
7


 (
Draft Report 
Institutional Assessment of WSG.
This Report represents the professional opinion of the consultant based on the assessment performed as part of the analysis and preparation of a new operation in the transport sector. 
2012
Luis Carlos Antola
International Advisor
04/04/2012
)

Guyana

GY-L1031





[bookmark: OLE_LINK3]
INSTITUTIONAL CAPACITY ASSESSMENT OF
 THE ROAD NETWORK UPGRADE AND EXPANSION PROGRAM
(GY-L1031)

					Draft Report




Prepared for the 
Inter.-American Development Bank
Georgetown, Guyana.



April 4th, 2012




Prepared by:
Luis Carlos Antola












First Part
Overview of Road Sector


Background
Guyana, a country with an approximate population of 761,000 and 216,000 sq. km land mass, extends along the north–eastern coast of South America and shares borders with Venezuela, Brazil and Suriname. It has the distinction of being the only English-speaking country in the South American continent having been a former British territory. Consequently, Guyana is very closely linked to the English-speaking Caribbean and the Caribbean Community (CARICOM) Secretariat is located in Georgetown, the capital city in which 20% of the population resides. The country, with a sparsely populated hinterland, is divided into 10 administrative regions and the local government structure consists of 10 Regional Democratic Councils (RDC), 65 Neighborhood Democratic Councils (NDC), six municipalities and 76 Amerindian Village Councils.

Since 1997, Guyana was classified as a Highly Indebted Poor Countries (HIPC) and benefitted considerably from reduction of external debt from 122% of the GDP at the end of 2002 to 38% in 2008. The HIPC status has also facilitated the flow of a significant amount of resources into the country from many bilateral, multilateral and international partners. 

The key challenges of aid flow and effectiveness include: multiplicity of international development and donor agencies operating in Guyana with different project management requirements and high transaction costs; weak mechanism for coordinating and harmonizing the aid-flows into the country; improving the efficiency of international cooperation program through better allocation of resources in accordance with the established priorities; ensuring sustainability of the related programmes once donor funds are no longer available; weak mechanism to bring about real intersectoral partnership and weak private-public partnership for economic development; as well as the country’s limited capacity to effectively absorb the considerable amounts of donor funds.
Economic situation
Guyana has recorded a solid macroeconomic performance in recent years, supported by prudent policies, a stable political environment and increase commodities prices. Its economic growth had been about 4 percent a year on average during the 2007–09 period. Preliminary estimates for 2010 showed a growth of 3.5% reflected strength in the gold and services sectors. However, this outturn is slightly below the growth rate projected in the 2010 budget (4.5 percent). Growth was mainly driven by gold and services sector while bauxite production contracted during the first half of the year, and sugar output increased less than expected (due to labor shortages and factory problems). A sound monetary policy, whose primary objective has been the attainment of price stability, contributed to contain inflation. After reaching a peak increase of 14 percent at the end of 2007, prices rose by 3.7 percent in 2009. Inflation is projected to rise to 4.4 percent by end-2010, as a result of higher food prices. Estimates for the 2010 fiscal balance point to a deficit close to 4 percent of GDP, exceeding the budget deficit target of 3.2 percent of GDP. This is due to weakness in revenues of public companies (mostly revenues from the sugar company), and delays in grant disbursements.
The global financial crisis has affected Guyana, but with less severe negative effects when compared with other Caribbean countries or with the rest of the Latin American region. Growth prospects remain positive for 2011 and the medium term. Current projections show a growth rate of GDP at 4.8 percent in 2011 and around 5 percent over the medium term. These projections are underpinned by: (i) an expected continuation of global economic recovery, which would result in gradual increases in export prices and remittances; (ii) the implementation of major infrastructure projects; and (iii) implementation of the Low Carbon Development Strategy that could provide up to US$250 million in performance-based grants over four years from Norway. A key component of the government's LCDS is the construction of the Amaila Falls hydro power plant (AFHP), which will lower energy costs and improve energy reliability as it replaces outdated fuel-based technology with modern hydro-based technology as the main source of electricity generation.
In 2006 poverty in Guyana affected 36.1 percent of the population or 274,000 people (with much higher rates in rural and Amerindian areas). This is among the highest rates of poverty incidence in the Western hemisphere. The population in extreme poverty, those who cannot afford a basic basket of food, comprised 18.6 percent of the population, about 140,000 people. The most recent data reveal that the rate of poverty remained almost stagnant between 1999 and 2006. The halted progress on the poverty front coincides with a period of erratic trend of growth in Guyana between 1998 and 2005. However, some economic recovery observed since 2006 leads to cautious optimism.
Compared to other Latin American and Caribbean countries, Guyana has a low level of inequality. In 2006 Guyana had a Gini coefficient of 0.50, lower than that observed for Jamaica (0.60), Haiti (0.59), and Brazil (0.56).
The recent assessment of the Millennium Development Goals (MDGs), affirmed the likelihood of Guyana achieving the goals of eradicating hunger (Goal 1), universal primary education (Goal 2), gender equality (Goal 3) and environmental sustainability (Goal 7). The country is however unlikely to achieve the goals of reducing child mortality (Goal 4) and improved maternal health (Goal 5), by 2015 despite spite high immunization coverage, improvement in the level of skilled attendance at birth, and improved access to health care.
The Road Sector
Guyana has one of the sparsest road networks in South America with 3,995 km of roads; however, due to the concentration of the population and the main road system along the coastal areas, the majority of the population has access to paved roads. Most of the main roads are in fair conditions since over the last two decades GOG has pursued a progressive rehabilitation of the roadways and structures, however, there are a few sections of the network which has not been rehabilitated and requires extensive maintenance to upkeep. The good economic performance and the achievement of the MDG is reflected on the increasing traffic congestion on some sections of the main road network due to the increasing country’s vehicle fleet.  This increase along with the creation of new housing schemes outside of Georgetown has contributed to congestion along the main roads leading to and from the city and also in the city as traffic passes through, moving between the east and south corridors.  These heavily traffic corridors have traffic safety issues and also experience the most traffic accidents.
Traffic flows outside Georgetown are growing, and there is need for upgrading or extending the road network and the paved network requires the introduction of a periodic maintenance programme. The Inter- American Development Bank has been financing the rehabilitation of the key roads and bridges on the core network, and the main infrastructure problem thus is to ensure that adequate future financial provision is made for maintenance, including both routine and periodic operations. This is a pressing need and the most obvious problem in the road sector.  
Legal and Regulatory Framework
There are numerous acts of parliament, regulations and other contractual agreements that exercise different degree of intervention and oversight in the road sector in Guyana.  In general the legal and regulatory framework for economic development in Guyana has many different authorities, which have overlapping and competing responsibilities. This has been aggravated by the lack of sufficient budget resources for enforcing the statutory provisions. 

Some of the following instruments have oversight on the road sector in Guyana:
CAP 20:01 Town and County Planning 
CAP 20:05 Environmental Protection.
CAP 28:01 Municipal and District Council
CAP 28:02 Local Government
CAP 48:01 Common Carriers
CAP 49:03 Passengers
CAP 49:04 Transport and Harbours
CAP 51:01 Roads
CAP 51:02 Motor Vehicles and Road Traffic
CAP 62:01 State Land

Each of these acts, regulations and agreements state which are the different parties involve in the sector, their legal authority, rights and responsibilities. 

The Institution of the Sector

Ministry of Public Work & Communication
To a large extend the Ministry of Public Work & Communication is responsible for the main activities in the sector. To what extend acts as the sole authority of the road sector is not clear. Specially taking into consideration that MPW&C exercises a role as the executor of programs and on the other hand the role of regulatory oversight. 

A major organizational change was made within MPW&C in 2001 when the Works Services Group (WSG) was established. This change occurred at the same time as implementation of an Inter-American Development Bank (IDB) programme to rehabilitate much of the coastal primary network, which has greatly improved its overall condition. This occurred at a time when a four-year programme for rehabilitation of the 70-km Soesdyke-Linden Highway (1997-2001) had also just been completed. 

There has also been a substantial move since 2003 from force account operations to performance contracts, covering a reported 326 km or some 70 per cent of the primary declared network. This appears to have ensured that routine maintenance operations, essential but widely ignored, are now being carried out on the rehabilitated roads.

Ministry of Local Government 
The Ministry of Local Government (MOLG&RD) is responsible, through regional democratic councils, for maintenance of feeder and secondary roads. Relatively small sums have been indicated for road maintenance expenditure by RDC’s in recent reports of the Auditor General.  

Municipal Councils  
Road maintenance is also carried out on urban roads by Georgetown City Council and by the councils in New Amsterdam and Linden. The number of roads to be maintained by the Georgetown council is 160. Many of these roads are observed to be in very poor condition, and it is again clear that finance and technical capacity are key constraining factors. It is understood that in Georgetown MPW&C may sometimes be called upon to maintain roads which strictly are the responsibility of the city. It is also clear that maintenance of traffic lights and other road furniture is almost totally non-existent, and indeed traffic lights are reported on occasion to have been repaired by the traffic police.

