23. June 2015

Mag. Ursula Hillbrand — EU Commission -
Brussels

Originally from Innsbruck, since 1995 in several
policy areas:

Family policies, Social issues, Equal
opportunities,chidlren’s rights, data protection,
strategic Planning (LPP), Corporate Management
and policy cordination, Training and
Participation
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Introduction to Strategic Planning
and Activity Based Management

European Commission, Secretariat-General

Unit for Corporate Management,
Budget and Administration

Ursula Hillbrand



Welcome to the world of ABM

 Overview of Strategic Planning and Activity
Based Management

e Strategic planning and programming process

« Management Plan



What Is strategy?

Where do we Mission
put our Why we exist
resources?
. . Which
Vision priorities/
Where we want to go objectives?
Values

How we want to work

\ Strategy <

Our game plan
N

\

[ What we need to do to achieve our goals? }
© Kaplan et Norton, adapted



http://www.cc.cec/home/dgserv/jrc/general/core_values.html

What Is Strategic planning?

e Strategic planning determines

where an organisation is going
and how It s

« What is a Strategic goal?

A long-range change target that
gui des Commi ssi on’

moving towards a desired
future state




ABM was | ntroduc ¢

« By the 2000 administrative reform
(foll owing the Santer Con

« To:
1) Identify priorities and desired policy

iImpact
2) Allocate resources to policy priorities
3) Have an overview of all Commission
activities

4) Improve management



ABM within the Commission

e The Commission:

V Translates the political guidelines into annual
and multi-annual priorities and allocate adequate
resources;

V Defines specific initiatives needed to achieve
these objectives.

e The DG s:

V Define objectives and resources for each
activity;

V Plan and implement actions using these
resources and producing outputs.



ABM concerns every level
INn the organisation

. . . I:I
President’s pol i ti c ap

DI rectorat es’ and uni S’

— Personal objectives \/

DG"s mission and obj ¢c



What Is an Activity?

- Coherent area of actions with
objectives and resources -
corresponding to the ABB level.

X About 207 activities

 Normally, each activity is
related to only one policy area.

X 34 Policy areas

Resources under the policy
area (human + financial) give
the global cost of a policy




Activity 0 example support DG

SG 1T Policyarea 257 Commi ssionés policy
coordination and legal advice

25.01. Administrative expenditure of policy area 25
Operational activities

25.02. Relations with civil society, openness and
information

Coordination within the Commission (no budget )

2 5.
2 5. Coordination and relations with the other
institutions (no budget )

Horizontal activities

. Administrative support for the Secretariat-General
(no budget )
. Policy strategy and coordination for the

Secretariat-General (no budget )



Strategic planning and programming cycle

State of the Union Draft Budget

speech
Commission Work
; Programme
Synthesis of ?\annln
management é’
achievements Management
Article 318 Evaluatior Plans

Report

Annual Activity
Reports




Commission Work Programme 2015

setting political priorities until the end of the mandate

\ 4

CWP 2015

adopted on 16 December 2014

16



8.
O.

Political Guidelines
10 Priorities

A New Boost for Jobs, Growth and Investment
A Connected Digital Single Market

A Resilient Energy Union  with a Forward-Looking Climate
Change Policy

A Deeper and Fairer Internal Market with a Strengthened
Industrial Base

A Deeper and Fairer Economic and Monetary Union

A reasonable and balanced Free Trade Agreement with
the US

An area of Justice and Fundamental Rights
Towards a New Policy on Migration
A Stronger Global Actor

10. A Union of Democratic Change

17



CWP 2015 - Overview

In line with the Commission”s right of initiative, the CWP
2015 translates the priorities of the Political Guidelines
into concrete deliverables for 2015

Structure:
Annex I - New initiatives
Annex II - List of withdrawals or modification of pending

proposals
Annex III - REFIT items
Annex IV - Legislation that becomes applicable in 2014

18



The CWP as an institutional tool

Expressing the right of initiative

Structured dialogue with European
Parliament

The Commission adopts the CWP in

October

Presentation to EP and Council

National Parliaments react on CWP
with opinions



Allocation of human and
flnancial resources

The Commission committed itself to a 5 % staff reduction
over a period of 5 years , starting implementation in January
2013.

