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1 Day 1l:am - Topic: Making The National Statistic al
System Work

1.1 Introduction

The opening remarks were made by the GDDS Project Manager Ronald Luttikhuizen who
explained the purpose of the meeting. The five countries represented each introduced
themselves. Three countries were represented by two participants; and Kenya and Tanzania
were both represented by one person. Mrs Maro gave apologies for the Director General of
Statistics Tanzania, who was hosting another workshop in Tanzania which coincided with the
GDDS event. Mr Mboni conveyed the apologies of the Director General of the Kenya
Bureau of Statistics who was too occupied on the forthcoming population census to be able
to attend.

1.2 Country Priorities

As a first step each country was asked to list its five most significant priorities in the field of
management.

‘List your most pressing problems in the field of institutional issues in the national
statistical system'.

The results show that the first topic of the seminar, Making the NSS Work, was the focus of
the largest number of country priorities (see Table 1.1), the second most popular topic area
was ‘Managing the NSO’.

Table 1.1  Country priorities for the workshop

Kenya Uganda Tanzania Sudan Seychelles Total

Topic
Statistical 3 3 1 4 11
Systems
Managing
the NSO 1 1 4 6
Project 1 > 3
management
Statl_stlcal 1 1
quality
People & 1 1 1 3
projects
Getting
results (aid 1 1
policy)

1
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The specific requests from countries were as follows, the numbers following the points in
parentheses relate to the six modules to be covered by the seminar.

1.2.2 Tanzania priorities
Monitoring & evaluation of projects (3)
Effective dissemination of results (6)
Managing change in the NSS (1)
Statistical staff succession plan (5)
Managing big projects e.g. census and surveys (3)
1.2.3 Uganda priorities
The Uganda team listed these points:
Legal framework (1)
Organisational structure for NSS & NSO (2)
Resources for statistics — HR, financial, equipment (1)
Activity management — quality issues (4)
Aligning production to demand — responding to demand (1)
1.2.4 Sudan priorities
Financial resources (1)
Stats Coordination among NSS (1)
Training — on the job (5)
Legal framework (1)
Advocacy (1)
1.2.5 The Seychelles priorities
Good communication within NSO (2)
Effective decision making (2)
Managing limited resources (2)
HR development (5)
Commitment of manager to task (2)

0 Setting priorities
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Time management, targets & meeting them
1.2.6 Kenya
Coordination of the NSS (1)

Ideal structure for the NSS and line ministries — including the staffing of statistics units
in other ministries (2)

Staffing and human development in the NSS (5)

Shortage of trained statisticians (5)

Financial mobilisation — not enough resources to carry out work programme (1)
Equipment — insufficient in the NSS (3)

Awareness of statistics — as statistics is not a key priority of govt. (1)

o Coordination inside the Bureau — routine work and ad hoc work conflicts
o Capacity to absorb the money available.

1.3 Topic 1: Making the National Statistical System Work

Three presentations were made by the consultants, Hermann Habermann, Hilkka
Vihavainen, and Mary Strode. The PowerPoint presentations are appended to the report. A
paper was handed out by Hermann and this is appended in Annex D.1.

Hermann Habermann’s presentation focused on the principles, purposes and practices of a
national statistical office. The spectrum of centralisation from a decentralised to a highly
centralised office was outlined including the legal foundation for statistics. The issues are set
out in detail in the paper which was circulated.

Hilkka Vihavainen spoke about the principles and independence of statistics, and the
importance of building trust and credibility among users. She presented a very interesting
graph taken from the World Economic Survey (2007) on the use of evidence in decision
making which compared Africa with other continents and regions. It showed comparatively
poor use of statistics in Africa.

Mary Strode spoke about decentralisation and compared different models of centralisation.
In all models statistical coordination is important and this was discussed along with the
consequences of poor coordination.

The presentations were followed by questions and comments from the participants, and the
plenary discussion was as follows:

The representatives of Uganda made the point that it should be the chief statistician who
decides on standards, and recommended that each NSO compiles a compendium of
indicator definitions and methods, which should be carried out in full consultation with the
members of the NSS responsible for the production of official statistics. It is useful to have a
definition of official statistics, and one proposed by Roger Edmunds and Tim Marchant in
their paper on monitoring and evaluation was mentioned by Uganda.
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Uganda also raised points about the use of common cadre of statisticians, which could be
switched around in NSS. The team felt it was important to reward all statisticians in the NSS
equally, however this raises the NSO wage bill in cases where the NSO has to meet the bill.
There was also the question of where the allegiance of these statisticians is to be, the NSO
or the Ministry? In the NSO there is a culture of independence in NSO, but it was more
difficult to spread this to other statistical producers. Independence is important and The
President of Uganda supported NSO independence as do parliamentarians who are the
missionaries of statistics in the country.