National Road Safety Council (NRSC)
The National Road Safety Council (NRSC) was established in 2006 as the national coordinating mechanism with responsibilities for road safety in the country. The NRSC includes representatives of the MPW&C, the Ministry of Health (MOH), the Ministry of Home Affairs (MHA) and the Ministry of Education (MOE).

Nonetheless, there is a growing acceptance worldwide that administrative, regulatory and operational functions of government in the transport sector should be more clearly differentiated, and if appropriate performed by specialist entities in the various transport modes. Specialist bodies already set up in Guyana include MARAD, GCAA and CJIAC. These bodies already have a degree of commercial and financial autonomy, and it is recommended that the Road Sector could move in this direction. It also appears logical to establish a Roads Authority charged with planning, administration and maintenance of the road network. In creating such an authority, a major issue would be that of maintenance funding, given the fact that the potential in Guyana for raising income directly from road user fees is very limited. Still the benefits of differentiating among the different functions will make up for the lack of self-funding capacity. 
 
Institutional Review

The evaluation took place during August 2011 using the Institutional Capability Evaluation System (ICES)[footnoteRef:1], an evaluation tool used by the IDB to evaluate the institutional capacity of the agency responsible for programme execution.  [1:  In Spanish the system is called SECI, for Sistema de Evaluación de Capacidad Institucional.] 


Planning Capacity
The National Development Strategy (NDS) places great emphasis on development of an adequate transport infrastructure. The Overview to the NDS document of 2000 states in part ‘We attach the highest … importance … to the establishment of a road network over the  length and breadth of Guyana over the next ten years … This road network … will … assist in the penetration of our interior, in the opening up of new lands ..., and in the facilitation of eco-tourism. Above all, it will contribute immensely to the social and physical unification of Guyana’. The Overview also highlights ‘two deep-water harbours …,… improvement of … airports, and rehabilitation of … interior airstrips.  

GOG has been practicing a de facto planning process which seems to be the result of a series of steps to address competing demand in the public infrastructure. Specifically, in 2008 the Sea & River Defence (S&RD) was merged with WSG in order to improve the efficiency of sea defence management, share the regional operational facilities of the WSG, improve staff performance and reduce staff turn-over.  

An unexpected result of the 2008 merger has been the increasing gap between strategic planning and operational planning. This merger is fostering a culture which does not differentiate between the proper used of instruments for planning and programming and could adversely affect the institutional capacity of the WSG/S&RD to achieve its mandate.   GOG has showed partial commitment on following and implementing the recommended merge strategy, action plan and human resources policy made by the MWH Consulting Group.  

It is of vital importance that a clear view of role and responsibilities in term of planning, programming and execution is established before new programs are assigned to WSG/S&RD.  Probably GOG could consider the creation of a roads or highway authority in Guyana that would be appropriate for at least two reasons. Firstly it would reflect government policy as set out in the National Development Strategy, and promote distinction of function between MPWC as formulator of policy and strategy, and specialist agencies as performers of transport services. 

Executing Capacity
WSG is a well established unit and as part of the institutional development process has already adopted GOG financial and administrative systems.  GOG systems are suitable for developing the executing capacity allowing a considerable reduction on the associated risk and implementing a program of this nature.  Any additional system consider under this program should build upon the existing MOF and Treasure Financial system and resist the temptation of building a parallel infrastructure.  The Financial Controller has just been trained on the new IFMAS version which allows for the reconciliation of accounting and financial information for both GOG and IDB financial requirements under one system.

Fiduciary Capacity
In term of fiduciary risks, WSG has a very comprehensive experience managing and administrating performance base contracts. Which is not necessary the case of S&RD.  This contract methodology is a highly sophisticated process that requires a set of system to be in place before it could be implemented. Without a strong counterpart capacity risk growth exponentially.  Such projects are complex by virtue of the number of parties involved and the corresponding number of contracts, which must all interlock. Furthermore, each party is dependent upon the performance of not only its counterpart, but also the performance of all parties to the project. 

Performance Based projects are generally structured on a project basis requiring all parties to share the risks of the project. Project risk sharing is necessary because the sponsor, in this case WSG has many projects to administrate and coordinate in one program that would be impossible to verify and control each activity of every project. 

The most challenging aspect of Performance based contract is assessing the risks, the likelihood of their occurrence and their impact on the project. Then the sponsor, in this case WSG must allocate those risks. 

At the current stage, WSG has already been practicing performance based contracting during the last programs that has executed with IDB funding. On the contrary, S&RD business model is based on activities control and it will be necessary that the pending activities of the merger between the two groups are completed and making sure that the performance based contracting is the prevalence model.  It will be very challenging to keep two different set of contracting modalities under the same institution.   

Human Resources Capacity
 The main challenge for WSG/S&RD is retaining a large number of experience employees under the current salary structure.  Special attention and consideration has to be placed on implementing the recommendation made by the consultants as part of the merger process. If this issue is not addressed in a well though manner WSG/S&RD will keep suffering high levels of attrition and most likely the quality of the deliverable produce by the program will not meet the expected standards of the project design.   If WSG/S&RD still wants to peruse a performance based contract modality will have to make sure that a critical mass of professionals is in place before and after the contract execution.  Also notorious is the large number of vacancies which affects WSG/S&RD to assume the expected role in the sector. 

Internal Control Capacity
As WSG/S&RD is trusted with more programs and new responsibilities it will have to integrate a series of risk assessment processes, developed monitoring and evaluation capacities and streamline some of the control functions.  WSG/S&RD must identify on its Annual Plan of Operation (APO) specific actions guaranteeing that the integration of the internal control system will be implemented within the first two years of the program.   
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SECTION 1
Introduction

1.1 This document presents the results of an institutional and financial evaluation of the Work Service Group and Sea and River Defence (WSC/S&RD) at the Ministry of Public Work and Communication of The Government of the Guyana. The evaluation was undertaken as part of the preparation activities of GY-L1031 Road Network Upgrade and Expansion Program. The executing agency of the Programme will be the WSG/S&RD. The institutional analysis evaluated WSG/S&RD programme implementation and execution capacity. The report identifies institutional deficiencies, opportunities for improvement and risks and presents recommendations to be addressed during project preparation and implementation.
1.2 The general objective of the Program is to enhance urban and suburban mobility and safety by reducing vehicle operating costs, travel times and road fatalities. This objective will be achieved through the upgrade, improvement and expansion of the road network. The specific objectives are to: (i) rehabilitate, improve, expand and construct roads, streets, sidewalks and bikeways; (ii) improve the road safety; (iii) strengthen the institutional capacity of the Executing Agency; and (iv) provide for the maintenance of the roads.
1.3 The Programme is to be funded with loan financing provided from the Inter-American Development Bank (IDB) and counterpart funding provided by the Government of The Bahamas. 
1.4 The evaluation took place during April 2012 using the Institutional Capability Evaluation System (ICES)[footnoteRef:2], an evaluation tool used by the IDB to evaluate the institutional capacity of the agency responsible for programme execution.  [2:  In Spanish the system is called SECI, for Sistema de Evaluación de Capacidad Institucional.] 

1.5 The questionnaires were completed during interviews with key authorities of WSG/S&RD, including the Program Coordinator, the Financial Specialist, Procurement Officer, Human Resource Specialist and Internal Control and Compliance. Also a review of the consulting reports elaborated by MWH consulting Group was conducted during the preparation of the report. 
1.6 The report is structured in the following way: Section 2 presents an executive summary of the results. The detailed results of the analysis are found in the annexes to this report. Annex 1 presents the responses to the questionnaires while Annex 2 presents the risk matrices and recommended actions corresponding to each module.  


SECTION 2
Summary of Findings 
		
a) Explanation of the ICES Scoring Methodology
1.7 The Institutional Capacity Evaluation System (ICES) comprises seven modules corresponding to the following systems that are required to achieve institutional efficiency and effectiveness: 
· Strategic and operational planning system; 
· Organizational management system;
· Goods and services management system; 
· Personnel administration system; 
· Financial management system; 
· Internal control system; and 
· External control system. 
2.1 The seven ICES modules are grouped into three categories:
· Planning & Organizational Capacity (comprising Planning and Organizational Management);
· Execution Capacity (including Financial Administration, Personnel Management, and Goods & Services Management); 
· Control Capacity (covering Internal and External control)
2.2 Each ICES module comprises a set of questions addressing different aspects of the corresponding system. The possible answers for each question are Yes, No or Not Applicable. Each question within a module is assumed to have equal weight; thus, in the case of a module comprising 20 questions, each question has a weight of one twentieth. The score for each module is obtained by summing the questions for which the answer was Yes[footnoteRef:3].  [3:  In the event that some answers are “Not Applicable” the relative weight of each question is re-calculated based on the total number of questions that were answered Yes or No. For example, if three out of twenty questions were “Not Applicable”, then each of the remaining questions would be assigned a value of one seventeenth. ] 

2.3 Each module is assigned a relative weight within its category, and the result is calculated as the score multiplied by the relative weight (Table 2.1). 