=> all staffing needs must be covered by redeployment

Reinforcement only for operational functions linked to political
priorities + for a defined period (temporary allocations)

Draft Budget: pre-allocation of external staff and
complementary allocation of establishment plan posts for the
ongoing year

December: final allocation of external staff and establishment
plan posts for the upcoming year

DGs must decrease their overhead ratio exceeding the
Commission average



Draft budget

Commission establishes DB from the multi-annual
financial perspectives and on the basis of the
multiannual strand of the CWP

Services respond to budget circular, and hearings
bet ween DG Budget and DG’ s agr e
— Programme Statements

Draft budget structured around ABB activities

DB adopted by the College by late April (beginning of
June for the 2015 budget)

Adoption by Council and European Parliament in
December



Management Plan

Commission introduced Management Plan for two reasons:

« To ensure that services translate the President s political
guidelines into concrete operations;

 To equip its services with a management tool that enables

them to plan, manage, follow-up and report on their
activities and resources.

The MP is produced by DG’ s and services
in December.



Annual Activity report

« Reporting tool that provides:

« Section on the policy outputs and
Impacts

 Internal control and financial
management of a DG/Service

« The Annual Activity Report is sent by
DGs/Services to SG /BUDG by March

e Peer reviews (March)



Article 318 Evaluation Report

¢ Report required by TFEU as part of budget
discharge procedure

¢ Gives Commission-wide account of results
of EU spending

¢ Based on AAR sections on outputs and
impacts of policy, but limited to spending
programmes

¢ Adopted in June each year
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Management Plan

Body of the text

u Personal message by the Director General
i Mission Statement

u General Objectives at Policy Area level
(+impact indicators)

u Specific objectives at activity level (+result
indicators + most important outputs)



Synthesis of management
achievements

« Document by which the Commission
assumes its responsibility for management
carried out by its services.

» Basis for the discharge procedure.

e The synthesis launch actions to improve
areas where weaknesses have been
detected.

It adopted by the College in June.



i
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c: c: c: c:

Management Plan

Annhexes

Human and financial resources

Planning of evaluations and other studies
Objectives and indicators for the two horizontal
activities

IT resources

Critical risks

Communication strategy

Internal control
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Structure of the MP

LONG
TERM Expected
achievements:
POLICY IMPACTS
AREA
GENERAL
OBJECTIVES [
|
MEDIUM Expected
OPERATIONAL TERM achievements.
ACTIVITIES RESULTS
OHori zort o SPECIFIC OBJECTIVES
ACTIVITIES I
SHORT OUTPUTS
TERM
ACTIONS PROCES:

& PROCESSES

INPUTS




ODbjectives and indicators

Objective :  Toreach the harbour on due date
Indicators: Bearings, direction and speed

N




What is an Objective?

* Objective: Where are we trying to
get to?

 Intended/desired effect of an
Intervention

* Objective may specify either result
(specific objective ) or impact
(general objective ) aimed at



What Is an indicator?

¢ Indicators should measure if
we are getting where we are
planning to go.

¢ Characteristic or attribute
that can be measured to
assess to what extent
objectives have been met

¢ Indicators should simplify a
more complex reality, and
are by their very nature
indicative only.



Objectives and indicators 0
EXAMPLE (DG MARKT/FISMA)

Specific objective:

An open, transparent and efficient public procurement in
the EU helps tackling corruption, ensures best value for
money for taxpayers, creates new opportunities for
businesses and reduces bureaucracy

Indicator :

Level of development of e-procurement, i.e. value of public
procurement for which companies submitted offers
electronically, divided by the total value of procurement.

10.6% 13% 100%



SMART objectives

Criteria

Specific

M easurable

A chievable

Relevant

Time -dependent

Fulfilled

Liberalise
market X

Abolish barriers
XYZ

Linked to the
available resources

Linked to the
indentified target
group and its needs

With deadline

Not Fulfilled

N

| mpr ove

ondi ti onso

| mpr oveo

Based on importance
irrespective of
resources

Not relevant for the
indentified needs

Open ended



RACER Indicators

Criteria Explanation

Relevant Is there a clear link between the indicator
and the objective to be reached?

A ccepted Have they been discussed with staff and
their shortcomings and interpretation
agreed?

Credible Are they credible for reporting purposes?

Easy to interpret?

Easy Is data/info cheaply available and easy to
monitor?

Robust Are indicators safe against manipulation?



How do we ensure
the process?

Participatory Trainings: advanced workshop for
practitioners on objectives and indicators and strategic
programming: political context and procedures

Network meetings on several levels
Peer-reviews
Community of practice

Consulting
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What will an EU look like, in
which I want to live in 20
years?
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Rules of good dialogue:

Listen to understand

Speak from your heart and mind
Contradictions are fine!

Have fun!