Uganda was interested in the points raised by Dr. Habermann'’s relating to respondent rights,
these need to be explored more and procedures are needed on how to handle reasonable
objections by respondents.

The representative of Kenya mentioned the importance to the public of building trust, in the
reliability and relevance of statistics. Poverty maps and population information have been
used to allocate constituency development funds, and parliamentarians became very keen
on statistical data. The population census will be used to review boundaries of parliamentary
constituencies. All KBS publications are sent to parliamentarians, this tends to result in a
more positive response to budgetary needs.

Tanzania pointed out that the independence of official statistics means professional
independence, it does not mean not listening or responding to government. They had also
experienced parliamentary interest in small area statistics, which resulted in increasing
popularity of the NSO with all political parties.

The meeting concluded that support for statistics had a lot to do with advocacy, and has to
be very closely connected with providing what senior decision makers need. Good

champions are needed for statistics and the Statistics Board or Council can play a large part
in this, and also insulate the NSO from unwarranted intrusion into their independence.

1.3.1 Exercise 1

The participants were split into two discussion groups for the purposes of completing the first
exercise. Group 1 was supported by Hermann Habermann and Mary Strode. Group 2 by
Hilkka Vihavainen and Ronald Luttikhuizen. The groups remained the same for the duration
of the seminar. The question to be discussed was:

‘Discuss and agree on a strategy to improve the institutional coordination in your
countries. List at least 6 points.’

Group 1: Chair - Tanzania & Rapporteur — St. Helen a.
The group reported the following points:

Statistics within the NSO should be coordinated before statistics from outside with
NSS were coordinated.

Common objectives must be set within the NSS as each partner will have its own
mandate, and must also try to achieve common NSS objectives.

Vision, mission and objectives to be clearly defined for the NSS.
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Agree on a set of NSS deliverables — in particular the outputs to be agreed between
the NSS partners.

Involve all partners as part of the process.

Agreements between the NSO and the NSS partners are a two-way street; each has
own priorities, policies and mandates. It should not be forgotten that NSS partners
are both users and suppliers.

A steering committee is needed at the top to oversee the process, as are several
NSS technical committees. MoUs should be agreed at top only after technical
consultations have reached an agreement as it is better to start with voluntary,
mutually acceptable solutions.

When all else fails you may have to fall back on the law — therefore the legal
background has to be in place.

Group 2: Chair — Uganda & Rapporteur - Seychelles.

The group first briefed each other on what each country did, and agreed a sequence of
procedures for institutional and technical coordination.

Put in place the legal framework for coordination.
Producing entities need to be defined, together with their mandates.
Create a National Statistical Council of members with its mandate defined.

Draft or sector work plans — linked to the policy national agenda, to do this priority setting
will be required.

Technical working groups (committee) established — with their mandates defined.
Good communications strategy agreed.

Reporting obligations mechanisms agreed, with timing, to whom, and reporting
frequency.

Agreements to enforce this coordination — MoUs to enforce coordination.
Establish a user monitoring and feedback system — needed to strengthen the MoUs.

NSO position should be strengthened — NSO should be at the apex with sufficient clout to
be able to enforce statistical standards.

The discussion after the presentations focussed on co-ordination, and how much it should be
formally regulated and how much informally. All participants agreed that there must be a
legal mandate for the NSO to co-ordinate the statistical work within the NSS, to allow
coordination to succeed. The legal framework is important, but informal forms of agreement
should be used at the start of the discussion processes, to expand and to promote statistical
co-ordination. Informal discussions could precede the preparation of the Memorandum of
Understanding between the institutions.
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1.4 Topic 2: Managing Statistical Organizations

Three presentations were made by the consultants on this topic by, Hermann Habermann,
Hilkka Vihavainen, and Mary Strode.

Hermann spoke about the importance of having a corporate plan in communicating
effectively with external bodies. The Chief Statistician is an important post, and it is
important that he or she is adequately qualified to talk authoritatively about statistics. He or
she must be prepared to resign his or her post over matters of sufficient importance. The
tenure and appointment of the chief statistician should be set out in law to guard against the
removal or appointment of chief statistician for political reasons. He then spoke about
managing staff and what staff can expect from management and vice versa, about managing
priorities and the importance of managing IT operations. The manager should not view staff
as a means to getting a job done, but as people with their own objectives. Hermann
circulated a paper on managing statistical organisations which is appended in Annex D.2.