	Table 2.1
	Weighting Scheme by Module
	Category
	Module
	Weight

	Planning and Organizational Capacity
	Planning 
	50%

	
	Organizational Management
	50%

	
	TOTAL					100%

	Execution Capacity
	Goods & Services Management
	30%

	
	Personnel Management
	30%

	
	Financial Administration
	40%

	
	TOTAL					100%

	Control Capacity
	Internal Control
	80%

	
	External Control
	20%

	
	TOTAL					100%




2.4 Each category is then assigned a relative weight out of 100%, thus:
Table 2.2
Weighting Scheme by Category
	Category
	Relative Weight

	Planning & Organizational Capacity
	25%

	Execution Capacity (EC)
	45%

	Control Capacity (CC)
	30%

	TOTAL
	100%



The weighted score for each category is obtained by multiplying the score for that category by its relative weight. 
2.5 The Total Score for the institution is the sum of the weighted scores for each category. ICES classifies the development level and the risk level of the institution according to the following scheme: 

Table 2.3
ICES Classification Scheme
	Total Score
	
Development Level
	
Risk Level

	81-100
	Satisfactory 
	Low

	61-80
	Medium 
	Medium

	41-60
	Weak
	Substantial

	0-40
	Very Weak
	High






Scoring Results for WSG/S&RD
2.6 The numeric results of the institutional capacity evaluation of WSG/S&RD are presented in Table 2.4. Figure 2.1 presents a graphic summary of the results by category while Figure 2.2 presents a more detailed breakdown, showing the results for each of the ICES modules.
2.7 Overall, the institutional capacity level for the WSG/S&RD is 82%, indicating satisfactory institutional development. In terms of execution capacity, the development level is satisfactory, indicating a low risk for the Programme’s execution; that is to manage the implementation of Road Network Upgrade and Expansion Program. It is important to mention, however, that implementation capacity in the context of this evaluation refers not only to the capacity to manage the programme, but also to lead the implementation of the program in the context of the last merge that took place between WSG and S&RD, and to sustain the investments made under the program. To do this successfully, WSG/S&RD will still need stronger planning and organizational capacity as well as a stronger contracting and administration capacity for this new program. In part this is due to the fact that ICES assessment does not necessary imply that the existing institutional capacity is sufficient to manage the new program when still are pending issues from the merger between the WSG and S&RD.  
2.8 The  score achieved by WSG/S&RD is in very large part a reflection of the investment done in the sector by the Inter-American Development Bank as well other donor institution which have help to restructure, consolidate different executing units and developed organizational manual and formal procedures for administrative, operational and personnel. ICES include many questions related to the existence of such documents and their use in the Internal Control of the institution.  These are necessary step to guarantee a successful absorption of resources under the new programme.  However, managing a new program which incorporates many new areas of expertise and still transitioning into a new organization will demand a continuous adjustment of the operational manual, process and procedures and the integration of the Internal Control, Compliance Unit and Monitoring and Evaluation Unit.  
2.9 From the perspective of the execution of the Road Network Upgrade and Expansion Program, the institutional assessment confirms that WSG/S&RD has the capacity to successfully execute a traditional maintenance programme. However, this does not necessary translate to conclude that WSG/S&RD is ready to successfully execute the components of the Program as is currently conceived by the Management Team. This could be mitigated if WSG/S&RD consider some of the following: (i) adopt the recommendation made by the MWH Consulting Group on the pending merger issues, (ii) develop an action plan that articulates into the first Annual Plan of Operation (APO) MWH Consulting Group recommendations, (iii) put into place a monitoring and evaluation system that will provide the interrelation between the results, performance and process indicators. A strong PEU should mitigate the potential risks to the Programme’s execution. 
2.10 In carrying out the ICES for the WSG/S&RD, it is worth highlighting that one general impression that was garnered through the interviews with executives of the WSG/S&RD was of the very high technical and professional caliber of personnel that were interviewed. 
Table 2.4
Summary of Institutional Capacity Evaluation of the WSG/S&RD
	Capacity
	System
	Score
	Weight
	Result
	Development
	Risk

	Areas of Institutional Capacity
	 
	 
	 
	 
	 

	POC
	Planning 
	84%
	50%
	42%
	Satisfactory
	Low

	
	Organizational Management
	70%
	50%
	35.5%
	Medium
	Medium

	
	TOTAL
	77%
	Medium
	Medium

	EC
	Goods & Services Management
	85%
	30%
	25.5%
	Satisfactory
	Low

	
	Personnel Management
	80%
	30%
	24%
	Satisfactory
	Low

	
	Financial Administration
	95%
	40%
	41%
	Satisfactory
	Low

	
	TOTAL
	90.5%
	Satisfactory
	Low

	CC
	Internal Control
	68%
	80%
	54.5%
	Medium
	Medium

	
	External Control
	100%
	20%
	20%
	Satisfactory
	Low

	
	TOTAL
	74.5%
	Medium
	Medium

	Institutional Capacity by Category
	 
	 
	 
	 
	 

	Planning & Organizational Capacity (POC)
	77%
	25%
	19.3%
	Medium
	Medium

	Execution Capacity (EC)
	90%
	45%
	40.5%
	Satisfactory
	Low

	Control Capacity (CC)
	74%
	30%
	22.2%
	Medium
	Medium

	TOTAL
	82.0%
	Satisfactory
	Low












Figure 2.1
Summary of Institutional Capacity


Section c) through h), below, present some of the principal areas of deficiency/opportunity for improvement for each of the modules. The Annexes provide detailed information on the results of the ICES and should be read carefully and fully for a thorough appreciation of the issues that were addressed.
b) Strategic and Operational Planning
2.11 The merger has brought under the same roof two different type of organization.  In 2010, in an effort to advance the institutional development of the new organization the MWH Consulting Group helped to foster a common Vision and Mission to guide future outlooks and performance.  This exercise has acted as the basis for developing the major functional building blocks of the new organization. 
2.12 WSG/S&RD still will have to formally defined programming procedures such as: manuals, formats, models and methodologies for the preparation of the Plans and Programs, as well as a procedure for their approval and modification.  
2.13 WSG/S&RD 2013 Annual Plans of Operation (APO) will have to present disaggregate qualitative efficiency and effectiveness indicators that will allow permanent evaluation of the effectiveness, efficiency and quality of the institution's services by areas. Also, responsible parties for executing or coordinating the activities or tasks will need to be explicitly identified. Further, an independent monitoring and evaluation mechanism will have to be in place to adequately measure the goals of the program, the expected results and how they correlate to the activities in APO at the staff level (in quarterly and annual process and performance indicators). 
2.14 In general, it seems that senior management and technical staff are hampered in their ability to effectively implement plans because much of their time is spent reconciling the two organization objectives and new functions and budgetary constraints.  
2.15 Also there are some degree of legal and regulatory framework overlapping which cost delays and inefficiencies. In order for new institutions to be effective, accompanying regulations are required to detail, proscribe and regulate the legislated areas. Institutional strengthening activities should be undertaken to strengthen the ability of MPW&C to develop effective economic regulations in a timely manner and WSG/S&RD to be in compliance. 
2.16 WSG/S&RD is already a technically strong institution, but its strategic and operational planning capacity is still weak due in large part to the lack of an adequate organizational structure that is conducive to use information and knowledge in a more efficient and effective way.   Without further adjustment to the merger process, WSG/S&RD will be unable to utilize the acquired information & knowledge to its own advantage. 
2.17 WSG/S&RD needs to work on developing an ITC strategy and system that help it to process information, convert data to knowledge and make available to stakeholders necessary information relevant to their activities. 
2.18 WSG/S&RD lacks a monitoring and evaluation capacity to assess the progress on the planning, programming and implementation on its own institutional development and on the programs and projects that execute. 
c) Organizational Management
2.19 With regard to the organizational management system of WSG/S&RD the following weaknesses were identified: 
2.20 While strong technically, the managers of some technical units lack adequate managerial experience, time and training to implement all the expected functions in an efficient and effective manner.  A further differentiation between, strategic planning, project management and civil engineering roles and responsibilities has to be put in place.  The WSG/S&RD has to fine the time to pay close attention to these issues and make a conscious effort to incorporate in each year APO the necessary action to build these capacities. “Kicking the can down the road will not make the issues go away”.  
2.21 There is a relatively low level of job satisfaction, caused by many factors some of which WSG/S&RD has not direct control. The absence of a clear remuneration policy, high level of jobs vacancies, no cataloguing of job descriptions, no training plan, no career development or succession planning does not create the conditions to advance the objective of the organization. 
2.22 WSG/S&RD main challenge consist on designing the road sector strategy and the institutional development transformation as part of the same process. Implementing and sustaining a long-term strategy could only happen if it is carried by an  organizational structure with the necessary professional and technical expertise required to achieve the goals and objectives enunciated in those strategies. 
2.23 WSG/S&RD is still developing a cabinet paper proposal showing the organizational structure and reporting relationships and decision-making levels. Approval of the cabinet paper is critical for the future performance of WSG/S&RD. 
2.24 Job descriptions need to be revised such that job profiles accurately reflect required professional experience as well as minimum educational levels. 
2.25 The delegation of responsibility and decision-making should be reflected in a formal organizational manual that includes revised job descriptions with a results-oriented, performance-based focus.
d) Goods and Services Management
2.26 There were not major deficiency detected in terms of formally defined functions for procurement and a centralized procurement unit. The WSG/S&RD Support Programme will not be the first IDB programme that WSG will execute. In addition WSG/S&RD does also have experience in executing programmes financed by other multi-lateral financial institutions. 
2.27 WSG/S&RD has been conducting large procurement activity since its inception in 2001. Therefore its institutional capacity has not been lost and still a large percentage of the people who have participated in those processes are still at WSG/S&RD. It is noted that the proposed Programme will demand additional procurement activities beyond the traditional civil engineering works and services. These processes will be time consuming and will demand a good degree of integration of different deliverables.  It will be advisable that GSW/S&RD starts and completes the recruitment process for the procurement positions that are still vacant before the program is declared eligible for disbursement.  
2.28 In terms of the WSG/S&RD capacity for contract administration of sector studies, legislation and regulatory proposals, it is recommended that an organizational Specialist is hired to: (i) present the conclusions and implications to the different levels of government and, (ii) manage the integration of the deliverable into the organizational structure of WSG/S&RD.  Without a proficient counterpart the reports and recommendations from the different consultancies run the risk of being neglected and not duly implemented during the execution of the program. 
e) Personnel Administration System
2.29 The Personnel Administration System (PAS) scored 80 points out of one hundred, reflecting the presence of basic elements of human resource management capability. However, there are important areas in which the PAS could be strengthened, including activities that are keys to WSG/S&RD improving its organizational moral and service provision.
2.30 The Remuneration Scale should be updated to bring the non-management lower levels into current market rates. The same has to be done with the para professional positions. The GOG and the Bank have to find a common ground on the remuneration issue and look for long term solutions for the problem.  Perhaps the solution could be achieved by improving the Personnel Performance Review process, through the incorporation of qualitative and efficiency indicators and benchmarks into personnel annual and quarterly work plans. These indicators and benchmarks and the quarterly and annual work plans should be tied to salaries increases providing a direct link between productivity and compensation.  
2.31 Job descriptions should be revised to reflect the technical and professional requirements of each post. 
2.32 A training programme geared towards the institution’s needs should be developed and implemented. Again, the future role and responsibilities that WSG/S&RD has to perform represents a major challenge for the organization and will demand a new set of knowledge and skills.  Attracting and retaining talent will be difficult under the existing circumstances.  
2.33 Rather than limiting itself to reporting activities such as timesheets, vacation and sick leave, and intervening when disciplinary measures are required, the Personnel Administration Section should be re-engineered as a Human Resource Unit, and its duties and responsibilities broadened to include playing an active role in fomenting a positive institutional climate and in succession planning. 
2.34 WSG/S&RD does have a Personnel Management Manual describing authorized policies and procedures but it will have to be modified to incorporate the recommendations of the MWH Consulting Group recommendations. 
f) Financial Management System
2.35 WSG/S&RD, uses financial management software developed and implemented by Ministry of Finance (MoF) named IFMAS for its financial administration. IFMAS provides satisfactory financial administration capacity by ensuring traceability of disbursements in relation to the approved budget. The Financial Administration section is led by the Financial Controller who has more than 20 years of sector experience. Her experience and professional capability should ensure the satisfactory financial management of the Road Network Upgrade and Expansion Program. She has already received appropriate training in Bank policies and procedures.
Also Personnel in the Financial Administration section are fully familiar with the Bank's procedures on the preparation of disbursement requests; 
There is an authorized and current Manual of Procedures for financial management, formal procedures regarding the formulation, execution and control of the budget;
A new application of IFMAS has been developed and the accounting and financial records has been integrated with the Ministry of Public Work and Communications general accounting system, that allows the identification of the project's transactions by source of funding and investment categories, in agreement with the Chart of Accounts approved by the Bank, and independent from the rest of WSG/S&RD activities. 

