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Applying Results-Based Management at Work

Mr. G. Giridhar, Adviser 

Management of Population Programmes

            UNFPA CST/SAWA

T

his presentation is based on the RBM reference manual used at the RBM Orientation Workshop conducted by UNFPA HQ in January 2001 in Montreal. This reference material (a copy of which was provided to all APM participants) consists of three sections: (1) RBM basics: everything you need to know to get started; (2) RBM at UNFPA and (3) Managing for results: starting to apply RBM at work. Since most of the participants are already familiar with the basics of RBM, this presentation concentrated largely on the third section only. 

A Management Reform

RBM is not a new concept to UNFPA. We were always oriented towards results of some kind; but what is original about this approach is that it puts in perspective the causal connections between results desired and achieved, activities planned and carried out and the inputs used in the process. The approach includes an evaluation of these causal connections during the implementation phase. In that sense, RBM is more than a tool; it is an approach, a mind-set and a management philosophy. 

For many years, our focus was on inputs and activities; but they did not always produce the desired results. Evaluations showed that the results achieved were quite different from what had been intended. The process often left project managers with no possibility for correction. In a sense, we consciously accepted to be managed by our projects, instead of actually managing them! RBM seeks to correct this situation.

RBM can be viewed as a management reform that aims at inculcating a results-oriented management culture. It believes that it is “always better to begin with the end in mind”. We need to be clear on what results we want to achieve and then work back wards on what we need to do to achieve them. This approach or style of management that emphasises actively on achievement of results is also called “managing for Results”.

Specifically, managing for results includes at least four elements: 

a) planning for achievement of specific results by different organisational units; 

b) implementing a set of activities based on strategic choices that would lead to the achievement of the identified results; 

c) establishing a performance monitoring system that would demonstrate whether or not the identified results are being achieved; and 

d) reporting on progress being made on achievement of results, including problems that inhibited progress, if any.  

Managing for results hence would require strategic planning capacity at every organisational unit and a level of stakeholder participation that enhances performance. It also requires collection, analysis and use of management information that would tell us about the progress being made and corrective actions needed.

In this sense, RBM in UNFPA is viewed as “everybody’s business” which means that everybody in the organisation has a role and responsibility to ensure that the causal connections between results, activities and resources are maintained and constantly reviewed.  

RBM at UNFPA

UNFPA has taken the following two key measures to implement RBM:

· Introduction of logframe approach in 1997 mandating participatory problem analysis and identifying of results at the output, purpose and goal levels. It would have been ideal if RBM had been adopted as an organisational policy and management culture before the introduction of logframe in order to give it the much-needed context;

· Introduction of the 2000-2003 MYFF in 2000 as an organisation-wide results-oriented framework for UNFPA’s performance over the 4-year period. MYFF has two inter-linking elements: a results framework (specifying major results UNFPA aims to achieve, its key programme strategies and the indicators for measuring progress) and an integrated resources framework (specifying the level of resources required to achieve the stated results). 

It is important to understand that logframe is used at the country programme level while MYFF is applied at the organisational level. However there is a need to ensure that these two do not remain totally unrelated. It is necessary on the one hand that the MYFF results, indicators and strategies reflect country situations; and on the other to ensure that the planning and management of country programmes consider the common MYFF results in addition to the country-specific results and collect information on the indicators and strategies to refine the MYFF framework as needed.  The HQ is currently involved in this exercise of bringing the country-specific logframes and organisation-wide MYFF as close as possible. The HQ is also currently involved in (a) developing a results-oriented performance monitoring and evaluation tools, including indicators; and (b) revision of programme guidelines to be compatible with the RBM approach. 

Managing For Results: Four Areas

There are four common areas in which UNFPA organisational units and programmes are expected to define results and concentrate their efforts towards managing for results. These are:

· Programme Management including participatory programme planning, monitoring and evaluation, situation analysis and formulation of intended results and strategies and performance indicators;
· Financial Resource Management including increased use of financial management tools for planning, monitoring and reporting, improved allocation of resources in accordance with results to be achieved;
· Information Management including increased availability of programme and financial data and enhanced sharing of knowledge and use of information technology in decision making; and
· Human Resource Management including enhanced staff knowledge of programming areas, logframe, RBM and resource mobilisation and increased capacity of local staff to use RBM approach in managing the country programme.
The presentation by Mr. Giridhar however concentrated only on the first common area, namely Programme management.