Hilkka spoke about organisational considerations in respect of the country context and the
type of system established. There are several alternatives to chose from in organisational
structures, from organising on functional lines (what people do) to subject matter
organisation and gave examples of an organogram of both types. Matrix organisation is a
mixture of the two. Some principles of statistical organisation were outlined, mainly taken
from the UN Handbook, but well summarised into basic principles. Re-organisation should
not be attempted without a good reason or reasons. The reasons for restructuring must be
well understood by the staff and be fully discussed with them, as this can be very disruptive.
She gave a list of reasons why re-organisation might be considered, and then went on to
compare examples of NSO organisations including a typical Anglophone African model.
She ended by discussing some topical issues affecting statistical organisations at the
moment, including the impact of IT and web dissemination which are changing ways of
working.

Mary spoke about statistical capacity building and used examples from a recent evaluation of
support to capacity building carried out as part of the evaluation of the aid effectiveness
agenda. She outlined 8 capacity pillars, and suggested an diagnostic tool which might be
used to examine weaknesses in statistical institutions, and help mangers to decide or
designing support from development partners. She went on to discuss the current trend
towards agency status and some of the lessons learned from across the continent. She
concluded that problems could not be solved by reorganisation alone.

1.4.1 Discussion on Topic 2

The presentations were followed by discussion, questions and comments from the
participants, which were as follows.

Uganda agreed that time limits should be set for the tenure of the chief executive of
statistics; this meant that good succession planning was necessary. Succession planning is
very motivating for staff members. For more general recruitment there needed to be a
balance between more senior members of staff with time bound contracts, and the more
junior levels below which require people to develop professionally.

Career development may need two routes. Some staff are suited to managerial levels, but
others prefer technical challenges and would like to stay technical. They should be able to
grow professional in their line of specialisation, and rise through the ranks to retain them in
the organisation.
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The Board or Council members must maintain balance between their professional roles
(methods and quality) and the needs of users (decision makers), this dictates the degree to
which the institution can develop. The ‘Eyes on...hands off’ motto of the Tanzania NBS is
useful, but there needs to be a balance which allows professional members of the Board the
opportunities to input in some key activities. Those skills are needed, but there should be
limits, and interference discouraged. The Chief Executive (CE) is a member of the Board in
Uganda — the roles should be spelled out in the law — CE should present an interpretation of
the terms of engagement to the Board and minutes should be made on this which would
become an official point of reference on the practice of the members. The Uganda Board
reports to the Minister, but the CE has the option to making an individual representation to
the Minister responsible for statistics.

In the case of Tanzania recruitment was always by open competition, therefore it is difficult
to have a succession plan. Managing the NBS is the job of the Chief Executive Officer
(CEO), not the Board although their advice should be accepted. Tanzania’'s recruitment was
handled by external consultants and the NBS did not meet or interview candidates itself.

The consultant Dr Habermann advised the meeting that NSO must set an example of
independence and reliability, and the good relationship of the chief statistician with the media
is particularly important in this respect. The chief statistician should make a habit of
responding immediately to press inquiries in order to build their support for him or her.
Regular press briefings also help to build a trusting relationship. The chief statistician does
not have to be the foremost expert in all statistical topics, but he or she should be able to
answer questions relating to statistics authoritatively before parliament, respond to ministers,
and the media. He or she must understand basic concepts and be able to talk to staff, learn
from them and talk to users. Those with no technical background in statistics are
problematic, as they are always dependent on someone in the agency. The path for
technical experts to rise to same level as chief executive can be a selling point to encourage
academics to join the NSO, and to benefit from their technical expertise.

Dr. Habermann also mentioned that the CEO should not pick a successor, as the
organisation needs a new broom at some stage. There was a discussion which concluded
that leaders were difficult to find and could not be trained.

The Project Manager Ronald Luttikhuizen gave an intervention on the span of control of a
manager and staff. Each country was asked how many staff was employed in its NSO and
in the NSS. While countries were knowledgeable about the staff numbers in the NSO, many
were unclear about the numbers of staff working on NSS statistics.
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Table 1.2  Number of staff employed in the NSS by co  untry
Country NSO NSS
Uganda 200 (excluding field 700+
staff)
Kenya 450 650
Seychelles 40 45-50
Sudan 500 650
Tanzania 147 ?