g) Internal Control System
2.36 From the perspective of WSG/S&RD role in Road Network Upgrade and Expansion Program the following issues were noted:
2.37 Internal control capacity of financial administration is adequate. Internal control capacity of operational aspects, however, is still an issue. The unfinished merger and reorganization process has crippled WSG/S&RD to move forward developing adequate monitoring and evaluation capacity and as such WSG/S&RD lacks the capacity to assess the efficiency and effectiveness of their services. This lack of administrative and operation procedures together with the lack of qualitative indicators of efficiency and effectiveness in the Annual Plans of Operation translated into underestimating the true contribution of the WSG/S&RD to the infrastructure development of Guyana. 
2.38 WSG/S&RD needs to conduct a thorough audit of its entire communication infrastructure and design an Information and Communication Technology (ICT) strategy. The existing IT platform and system will have to be redesigned to incorporate a M&E module which integrated budget planning, financial administration and operational implementation; capture and processing of basic and essential information required for adequate risk assessment, decision-making and monitoring of the implementation of  programs and projects. 
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SECTION 3
Recommendations 

3.1 Given the WSG/S&RD current institutional issues, careful consideration should be given in the Programme’s design to include institutional strengthening activities that will:
i) Ensure WSG/S&RD  successfully complete the recommendations made by the MWH Consulting Group at the beginning of the program; and
ii) Strengthen the planning and programming capacity of WSG/S&RD to play the lead role contemplated in the design of the Road Network Upgrade and Expansion Program.

3.2 As executing agency of the Road Network Upgrade and Expansion Program, the institutional strengthening requirements of WSG/S&RD are:
i) Developed the Project Executing Team with strong Project Planning, Project Management and Project Engineering capability;
ii) Establishment of an Independent Monitoring and Evaluation Unit responsible for the continues risk assessing of the performance based contracts; 
iii) Update members of the Project Executing Team in financial management of IDB projects and in IDB procurement policies and procedures (short lists, preparation of terms of reference, no-objections, evaluations);
iv) Implementation of a new remuneration scale that reflects the new market salaries. Adopt the MWH Consulting Group recommendations for this matter. 
v) Approval and implementation of the cabinet paper defining the new organizational structure. 
vi) Hired an additional procurement specialist before the loan is declared eligible for disbursement.
vii) Develop a training program for newcomers on strategic planning and programming, project management and performance based contracting.  

3.3 Other activities that should be carried out by WSG/S&RD prior to Project start-up are:

· Based on the new IMAS application update the filing system for the documentation that supports the procurement of goods and consulting services as well as the contacted of works, which allows the direct indexing and identification of  transactions that have been performed, and also facilitates their audit as required by the Bank; 
· Incorporate into the new WSG/S&RD Operations Manual and Financial Administration Manual a section to deal with capital investment programme.

3.4 The following activities are recommended to strengthen WSG/S&RD delivery capability: 

i) Organizational Evaluation of WSG/S&RD after the first year the program is on execution. Any further institutional strengthening initiative should begin by carrying out baseline assessment of WSG/S&RD, to assess the degree to which WSG/S&RD is succeeding in developing planning and programming capacities efficiently and effectively and to provide such answers as: is WSG/S&RD optimally structured to fulfill those functions? Does it have the right systems in place? Does it have the right human resources in place? For example, in the case of planning, is WSG/S&RD appropriately staffed? Can it deliver what it is being asked to deliver? What are the additional resources that are required to function under these capacities? 

ii) Support to revise and update the Road National Strategy. Guyana is at a crossroads in economic development. Transport planning must take place with a realistic projection of economic growth, which can provide a sound framework for assessing future traffic demand and potential transport bottlenecks. In Guyana government development planning has been effected since 2000 within the framework of the National Development Strategy (NDS) and the Poverty Reduction Strategy Programme (PRSP).  The sector strategy should be revised in light of current events and the much needed development of the institutions in the sector which must also include creating a new regulatory authority.
As the economy growth and new adults join the working class and get married an increasing demand for housing and related services will continue to put pressure on Government ability to plan and coordinate new housing development with basic sanitary and transport infrastructure.  Since approval of the NDS there has not been any other new major strategic planning initiative that is commensurate with the new challenge that Guyana is encountering.  The sector needs to built its capacity and put in place a permanent planning mechanism that address the role of the public and private sectors developing, maintaining   and financing the new road infrastructure. 

iii) Information and Communication Technology. There is need to assess WSG/S&RD future ITC demands  and determine WSG/S&RD human resource needs related to ITC.  ITC has the potential to be a potent tool to improve WSG/S&RD organizational functioning and it delivery capability to the economy; to assist the sector to become more efficient in processing and managing information, delivering services and gathering lessons learned.  WSG/S&RD is a key player on the economic development of Guyana and its currency has to be information. If WSG/S&RD wants to induce a culture change in different sectors of the economy it will have to be able to communicate knowledge to the end user (eg. Ministries of Works, Environment, Health, Finance, private developers,).  There is a need for relievable data in the sector and to transform that data into knowledge for decision making, inputs to formulation of policy and strategy. 
As part of this process is recommended that WSG/S&RD develop a communication strategy that incorporate critical element of communication management, dissemination of information and content presentation.  

iv) Support the implementation of the MWH Consulting Group proposed functional Organisational structure for WSG/S&RD, the related job structure and descriptions, and suggested remuneration recommendations.  

v) Support to develop Procedural Manuals covering every aspect of WSG/S&RD administrative and operational activities, to provide a framework for improving the way that WSG/S&RD does business. 

vi) Develop Programme and Project Evaluation ability as strengthening analytic capacity for strategic planning. WSG/S&RD does not currently have M&E capability. A good M&E system is required to provide input for strategic, policy, technical and managerial planning, ex-ante and ex-post impact assessment.  

vii) Establishing a knowledge network to provide WSG/S&RD with up-to-date information on relevant regional, global and national transportation issues and environmental issues.

viii) Support to Develop a Training Plan and on-going training programme for WSG/S&RD and for the Sector.  An on-going Training System needs to be established. Currently WSG/S&RD is playing “catch-up”, and its technical personnel and senior management are not up-to-date on regional and global issues. Capacity building in project, programme and general management planning would improve WSG/S&RD planning and management capacity. Management staff is strong technically, but needs strengthening on program management and the whole interrelation of with urban planning and other sector of the economy. 










