and thanked for their ongoing support and hands on approach to ensuring the network remained effective. The translation team was also thanked for their high quality simultaneous and written translations with some negative feedback received on the quality of translation of one Russian document, pointing to the need to incorporate quality editors of translated materials into the process.  The overall feedback was that there was a family spirit and friendly atmosphere that was very conducive to productive discussions and results. [3:  The on-line survey would also be released after the meeting as part of PEMPAL’s standardized monitoring and reporting framework but such feedback sessions incorporated as part of the agenda are also used as valuable approach to gain immediate ideas on what worked well and what could be improved.] 

A PEMPAL Steering Committee meeting was also held to note the progress of development of the next strategy and to approve the next steps decided by the Executive. Minutes to this meeting are available at: http://www.pempal.org/event/sc_meetings/

All workshop materials can be found at the PEMPAL website: https://www.pempal.org/events/pempal-cross-cop-executive-meeting 


[image: ]
DEPTH AND RELEVANCE


QUALITY


IMPACT 


Result 1: PFM reform priorities of member countries in the functional areas of budget, treasury and internal audit/internal control, including cross-functional priorities, are addressed by the network platform.


Result 3: PEMPAL is a viable network (including financially) which is supported by committed PFM professionals, member countries, and a range of development partners, who see the value and benefit in the network as a tool to improve member country PFM performance.   


Result 2: High quality and relevant network services and resources are developed and delivered to support the PFM practices and reform needs of members.
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Strategic Priorities for 2016/17 and beyond 



Priority	themes	in	FY	2016-2017	and	within	the	next	five	years:	
ü  Public	 Internal	 Control	 -	 FMC	 implementa0on	 with	 emphasize	 on	 accountability	 and	



transparency	(new	ICWG)	
ü  RIFIX	 WG	 -	 Rela0onship	 of	 Internal	 Audit	 with	 Financial	 Inspec0on	 and	 External	 Audit	



(con0nuing	working	group	to	be	closed	in	FY	2017)	
ü  Audit	 in	 PracFce	 -	 Prac0cal	 implementa0on	 of	 audit	 cycle,	 different	 type	 and	 models	 of	



audits,	including	IT	solu0ons		(AiP	-	new	WG)	
ü  Central	HarmonizaFon	Units:	challenges	at	different	stages	of	reform	
ü  PromoFon	 of	 IACOP,	 including	 the	 exis0ng	 knowledge	 products	 and	 experience	 gained	 in	



ongoing	and	previous	working	groups:	T&C,	CPD,	RA,	QA,	Body	of	knowledge	
	



The	format	of	events	proposed:	



ü 	Plenary,	working	group,	thema0c	mee0ngs,	ExCom	members		and	leaders’	mee0ng,		study	visit	



ü 	Promo0on	ac0vi0es,	including	distribu0on	and	of	exis0ng	knowledge	products	



ü 	IACOP	peers’	advisory	missions	and	reverse	study	visit	(type	of	thema0c	mee0ng)	



ü 	Videoconferences,	webinars	(for	thema0c	mee0ngs)	
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TCOP	members’	thema/c	priori/es	iden/fied	
through	regular	Surveys		
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Topics	for	discussions	for	the	future	period,	confirmed	during	
the	last	survey	(June	2016):	
v  	Public	sector	AccounDng	and	ReporDng;	
v  	EvoluDon	of	the	Treasury	role	and	funcDons;	
v  	Use	of	IT	in	treasury	operaDons;	
v  	Cash	management	
v  	Treasury	control	and	risk	management			



	
Event	formats:	
v  Plenary	meeDngs;	
v  Small	themaDc	workshops;	
v  Study	visits;	
v  ThemaDc	videoconferences	
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Future	Results:	Strategic	Priori2es	
planned	for	2017-2022	



	
			Strategic	priori.es	to	be	included	for	next	PEMPAL	Strategy	2017-22:	



•  Sharpening	 tools	 for	 effec2ve	 fiscal	 management	 with	 ini.al	 focus	 on	
performance	 and	 program	 budge.ng,	 while	 iden.fying	 other	 countries	
challenges	and	priori.es	to	address.	



•  Strengthening	 fiscal	 transparency	 and	 accountability	 with	 a	 focus	 on	
budget	literacy,	transparency	and	public	par.cipa.on	ini.a.ves.	



•  Expanding	 interna2onally	 available	 data	 on	 PEMPAL	 countries	 through	
iden.fica.on	 ad	 sharing	 of	 good	 prac.ces	 and	 benchmarking	 within	 and	
outside	the	PEMPAL.		
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How we detect the created value and the 
IACOP impact?
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Country	



	
PEMPAL	meetings/



documents	/
experience		



Outputs	 Impacts	



Immediate	value	 Poten/al	value	 Aplied	value	 Realised	value	



A	member	
par<cipates	
in	IACOP	
ac<vity	that	
generates	
interest,	....	



..This	
par<cipa<on	
creates	an	
insight,	a	
knowledge	
product,	or	a	
new	
rela<onship	



The	member	
returns	
home	and	
does	
something	
with	this	
insight,	
knowledge	
product,	or	
connec<on	



...which	leads	
to	an	
improvement	
in	PFM	or	PIC	
prac<ces	
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h"p://pempaltc.wikispaces.com/37th+IACOP+mee:ng+-+Plenary –RESULTS – value detec:ves

Country	 PEMPAL	documents	/	experience	 Outputs	 Impacts	



Moldova	 Quality	Assessment	Guide	 There	was	developed	the	Dra9	
Regula<on	on	EQA	



5	internal	audit	units	assessed	
in	2017	



Albania	 Manual	for	Con<nuing	Professional	
Development	



Discuss	and	share	experience	with	
others	countries	



Have	to	prepare	the	IA	
Con<nuous	Program	training	in	
public	sector		



Bulgaria	 Discussion	and	presenta<ons	QA	and	RIFIX,	
	
Document	for	EAA	(External	Audit	
Assessment)	



Coopera<on		Agreement	MOF-	SAI	–
FI	(upgraded	methodology)	
Useful	ques<ons	from	the	
ques<onnaire		



	
Improvements	of	the	IA	and	
FMC	system	



Kyrgyz	
Republic	



Internal	Audit	Manual	Template	
Risk	Assessment	Guide	
Quality	Assessment	Guide	
Experience	from	peers:	legisla<on,	
methodology	from	PEMPAL	member	states	



Dra9	internal	audit	manual		
Dra9	risk	assessment	guide	
Dra9	of	quality	assurance	program	



It	influenced	the	development	
of	internal	audit	func<on	in	the	
country	and	also	the	
effec<veness	of	public	
ins<tu<ons		



The	Russian	
Federa<on	



Quality	Assessment	Guide	
	
RIFIX	concept	paper	
	
Risk	Assessment	in	Audit	Planning	



Approach	to	be	used,	indexes	
	
Collabora<on	and	rela<onship	
between	IA	and	FI	
Par<ally	used	



Could	be	implemented	and	
used		
Is	used	in	regula<ng	the	
rela<onship,	using	the	results	
of	audits	
Decided	to	be	used	by	internal	
audit	units	 7	
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Results:	Impact	of	IACOP	by	Theme	
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Results:	Impact	of	IACOP	by	Country	
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