1.4.2 Exercise 2

The participants then presented on the following topics:

1. List the main organizational needs and shortcomings of your statistical office.

Seychelles

1. Human resources insufficient,

2. Staff training.

Kenya

1. Staff numbers, especially in the districts — there were 228 districts, and only a
statistical presence in 48 districts.

2. Funds —there was no support for agricultural census.

3. Buildings in the regions and at headquarters.

4. Lack of awareness of statistical products among users.

Tanzania
1.
2.

Budget constraints — as the approved budget is not always disbursed.

Human resource capacity in the area of IT. There are 21 regions but some are
manned by only one person (at least 3 required for district statistics).

Buildings and equipment are inadequate.
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Uganda

Sudan

1.

Meeting new demands and increasing the frequency of statistics is a common
demand. The government wants quarterly GDP; weekly CPI for urban areas and
an expanded coverage of rural areas. Those demand these are the Ministry of
Finance and the Central Bank.

Regular statistics on labour and employment.
Human resources are inadequate in number and in specific skills.

Budget to meet all these costs of new and expanded products and the additional
human resource needs.

Maintenance of UBOS equipment.

Improve staff retention.
Data dissemination and printing constraints.

Consistency of the data — e.g. Discrepancies between the NSO and the Bank of
Sudan trade data and the national accounts.

Premises for statistics, the Directorate of Statistics has a scattered site.

Lack of resources for surveys, especially for national accounts compilation.

The countries were asked to comment on the predictability of their revenue, and the
proportion of this which was funded by partner donor agencies. Only the Seychelles could be
certain that the agreed budget for the year would be disbursed as planned.

Country Work Annual  fixed Donor share
Programme budget
annual
Uganda Yes Yes (subject to 26%
revenue)
Kenya Yes Yes (subject to 20%
revenue)
Seychelles Yes Yes 0
Sudan Yes Yes (subject to 45%
revenue)
Tanzania Yes Yes (subject to 20%
revenue)
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Q2. How do you cope with the insecure funding; competing demands from donors
and HR constraints. What are your strategies for dealing with these problems?

The participants agreed that it was a good strategy to talk to donors and for them to talk
jointly to the government about statistical priorities, to ensure sustainable funding from
treasuries.

Q3. Define an ideal organizational structure for an office with 250 staff and 10 subject
matter units, with three main household surveys, two establishment surveys, use of
administrative data, national accounts. Allocate staff over the units.

After a discussion in the plenary it was agreed that and organisational structure would
depend on the following:

Activities and outputs needed from the organization

Size of office

Mandate of the office

Size of economy

Job evaluations and functional reviews of staff members needed

The statistics strategy and its contents.

10
May 2009



Report of the GDDS Senior Management Workshop - Mom  basa

2 Day 2

2.1 Topic 3: Project Management - Designing and Imp  lementing
Results Oriented Statistical

2.2 Presentations from the consultants

The Ronald introduced the topic, and then Hilkka presented the project management
approach and showed how it is practiced in Statistics Finland. She noted that a project is a
one-off development process with a start and end time. She considered projects to be a
process of statistical end products. She illustrated a project plan, gave examples of setting
up projects and of the documentation used.

Ronald then made a presentation on the types of project, these included i) new statistics
projects; ii) changes to existing activities such as surveys or methodologies; and iii)
organisation change activities, which are good for getting people out of their comfort zone. In
some organisations all work is project work, some projects are very short and others run for
4 to 5 years.

The Netherlands and UK have used the PRINCE2 management tools for several years
others use other tools.

He described the ‘Golden Triangle’ of project management, time, costs and scope. This
shows the fixed elements with which every project manager has to work. These are the staff
time available in conjunction with the start and end times of the project; the costs or budget;
and the scope of the project.

THE GOLDEN TRIANGLE

TimefStaff Costs/Budget

Scope

2.2.1 Work Breakdown Structure Approaches

Following these Ronald continued with the topic of project management, and described the
Work Breakdown Structure (WBS) approach. This was first developed by the U.S.A
military, but has now been adapted to general project management use.  The WBS

11
July 2009



Report of the GDDS Senior Management Workshop - Mom  basa

approach can also be as another way of describing statistical processes which are often
described using the following names:

Statistical value chain
Statistical production process
Survey production cycle.