Annex 1
Evaluation Questions and Responses 
Table 1
Strategic and Operational Planning Systems
	 

	Question
	Answer
	Explanation

	 
	Strategic & Inter-Institutional Aspects
	 
	 

	1
	There is a clear strategic development plan for the organization
	No
	The last strategic plan was done in 2006 with the support of the EU.

	2
	The institution's legislative and regulatory framework is adequate for it to complete its mission.
	No 
	A number of studies has been identified and incorporated into the new program. 

	3
	The institution's strategies and services are consistent with underlying public policies
	Yes
	To some extent it is true. Lot of room for improvement.

	4
	The management and supervisors have a clear understanding of the strategic development plan and have clearly defined goals consistent with it
	Yes
	Even there is not and formal strategy executive management knows where the institution needs to go. 


	5
	There are clear and reliable institutional performance indicators that allow permanent evaluation of the effectiveness, efficiency and quality of the institution's services.
	No
	They will have to be developed under the new program.  Some work has been done. 



	6
	The authorities share a common vision about the main future strategies and the currently reality of the institution. In other words, there is adequate strategic consensus among the organization's leadership.
	No
	The new administration has been developing a close relationship with the WSG and that represents good starting sign.

	7
	Inter-institutional relationships with related entities, including those that finance it, and/or comprise the institutional environment, are clear and non-conflictive.
	Yes
	

	8
	There are no inter or intra institutional conflicts that could affect the adequate execution of the Programme.
	Yes
	 

	9
	An Annual Plan of Operation has been prepared, consistent with the overall strategy of the institution.
	Yes
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	Are the Planning and Programming responsibilities and functions adequately defined and assigned among the Entity's personnel?
	Yes 
	At the project level.

	11
	Are there defined programming procedures in place, such as: manuals, formats, models and methodologies, for the preparation of the Plans and Programs, as well as a procedure for their approval and modification?
	yes
	At the project level.

	12
	Have monitoring and follow-up procedures or mechanisms been designed, so that proper compliance with Plans and Programs can be determined (Including compliance with indicators; identification of between programmed and executed activities and the preparation of execution reports?)
	Yes
	

	13
	Has an Annual Plan of Operations (APO) or equivalent document been prepared consistent with the general and specific objectives (components) and goals (indicators)?
	Yes
	  

	 
	Does the Planning Document (APO) establish:
	 
	 

	14
	The general and specific objectives (components) and goals (indicators)?
	Yes
	  

	15
	The activities or tasks necessary to reach the objectives and goals?
	Yes
	 

	16
	A diagram or flowchart representing the necessary order and interdependence of the activities to reach the objectives?
	Yes
	

	17
	Estimated time to carry out each activity or task?
	Yes 
	

	18
	The Responsible parties for executing or coordinating the activities or tasks?
	yes
	

	19
	The indicators of results and means for verification that allow measuring the achievement of the established goals?
	Yes
	 

	20
	The risks (assumed) to the success of planning and the necessary actions to prevent or mitigate them?
	No 
	

	 
	Execution:
	 
	 

	21
	Are reports being issued on the progress of the APO, according to what had been planned on previous policies?
	yes
	 

	22
	When the reports identify non-fulfillment or considerable risks for effectiveness, were actions taken to address these risks and to improve the probability of execution?
	Yes
	

	23
	In practice, does the execution represent the actions previously mentioned?
	Yes
	  

	24
	If APOs have been modified, is there sufficient and adequate evidence to justify those modifications?
	Yes
	 

	25
	Have the changes to the APO been approved by the Bank?
	yes
	 




Table 2
Organizational Management System
	 
	Question
	Answer
	Explanation

	
	Organization, Coordination & Leadership
	
	

	1
	Directive authorities and senior officers' goals are clear and well aligned with the organizations strategy
	No
	The main issue to sort during the execution of the program.

	2
	There are neither intra nor inter institutional conflicts which could jeopardize the adequate progress of the project
	No
	 

	3
	There is adequate communication of relevant messages within the organization. Levels of decision making and information about different matters are known.
	Yes
	

	4
	Performance indicators are adequately known by everyone in the organization.
	yes
	At the project operational level

	5
	Organizational structure is adequate. Everybody knows what is to be done and by whom, and the various ways in which the units of the organization are related and coordinated.
	No
	

	6
	The average level of training and managerial abilities of the authorities and senior executives is adequate. They focus the organization on what's important, and exercise an adequate leadership over the personnel.
	No
	Some managers of technical units lack adequate managerial capacity to implement their programmes and projects in an efficient and effective manner.  

	7
	The institution has organizational and managerial capacities that will permit the project's sustainability once the project's execution phase has been completed.
	No
	Sustainability of the new program will be an issue under the current organizational structure. 

	8
	Users do not frequently complain about services and when they do their problems are promptly resolved
	Yes
	Complains are addressed as soon as possible. Implementation of the solutions will depend on the magnitude of the technical or administrative problem. 

	9
	Accounting and control of budget execution is trustworthy and reliable.
	Yes
	

	10
	The cash flow situation for the next three months is clear
	Yes
	 

	11
	Budget accounting and control instruments are used by management for making strategic and operational decisions
	Yes
	Budget accounting information is used to monitor the financial execution.


	12
	The administrative and budget support processes function adequately
	Yes
	

	13
	There are adequate budgetary resources for operating expenses
	No
	

	14
	There is a favourable environment for innovation and continuous improvement in the organization
	No
	

	15
	Personnel is well motivated
	No
	Low salaries and high attrition rates. 

	16
	Labour union relations are reasonable and adequate
	N/A
	 

	17
	No conflict exists between the different units within the WSC
	Yes
	

	18
	Organizational culture and values are understood and shared by all personnel
	Yes
	 

	 
	Organizational Manual
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	Is there an Organizational Manual (OM) or equivalent instrument?
	Yes
	The Executive Coordinator has been asking government for the implementation of some of the MHW Consulting Group recommendations. 

	20
	Are there procedures for periodic update and validation of the OM?
	Yes
	This is being implemented under the leadership of the Internal Control and Compliance program. 

	21
	Does the OM include the functions, responsibilities and authority for the performance of each position?
	Yes
	Still needs further improvement.

	22
	Does the OM include the decentralization and delegation of authority and functions to the lower levels?
	yes
	Will be further addressed under the institutional component

	23
	Were the manual's functions assigned in such a way to maintain independence of those in charge of authorizing, executing, recording transactions and to watch over goods and valuables?
	yes
	Still need to be fully implemented yet. 

	24
	Were the OM or organizational diagram and functions made known to all related personnel?
	yes
	

	25
	If so, did each employee sign a form that he/she has read and understands his/her functions and responsibilities?
	yes
	It is part of the MHW Report

	26
	Is the OM and organizational diagram properly authorized by the board of Directors or competent authority related to the Executing Agency (EA)?
	Yes
	Same as above

	 
	The Flowchart indicates:
	 
	 

	27
	The areas of activity and their functional relationship (General Management, Finance, Personnel, Procurement, etc)
	Yes
	Being developed under the institutional component.

	28
	The levels of authority and supervision?
	Yes
	Being developed  under the institutional component

	29
	The levels of advisory functions (without level of responsibility)?
	Yes
	Being developed under the institutional component. 

	30
	The lines of communication?
	Yes
	

	 
	Profile of the positions:
	 
	 

	31
	Were the profiles of the positions needed for the execution of the anticipated functions (also including Consultants) designed and approved? (Academic background and experience)
	Yes
	

	32
	Have the profiles indicated in 31 been associated with payment levels that are equivalent to the market value?
	No
	Salary scale is still an issue.

	33
	Is the organizational climate a reflection of what has been planned in the OM? (Take into account the statements of weaknesses and strengths made by those responsible for this sub-system and the impressions gathering the different interviews)
	yes
	

	34
	Does the delegation of functions allow each level to make decisions and fulfill the functions assigned to them?
	Yes
	

	
	Execution:
	
	

	35
	Has there been a definition and formalization of the administrative (autonomy) organizational and legal aspects of the executing agency and the co-executing agencies?
	No
	WSG needs to evolve into an independent agency with legal, administrative and financial autonomy. 

	36
	Does the EA have the legal and financial mechanisms for its autonomous or independent development?
	Yes
	But still is dependent on government subsidies.