Application of RBM for Programme Management

Programme management broadly includes planning, monitoring & evaluation and reporting. At the Planning Stage RBM is applied during situation analysis and identification of priority problems along with stakeholders leading to formulation of intended results and strategies and selection of indicators to measure performance and establishment of base line information and targets for progress. (This stage answers the key strategic questions: Where are we and why? Where do we want to be and how do we get there? How do we measure our progress and how do we track our progress?). Stakeholder participation at the stage of problem analysis will help in defining realistic results and appropriate strategies. All these aspects of applying RBM at the planning stage are very familiar to us through the logframe approach to programming.
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At the planning stage, four results-oriented planning tools are used. These are: logframes, M&E plans, Office Work Plans and Individual Performance Plans. These should be used as reference documents to guide results-oriented implementation of a programme or a project. Needless to say, these have to be updated if conditions change in any way. Ensuring that the above four planning tools fit together and are consistent with each other is a key application area of RBM at the planning stage. 

At the Monitoring and Evaluation stage RBM approach should ensure that performance monitoring focuses on measuring progress towards achievement of results, rather than describing how activities are implemented. Programme managers will have to refer back to the logframe indicators for monitoring and evaluation purposes. While performance measurement is a key requirement of RBM, it should be recognised that an over-complex and greedy performance measurement and data collection system can be the biggest threat to successful implementation of RBM. 

RBM specifies two key uses of performance information: (a) to examine strategic trade-offs relating to programme reach, results and resources - the 3Rs - thereby strategically linking the programme coverage and expected results to a given level of resources; and (b) to strengthen the cause and effect linkages by reviewing if the resources and activities are indeed producing the outputs (and contributing to purposes and goal) and basing management decisions on resource allocation/reallocation as well as review of strategies. 
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At the Reporting stage RBM is applied by comparing the actual results achieved to expected results and analysing the reasons for discrepancy, if any. Importantly this should include identification of changes if any needed in the next planning period to increase the likelihood that expected results will be achieved. Programme managers will have to refer back to the logframe indicators while preparing their reports; unit managers at the HQ and field will refer to their annual results-based Office Work plan while preparing reports. Similarly, staff members will refer to their results-oriented Individual Performance Plan when preparing their performance appraisal reports. 

At the global level, UNFPA’s organisational performance reports will refer to the MYFF when assessing the outputs achieved and organisation’s progress. According to RBM principles, internal reporting and feedback strengthens the process of identifying lessons and incorporating them into future planning. External reporting will improve accountability to stakeholders and better interface with partners. 

Implementation of RBM is not without problems and the process requires time to get internalised. RBM work culture can not be simply imported or transplanted from one environment to another without nurturing and adaptation. The role of CST should be to assist HQ and COs in keeping up the momentum for effective implementation of RBM.  Mr. Giridhar concluded his presentation by identifying some areas in which CST has particular role in this context. They include assistance to COs in planning for results, in establishing monitoring criteria and performance indicators and in fine-tuning the alignment of resources with results. CST can assist COs in keeping track of results and in harmonising the planning tools such as Logframe, M&E plan, Office Work plan and the Individual Performance Plans. 

Successful implementation of RBM requires training of managers, staff and key stakeholders. It also requires establishing a results-oriented performance measurement and data collection system in the context of a given country. CSTs can and should assist the HQ and COs in these areas. 
Discussion

It was pointed out that results, by definition, have both long-term and short-term connotations. For example, it could take 4-5 years to see the results of some activities aimed at capacity building. It is therefore necessary to exercise caution in identifying desired results and establishing performance indicators.

A substantial portion of the discussion was concerned with the collection of appropriate data 

and establishment of baseline indicators. One issue is the fact that data collection through special surveys is quite expensive. Hence it is necessary for co-ordinating with other agencies in order to be more cost effective and avoid duplication of efforts. In this context, the multiple indicators cluster surveys (MICS) frequently conducted by UNICEF were pointed out as relatively low cost. Although they tend to focus on specific issues, UNFPA COs can use the method to collect base line data needed for monitoring and evaluation. Beyond data collection is the more important contribution to capacity building for compilation, analysis and dissemination of the findings. Frequently more than availability of data, the problem of capacity for their use is the key problem area. 

The logframe concept has still not taken root uniformly in all operating units of UNFPA. Sometimes this is seen as a requirement rather than a useful tool for planning and monitoring. There is an urgent need for an operational definition linking Country Office performance to Country Programme implementation. Further, it is also necessary that the Terms of Reference of various organisational units being re-drafted in the context of re-alignment adequately reflect the priorities for RBM implementation in UNFPA.
Another obstacle in the application of RBM in UNFPA is the lack of implementation experience. Hence there are no documented lessons learned or best practices. The immediate need is to spend more time and effort on both conceptual and experience-based training and building the capacity of managers in the use of logframe as a part of the RBM approach
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