The participants were asked to consider a number of handouts — the survey production cycle
and the WBS approach applied to the Data Quality Assessment Framework (DQAF)
elements. This is a tool being jointly developed by the World Bank and the IMF, and is an
amplification of the DQAF to look at the statistical production process. The result is a matrix,
which maps the quality indicators to various stages (building blocks) of the statistical
process. This matrix makes use of a project management tool used extensively in the USA
knows as Work Breakdown Structure (WBS). Details can be found in a free book
downloadable from the web called “PMBOK" WBS might be known by other terms
elsewhere such as “business process”.

This WBS/DQAF matrix provided a useful tool for the discussion and for the organisation of
statistical management issues throughout the workshop. This matrix is still work in progress,
but already provides a useful tool in managing and assessing statistical work. The main
elements of the two dimensions, the DQAF and the statistical building blocks are shown in
Table 2.1. A complete list of the blocks described in the presentation can be found in Table
2.2.

Table 2.1  Matrix of DQAF by activities or building blocks

Classification of "Activities", or "Building Blocks
1. 2. Internal 3.ICT 4. 5. 6. 7. Integration |8. 9. Use of
Institutional |organization |tools Frameworks|Surveys. |Methodology. |Frameworks [Disseminat|statistics
organization. |and and ion
management registers.
issues
DQAF1
DQAF2
DQAF3

DQAF4
DQAF5
DQAFO

There was no good name invented yet for the matrix, and Uganda asked whether the
concept of statistical value chain was the equivalent of the WBS matrix.

! The Project Management Framework (based on PMBOK Third Edition) embodies a project
life cycle and five major project management process areas. Mapped to these five process
areas are nine areas of project management knowledge.

12
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Table 2.2  Building blocks of work breakdown structu re used in matrix
1&2 INSTITUTIONAL & INTERNAL POLICY
1.1 Policy formulation METHODS
1.2 Defining focus points 6.1 Subject matter field
1.3 Communications policy 6.2 Theory
1.4 Policy meetings 6.3 Work breakdown structure
15 Policy evaluation 6.4 Application of tool boxes
3 ICT INTEGRATION FRAMEWORK
3.1 System design 7.1 Design of approach
3.2 Procurement 7.2 Data collection
3.3 Installation 73 Checks and correction
3.4 Activation and testing 7.4 Completion
35 Maintenance and refinement 75 Harmonization, analysis, and integration
4 REGISTERS & FRAMES 7.6 Data production
4.1 Design and structure DISSEMINATION
4.2 Definition and selection of units 8.1 Databases
4.3 Application of economic unit classification 8.2 Web
4.4 Selection of variables 8.3 CD-ROM/DVD
4.5 Software implementation 8.4 Print
4.6 Update USERS
4.7 Sample frame production 9.1 Understanding the topic
4.8 Further improvement 92 Defining information needs
SURVEYS 9.3 Select quantitative methods
51 Survey design 94 Apply toolboxes
52 Questionnaire design 95 Reliability check
53 Sample design 9.6 Examination of usefulness
54 Data collection 97 Presentations
55 Data processing 9.8 Reporting
5.6 Data analysis
57 Data production

July 2009
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2.2.2 Further presentations on Topic 3

Two more presentations were made by the consultants, Hermann Habermann, and Mary
Strode.

Hermann spoke of the three things that people on projects should be aware of — scope, time
and cost. Reducing scope may mean reducing value, increasing scope will increase costs.
Trading off between them is not easy. He went on to give a number of lessons in project
management using examples from his experience. He stressed the importance of risk
awareness and that failure is a team failure not that of any one individual. When things go
well emphasise the contribution of each team member, when things go badly do not single
out individuals for blame. If things are not going well, then adding team members is rarely a
solution, think about redefining scope.

Mary spoke about NSDS implementation, the largest project than an NSO will implement.
She then went on to illustrate an example of risk assessment using a scoring system which
multiplies for the strength of the risk by the likelihood of it happening, this then gives an

importance score to each risk factor. Finally she outlined a Gantt chart as a tool for planning
and sequencing work.

2.3 Exercise 3

The workshop was divided into the same two discussion groups, and the participants were
asked to discuss and make recommendations on several questions:

‘1. List the main reasons why a proper project management approach is needed.
2. Agree on steps necessary to set priorities within an annual work programme.

3. Compare the work break-down structure, with the statistical production process,
and with the survey production cycle. (not done)

4..’Agree on the steps necessary to implement a statistical project and outline how
would you handle the risks involved.’