	37
	Were the OM and organizational diagram of the EA and its components designed according to the needs established in the planning process and in the APO?
	No
	MHW Report

	38
	Are the functions and responsibilities identified in the project report fulfilled for the project's execution?
	yes
	

	39
	In practice, are all the Organizational Units working with the planned personnel?
	No
	




Table 3
Personnel Administration System
	 
	Question
	Answer
	Explanation
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	Have the responsibilities to manage personnel issues been formally assigned?
	Yes
	There is a new Human Resources Manager that has been hired.    

	2
	Does the person (or persons) in charge of personnel management functions have the skills and experience required in Human Resources?
	Yes
	Nonetheless, The new Human Resource Manager has only five years of experience which is the minimum requirement for the position. 

	3
	Does the Entity have the authorized policies and procedures formally included in a Manual or equivalent document, about personnel management?
	Yes
	WSG is working on the implementation of the new Personnel Manual describing policies and procedures about Personnel Management based on the worked done by the MHW consulting  Group.

	 
	Existing policies and procedures include the following:
	 
	 

	4
	Search and selection?
	Yes
	A Vacancy Notice (VN) is prepared describing the qualification for each post. Persons submit cvs with copies of certificates.  Relevant information comes to Personnel and the Interest Section who approves and initiates the selection process.

	5
	Orientation and training?
	Yes
	Each new staff member receives basic orientation to from the head of the department.

	6
	Professional development?
	No
	Some training takes place but is not consistent for a career development program. 

	7
	Performance evaluation?
	Yes
	  

	8
	Classification of positions and salary levels?
	No
	Major issue 

	9
	Social security?
	Yes
	

	10
	Taxes and other labour obligations?
	Yes
	

	 
	Other Requirements
	 
	 

	11
	Are there procedures for the control of staff attendance?
	Yes
	Weekly reports.

	12
	Is there a duly approved vacation program for all personnel?
	No
	With more than 50% of job vacancies program vacations are very rear. 

	13
	Is there a plan to replace key personnel in case of temporary absence?
	No
	

	14
	Are there policies about the procurement of insurance policies for the key positions in charge of the administration of liquid assets and goods?
	N/A
	 

	15
	Have the insured amounts been determined?
	N/A
	 

	16
	In general, is there stability in the composition of the Entity's personnel?
	Yes
	 

	 
	Execution:
	 
	 

	17
	The current policies and procedures are consistent with the Bank's requirements in terms of recruiting of personnel, including consultants, as indicated in the project's documents and in the loan contracts or cooperation agreement?
	yes
	 

	18
	Is the personnel actually hired for the execution of the project consistent with the personnel requirements included in the project document?
	yes
	

	19
	Did the project's personnel selection and recruiting process follow what had been recommended in the project report and loan contract?
	Yes
	

	20
	Do the recruited employees/consultants fulfil the profiles described in the terms of reference or requirements of the positions previously approved by the Bank?
	yes
	

	21
	Did the contracting of employees/consultants by the EA receive the Bank's prior no-objection?
	yes
	

	22
	Are the salary levels approved by the EA's classification of positions compatible with the budgeted amount included for this type of expenditure on the program's budget?
	yes
	




Table 4
Financial Management System
	 
	Question
	Answer
	Explanation

	1
	A formal assignment of matters related to Financial Management (Budget, Treasury, and Accounting) has been granted to an organizational unit or equivalent, with the hierarchical level and sufficient authority?
	Yes
	 

	2
	Does the person (or persons) in charge of such functions have the required financial management skills and experience?
	Yes
	 

	3
	Are the personnel familiar with the Bank's procedures on the preparation of disbursement requests?
	Yes
	Financial Administrator is familiar with Bank's procedures. Financial controller has a very close network with financial administrators at other IDB projects.

	4
	Is there an authorized and current Manual of Procedures for financial management?
	Yes
	

	5
	Is there an automated system of accounting and financial records integrated with the Entity's general accounting, that allows the identification of the project's transactions by source of funding and investment categories, in agreement with the Chart of Accounts approved by the Bank, and independent from the rest of the Entity's activities?
	Yes
	 IFMAS Plus 

	6
	Does this system allow timely and reliable access to financial information for the preparation of Financial Statements and other reports?
	Yes
	 

	 
	Records
	 
	 

	 
	Project records are handled in such a manner that:
	 
	 

	7
	In case of project with decentralized execution, is there an integrated accounting system that allows the identification of resources and transactions made by each participant co-executor, separated by categories and sub-categories of investment, in accordance with the chart of accounts approved by the Bank?
	N/A
	

	8
	Do they show the cost of the investments by category and sub-category, as well as work progress in agreement with the Chart of Accounts approved by the Bank?
	Yes
	

	9
	Has the Project Executing Unit (PEU) or the Coordinating Unit (CU), whichever applies, prepared an accounting manual applicable to the project?
	Yes
	

	10
	In relations with the global credit programs, do the records also specify the credits granted, repayments made and their use?
	N/A
	

	11
	Is there a filing system for documentation of financial transactions, which allows direct indexing and identification of the operations?
	Yes
	Each programme has its own filing system. Physical vouchers are kept and filed by month. They are filed in boxes and kept in storage. The majority of documents are kept for life of the project. 

	12
	In the case of projects of decentralized execution, do the co-executors have a filing system of the support documentation of financial transactions, which allows the direct indexing and identification of the operations financed with project resources, including disbursement requests presented to the PCU?
	N/A
	

	 
	Planning and Budget
	 
	 

	13
	Are there clear and properly approved procedures to formulate, execute and control the budget?
	Yes
	Financial Controller has a clear understanding of the procedures and the procedures exist in written form. 

	14
	Have short, medium and long term mechanisms and procedures of financial management been designed?
	yes
	

	15
	Is there an automated and integrated budget system?
	yes
	

	16
	Are there mechanisms of control, evaluation and follow-up of the budgetary execution?
	Yes
	Only internal. 

	17
	For programs of decentralized execution, has a mechanism been designed for the consolidation and budgetary control of the financial transactions under the responsibility of the co-executors? (Decentralized units).
	N/A
	

	 
	Treasury
	 
	 

	 
	Has the following been anticipated:
	 
	 

	18
	Is there an operational regulation manual for the management of both the Bank's financing and the counterpart resources including: functions, delegations of authority, restrictions, etc?
	yes
	

	19
	Have bank accounts with Commercial Banks been opened under the project's name and for the exclusive handling of local counterpart resources to be used for the project?
	yes
	

	20
	Has the name of the project been used to open bank accounts at the Commercial Banks for the exclusive handling of local counterpart resources related to the project?
	yes
	

	21
	When dealing with projects of decentralized execution, have bank accounts with Commercial Banks been opened by the co-executors under the project's name and for the exclusive handling of the financing and the counterpart resources?
	N/A
	

	22
	Are there cash flow programs integrating the needs of all the Units?
	yes
	 

	23
	Are there periodic preparation of records, reports and reconciliations showing the balances and movement of the bank accounts and liabilities?
	Yes
	

	24
	Are the bank reconciliations prepared by personnel independent from the ones with access to the recording and handling of funds?
	yes
	 

	25
	Are the bank reconciliations up to date for each end-of-month closing?
	yes
	 

	26
	Bank reconciliations do not reveal old transactions without adjustments or when timely actions have been established for their removal, when they exist.
	yes
	 

	27
	Have periodic reconciliations been made to the Revolving Fund among the available bank balances, the executor's and the Bank's records, and are the reconciliation transactions properly explained or have the pertinent adjustments been implemented?
	N/A
	

	28
	Are there mechanisms for the preparation and presentation of semi-annual reports of the Revolving Fund, within the 60 days following the closing of each semester?
	N/A
	

	29
	In case of projects with decentralized execution, is there sufficient explanation of the cash flow among the Bank (or other co-financing organisms), the PCU and the co-executors (graphic outlines)?
	N/A
	

	30
	For programs with decentralized execution, is there sufficient explanation of the regulating the accountability mechanism and financial reporting, the transfer of funds and the type of support documentation related to disbursement requests?
	N/A
	

	31
	In the event of projects of decentralized execution, with multiple co-executors, are there procedures for the ex-post review of disbursement requests support documents, according to the Bank's procedures?
	N/A
	

	 
	In case of a credit Program, has the EA anticipated and instituted mechanisms to:
	 
	 

	32
	Ensure that the sub-loans granted are eligible according to the conditions established in the CR?
	N/A
	

	33
	Are there records, control and use of the repayments?
	N/A
	

	34
	Is there control and follow-up on the application of interest rates with the conditions established in the CR?
	N/A
	

	 
	Reports and documents
	 
	 

	 
	Have mechanisms been anticipated and are they in operation for:
	 
	 

	35
	Are all financial transactions, including commitments properly recorded at the moment of their occurrence?
	yes
	

	36
	Is an official receipt issued, for each financial transaction, (revenues and expenses) via a pre-numbered form with the necessary information for its identification, classification and accounting entry?
	yes
	

	37
	Have the deposits been made totally and entirely in the authorized bank accounts?
	yes
	

	38
	Are such deposits made daily or, at the latest, in the next business day after receipt?
	N/A
	Procedure should be included in the Program Operating Manual

	39
	Is each payment accompanied by support documentation such as: authorized purchase order, original proof of receipt of goods and services, original invoice and receipt of payment?
	yes
	

	40
	Have the responsibilities to commit resources, review and authorize payments been defined?
	yes
	

	41
	Except for petty cash, or in cases required by Law, are all payments made by a non transferable check made out to the beneficiary or by electronic transfer?
	yes
	

	42
	Is the original support documentation of all transactions filed only when it has been signed, according to the expected regulations?
	yes
	

	 
	Accounting and Information Processed by computer means
	 
	 

	 
	Does an accounting system exist that:
	 
	 

	43
	Makes it possible to prepare the project's financial statement and other financial reports required by the Bank?
	Yes
	

	44
	Are there defined deadlines for the preparation and timely presentation of the Financial Statements and other financial reports required by the Bank?
	Yes
	

	45
	Are there defined policies and procedures to develop/modify, test and implement the accounting systems, including computer programs and files of related data?
	No
	

	46
	Is there a procedure for the periodic back-up (data and system back-up) that assures the recovery of financial and accounting information?
	No
	

	47
	Are there methods (passwords, authorization levels, validation, etc) to prevent unauthorized access to the database and to the accounting and financial information systems?
	Yes
	

	48
	Is there an approved contingency plan and periodic review policy to assure the timely and continuous processing of financial and accounting information?
	No
	

	49
	Are the programs and applications properly documented?
	yes
	

	50
	Is there a formal restriction to access the computer center?
	Yes
	

	 
	Other requirements
	 
	 

	51
	Are the persons responsible for the financial information familiar with the Documents AF-100 Bank's Policy on the Audit of Projects and Entities, and AF-300 guidelines for the Preparation of Financial Statements?
	yes
	

	52
	Have the Financial Statements and other financial information required by the Bank's standards and procedures, been submitted to the Bank periodically and within the dates established in the contract?
	yes
	







Table 5
Goods and Services Management System
	 
	Question
	Answer
	Explanation

	1
	Is there a formal assignment of functions and responsibilities (in one organizational unit or equivalent) for procurement processes relating to works, goods and consulting services, and that is proportional to the project that is being financed? 
	Yes
	

	2
	Is there a formal assignment of functions and responsibilities (in one organizational unit or equivalent) for processes relating to the receipt, inventory, and maintenance of works, goods and consulting services, according to the nature and size of the future IDB financed project?
	yes
	 

	3
	Does the Unit have the human resources and knowledge needed to efficiently execute and manage the program?
	Yes
	But the unit has the largest vacancy rate close to 80%.


	4
	The Unit has clearly established the procedures, responsibilities and personnel assignment to the following tasks: (i) Procurement planning; (ii) Advertising and bid announcements: (iii) prequalification of contractors, suppliers and consultants; (iv) preparation of requests for proposals and contract models; (v) reception and opening of proposal; (vi) analysis and evaluation of proposals; (vii) awarding of contracts - contract administration.
	Yes
	

	5
	Was the procurement personnel trained on the procurement of goods, consulting services and works (either the Bank's or the procurement policies and procedures of the local legislation?).
	Yes
	

	6
	Is there any formal evidence related to the training of the Co-executor's personnel on policies and procurement procedures?
	N/A
	

	15
	When applicable, is there a system of permanent recording of inventories to control their variations per units of similar characteristics?
	N/A
	

	16
	Does the inventory control system include minimum and maximum quantities:
	N/A
	

	17
	Have appropriate physical spaces been assigned, according to the type of inventories, for their appropriate storage and control?
	N/A
	

	19
	Are there adequate procedures for the maintenance, security and appropriate handling of stored good and parts?
	N/A
	

	20
	Are there periodic verifications of the physical existence of inventories?
	Yes
	

	21
	Has it been established that these verifications should be reconciled against the accounting records?
	Yes
	 

	22
	Are these verifications performed by employees who are independent of the handling and recording of goods?
	Yes
	

	23
	Does the Internal Audit (Internal Control) participate in the planning and observation of the verification?
	Yes
	

	24
	Is there an insurance plan to protect the goods in general?
	No
	

	25
	Are there specific instructions regarding obsolete, damaged, lost or for sale goods in terms of their disposition (both physical and in the accounting records)?
	Yes
	

	26
	Are these instructions in agreement with the current legal regulations?
	Yes
	 

	27
	Are there permanent records of fixed assets showing the purchases, retirements, transfers and improvements?
	Yes
	

	28
	Is there a policy to formally assign responsibility to each organizational area and their employees regarding the utilization of fixed assets under their purview and their exclusive utilization for the intended purposes?
	Yes
	

	29
	Is there a general maintenance plan for the acquired works and goods?
	Yes
	

	30
	Are reports issued on the compliance with the preventative maintenance program?
	No
	 

	31
	Are procured goods and contracted and received services compared against the Purchase orders previously issued?
	Yes
	

	32
	Is there a coding system to identify the fixed assets?
	Yes
	 

	33
	Is there a filing system for the documentation that supports the procurement of goods and consulting services as well as the contacted works, which allows to directly index and identify the transactions that have been performed, and also to make possible their audit as required by the Bank?
	Yes
	

	34
	Is the EA appropriately complying, in a sequential manner, with the Bank's procurement policies and procedures (short lists, preparation of terms of reference, no-objections, evaluations, etc)?
	Yes
	

	35
	In the event of projects of decentralized execution with the participation of multiple co-executors, have procedures been established to regulate the filing system of support documentation of the procurement of goods and services as well as contracting of consultants, which allows the indexing and identification of the transactions incurred with project resources?
	N/A
	

	36
	Have procurements performed by the EA been included in the project's procurement plan?
	Yes
	

	37
	If the project's resources have been utilized to finance eligible expenditures incurred before the operation was approved by the Bank, have these expenditures been reviewed regarding their eligibility, according to the Bank's procedures? (Such expenditures should be the result of procurement procedures for works, goods and consulting services that were conducted un requirements similar those set forth in the Bank's loan contract).
	N/A
	



Table 6
Internal Control System
	 
	Question
	Answer
	Explanation

	I. Control Environment
	
	

	[bookmark: RANGE!A5]1
	Has a code of conduct (ethics) or equivalent guidelines been designed?
	Yes
	General orders.  

	2
	Do personnel receive orientation in the code of conduct?
	Yes
	

	3
	Do the employees state that they know and understand the code of conduct upon start of employment and at least once a year?
	Yes
	

	4
	Do the employees state the existence or nonexistence of conflicts of interest at the beginning of their employment and at least once a year?
	No
	There is no formal statement of the understanding of the code of conduct and there is no annual reconfirmation.

	5
	Has it been assigned at an appropriate level the responsibility to evaluate and solve situations of supposed breach of the code of conduct, frauds, and other non compliance?
	Yes
	

	6
	Is the Entity's management style based on the compliance of standards directed toward the operational efficiency, effectiveness and transparency? (Verify the official existence and personnel’s knowledge of an institutional code of values, and the existence of representative elements of permanent performance assessment, definition of vision, Mission, POA, Indicators and standards, etc).
	Yes
	

	7
	Are there reports, or equivalent documents, by which it can be observed whether management promotes and practices self-evaluation in such a way that shows the existence of a control environment which has also been improved?
	No
	 

	9
	Management considers and corrects the inconsistencies in the control activities reported by IC?
	Yes
	

	II. Risk Assessment
	
	

	10
	Is there a clear identification of the relationship between the Entity's planning and programming of activities?
	Yes
	But difficult to keep in place.  

	11
	Do personnel responsible for the achievement of objectives and goals participate in their design or did they receive an appropriate orientation about them?
	Yes
	But difficult to keep in place.  

	12
	Is there a structured and advertised methodology for the Risk Analysis RA?
	No
	

	13
	Are there reports to illustrate that the RA methodology works in practice and contributes to the timely risk management?
	No
	

	III. Control Activities or Procedures
	
	

	14
	In general, are the control activities interrelated or are they a result of the risk evaluation?
	
	Interrelated. 

	15
	Have procedures been formalized to establish that the processed data is complete and based on real authorized transactions, in such a way as to be used to prepare reliable and timely reports?
	Yes
	

	16
	In each important process, have the activities that contribute to the objectives of the ICs been identified?
	Yes
	 

	17
	Is there formal evidence that the personnel responsible for the processes have the knowledge and understanding of the control activities?
	Yes
	 

	IV. Information and Communication
	
	

	18
	Is the information system supported by a technological platform that facilitates the processing and consultation of data in a comprehensive and timely manner?
	No
	

	19
	Have procedures been formally defined to protect the equipment and computer applications from correlated risks?
	Yes
	

	20
	Are there appropriate mechanisms in place that facilitate communication inside of the Organization (communications of policies, standards, procedures, appointments and retirement of personnel, explanations, report of unusual matters, consideration of staff suggestions)?
	No
	 

	21
	Are there mechanisms that facilitate the communications outside the Organization (channels of communication with suppliers, multilateral, governmental and financial entities)?
	no
	 

	V. Monitoring
	
	

	22
	Have functions and procedures for the supervision of the key processes been defined?
	Yes
	Still working on it. 

	23
	Is there formal evidence that the supervision is actually performed (identify evidence of documents and reports that show the participation of the supervisory levels in reviewing the quality of the processes?)
	Yes
	

	24
	Have mechanism been put in place for the personnel to self-evaluate how the controls corresponding to their areas of responsibility have been working?
	No
	

	25
	Has it been clearly established the responsibility and actions related to the receipt, evaluation ad transaction of the employee's initiatives, in relation to the Internal Control System (ICS)?
	No
	

	26
	If the creation and operation of an Internal Audit Unit has been formalized, is it working in agreement with the International Standards on Audit (ISA)? (Verify the existence on an IA Manual, Unit size, expertise on ISAs, scope of audits).
	Yes
	 

	27
	Has responsibility been assigned and procedures put in place to receive, evaluate and process the recommendations and conclusions of Internal Audit on the ICS?
	Yes
	 

	29
	Is there an up-to-date Internal Audit report or equivalent document, which shows that the detailed requirements have been completed for each one of the five components of internal control, described in the five sections of this questionnaire?
	Yes
	 




Table 7
External Control System
	 
	Question
	Answer
	Explanation

	1
	If the Entity is subject to external audit, has the audit been conducted on an annual basis?
	Yes
	






	2
	Are there formal procedures for the administration of the external audit (including assigned responsibilities for the preparation and presentation of information, follow-up on promised delivery dates, receipt of audit results, clarification and communication with the External Auditors)?
	Yes
	

	3
	Is there a formal contract or equivalent for the undertaking of the external audit?
	N/A
	

	4
	Statements concerning the nature and scope of the audit services indicate with clarity the expected benefit from such a service.
	Yes
	

	9
	The audit reports were presented in the established time period, according to the contract or legal regulation.
	Yes
	

	10
	If in the reports, the finding is other than clean and standard and findings were reported and recommendations made to Internal Control, the Entity has produced in a timely fashion, formal actions aimed at solving problems and addressing recommendations.
	Yes
	

	11
	If there were limitations or shortfall in the scope of the auditor, that is a result of lack of knowledge of the Entity regarding the types of support required to achieve the objectives of the audit.
	No
	

	12
	Is there evidence concerning the effective correction of items contained in the audit report?
	Yes
	

	13
	The nature of the corrections is intended to solve the causes of the problems, in order to avoid having the same observation of the External Audit.
	Yes
	

	14
	If there are topics that have yet to be resolved stemming from the External Audit reports, these cannot be attributed to lack of knowledge on the part of the Entity or lack of willingness of the Administration to implement the necessary corrective solutions.
	
	

	
	
	No
	

	
	
	
	

	
	
	
	

	
	
	
	




Annex 2
Risk Matrices and Recommended Actions





Note: 	In the following tables, the Reference Number refers to the evaluation question number in the corresponding table in Annex 1

	Strategic and Operational Planning Systems Risk Matrix

	Executing Agency:	WSG/S&DR

	Score:			84%

	Development:		High  development

	Risk Level:		Low risk


	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurence
	Impact on Project
	Project
Risk Leve
	RECOMMENDED 
ACTIONS

	2
	There are numerous legislative and regulatory areas that need to be strengthened in order for the WSC to complete its mission.
	
	Inability to complete its mission. 
	50%
	Very High
	medium Risk
	Present for cabinet and parliament draft legislation from the Consulting Firm Recommendations. 

	6
	The authorities share a common vision about the main future strategies and the current reality of the institutions. 
	Different vision between WSG and higher levels of GOG.
	Inability to complete its mission. 
	50%
	High 
	Moderate Risk
	As part of the planning process it will be highly advisable that a logical framework exercise is conducted to provide a consistence view of process, performance and results and share regularly with the GOG.

	1
	There is clear strategic development for the organization. 
	This is an old problem in the relationship between GOG upper senior political officers and program funded by Donors.
	
	80%
	High
	Moderate Risk
	Keep working on developing a relationship with the new administration. 

	 
	 
	 
	 
	 
	 
	 
	 

	12
	There are clear and reliable institutional performance indicators that allow permanent evaluation of the effectiveness, efficiency and quality of the institutional services.
	
	
	 50%
	Moderate
	Moderate Risk
	Hired and expert on M&E to build the M&E module. 

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	





	Organizational Management System Risk Matrix

	Executing Agency:	WSG/S&DR

	Score:			70%

	Development:		 Medium development 

	Risk Level:		Medium risk

	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurrence
	Impact on Project
	
Risk Level
	RECOMMENDED 
ACTIONS

	
	
	
	
	
	
	
	

	1
	Authorities and Senior Officers goals are clear and well aligned with the organizations strategy. 
	There are a lot of factors that have been affecting this issue.  The main one is related to political history of GOG and particularly the relationship between the PPP and the Donors community. 
	Keep running the country like a collection of projects.
	80%
	High
	High Risk
	Foster dialogue again between GOG and the Bank looking for new ways to move the process forward.

	5
	Organizational structure is adequate. Everybody knows what is to be done and by whom, and the various ways in which the units of the organization are related and coordinated.
	The organizational arrangements to manage this new s program and the institutional development deliverables that will produce are still not clearly defined yet. WSG/S&RD is still an organization going through a transition process. 
	 The changing nature of the institutional demand could find WSG lagging behind and unable to lead the development of the sector.
	100%
	High
	High Risk
	The same as above.

	
	
	
	
	
	
	
	

	7
	The Institution has organizational and managerial capacities that will permit the project’s sustainability once the project’s execution phase has been completed.
	Development of a maintenance culture still is on the making and it is part of a more complex problem. It is related to the same origins that the previous observations. 
	Keep running the public sector as a collection of projects.
	100%
	High
	High Risk
	Same as above.

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	





	Personnel Administration System Risk Matrix

	Executing Agency:	WSG/S&RD

	Score:			80%

	Development:		Satisfactory development

	Risk Level:		Low risk

	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurrence
	Impact on Project
	Project
Risk Level
	RECOMMENDED 
ACTIONS

	
	
	
	
	
	
	
	

	6
	Need for a professional development training plan that is designed to ensure that the institutional needs are met (i.e. that personnel receive the training required for WSG to achieve its goals). Need for succession planning.
	Financial constraints, lack of initiative, lack of long-term strategic planning capacity which would value the importance of on-going professional development as a key activity to ensure that WSG personnel have the required skills in to cope with an increasing challenging water and sanitation sector. 
	 WSG is unable to meet the expectation envision in the new strategic sector plan. 
	 80
	 High 
	 High
	 As part of the institutional strengthening programme design a professional development program that make sure WSG will have a highly competent and proficient human resources to achieve the expected objectives of under the new organizational structure. 

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	





	

Financial Management System Risk Matrix

	Executing Agency:	WSG/S&RD

	Score:			95%

	Development:		Satisfactory development

	Risk Level:		Low risk

	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurrence
	Impact on Project
	
Risk Level
	RECOMMENDED 
ACTIONS

	46
	Is there a procedure for the periodic back-up (data and System back-up) that assures the recovery of financial and accounting information? 
	Lack of investment on proper network and storage infrastructure.
	Loss of critical information 
	70%
	High
	High
	Work on developing and ITC strategy and implementation plan.

	
	
	
	
	
	
	
	





	Goods and Services Management System Risk Matrix

	Executing Agency:	WSG/S&RD

	Score:			85%

	Development:		Satisfactory development

	Risk Level:		Low risk

	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurrence
	Impact on Project
	
Risk Level
	RECOMMENDED 
ACTIONS

	5
	Does the Unit have the human resources and Knowledge needed to efficiently execute and manage the program. 
	High attrition rate has left the unit understaffed. Still has been able to perform the job but it will be difficult to do it under the new program. 
	
	80%
	Medium
	Moderate Risk
	Fill the vacant positions before the new program is declared eligible.

	
	
	
	
	
	
	
	

	30
	WSG/S&RD does not have formally established procedures regarding preventing maintenance for works and goods.


	Preventive maintenance has always been an issue in GY. The government tent to favor new construction over prevention. 
	Inadequate maintenance of works and goods
	75%
	High 
	Substantial Risk
	Start with a pilot program. 





	
Internal Control System Risk Matrix

	Executing Agency:	WSG/S&RD

	Score:			68%

	Development:		 Medium development

	Risk Level:		Medium  risk

	
REF
	
DEFICIENCY
	
CAUSE
	
RISK
	Probability of Occurrence
	Impact on Project
	
Risk Level
	RECOMMENDED 
ACTIONS

	3,4
	Employees do not formally indicate their understanding of the code of conduct. WSG/S&RD has not undertaken an analysis of possible areas of conflict related to code of conduct. Need to define code of conduct specifically for WSG/S&RD (in addition to the General Orders that apply to all Ministries)
	Lack of interest; has not been considered necessary
	Possible unethical conduct. But since it has not formally been defined, it will not be readily identifiable.
	30%
	Low
	Low Risk
	Introduce policy requiring employees to state that they know and understand the code of conduct upon start of employment and at once a year.

	
	
	
	
	
	
	
	







Goods 	&	 Services Management	Personnel Management	Financial Administration	Internal Control	0.85000000000000064	0.8	0.95000000000000062	0.68	



Planning 	&	 Org. Capacity	Execution Capacity	Control Capacity	0.77000000000000079	0.9	0.74000000000000066	
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