14
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2.3.1 Exercise 3: Group 2

Chair: Sudan & Rapporteur:

Q1. Main reasons for project management approach are:
At onset you have clearly defined objectives.
Work processes are defined to lead to meeting the objectives.
Outcomes and deliverables are defined.

Costs — financial, human resources and equipment are assessed and can be planned
for.

As there are limited human resources available, the project approach can be tailored
to the specific needs and constraints of the country.

M & E is defined at the end to measure success and lessons learned, ready to
improve the next similar project.

Use existing templates should be used as much as possible — don'’t reinvent the
wheel.

The only reason why a project management approach would not be needed is if one was
operating under very strict time constraints or an emergency situation.

Q2. Agree on steps necessary to set priorities within an annual work programme.
To identify user needs
Check if the technical skills needed are available in the NSO?
Is the budget needed available?
Check the quality of the source data to be used.

Consider whether the outcomes will be reliable? It is a precondition that the outcome
— the statistical results - should be reliable.

Timeframe for the activity — a proper sequence to deliver the outcomes with an end

date which meets needs. It ensures that the project starts in good time.

Q4 .Agree on the steps necessary to implement a statistical project and outline how you
would handle the risks involved

Define the steps for a project — assess the risks.
o Risks might include: refusal of the project proposal by funders, or

o Proposal is taken away by another organisation to implement, or

15
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o The project may not clearly identify the benefits of the project.
Solution to risks:

o Rethink the risks — and re-submit

o Influential people or champions to support project.

o Work in partnership with the competing organisation

o Highlight the direct and indirect benefits from the project.

2.3.2 Exercise 3—Group 1
Chair: Sudan. Rapporteur: Uganda
Q1. Main reasons for project management approach are:

* Projects are an important component of the NSO work programme; project
management helps in delivering the outputs within the cost available.

» Proper project management helps to achieve the objectives, it helps to allocate and
use resources efficiently.

» Useful in examining risks and the impact of failure; it facilitates the monitoring of
progress and foreseeing risks. Then projects can be evaluated at the end.

Q2. Agree on steps necessary to set priorities within an annual work programme.

The group agreed that the priorities would relate firmly to those set in the Strategic Plan.
Within that Plan, the organisation has:

Core products which are top priority, e.g. regular key economic indicators.

Planned and sequenced surveys and projects (related to the National Development
Plan).

Ad hoc studies that may be dictated by the current situation and new demands from
key users.

Q4. 'Agree on the steps necessary to implement a statistical project and outline how would
you handle the risks involved.’

» Assessment of project topic and its relevance to the strategic plan of the organisation.
If outside the plan then consider not doing it.

» Establish priority of the topic within the strategic plan.
» Ifitis high priority then assess the cost and the opportunity costs of implementing that

project. Be aware of the competing demands on resources of any new programme
and weight up the alternatives.

16
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» Assessing the risks around the non-funding or only partial funding or the late arrival of
resources.

* The mitigation strategy is the development of contingency plans — e.g. late
release of funds are there alternative sources of funds, chances of delaying
implementation — or managing the scope to fit within the resource envelope
(see golden triangle).

* Risks may have a direct impact on the quality of the outputs.

» Develop a WBS for the project — or the Project Implementation Document (PID) —
with all project activities necessary, timelines for activities and the budget required for
implementing the activities. HR requirement, categories of staff, financial resources
and the logistics.

2.4 Topic 4: Managing Quality in Statistics

The afternoon session was introduced by the Ronald. The three consultants, Hermann
Habermann, Hilkka Vihavainen, and Mary Strode then gave their presentations. Hermann
also handed out a paper ‘Managing Data Quality’ which is appended to this report in Annex
D.3.

Hermann Habermann outlined the role of quality control as a cross-cutting functional area in
an NSO, to establish fitness for use. He described the quality dimensions (from the DQAF)
and the way in which quality is managed by the NSO.  Quality control is a major task and
function of the Chief Statistician, but should pervade all aspects of the work of an NSO.
Quality underpins public trust in official statistics.

Hilkka described quality management, its challenges and the steps which had been taken
since 1996 in Statistics Finland to improve quality. A Total Quality Management framework
is used, and quality criteria were first formulated in 2003 in the handbook ‘Quality Guidelines
in Official Statistics’, which was subsequently approved by the statistical authorities in 2004.
Internal audits of different statistical systems began in 2006 (annually 10-15 are assessed).
The evaluations of statistical products and processes are done by a mixture of internal
auditing, peer reviews and a series international evaluations by Eurostat and others. Quality
descriptions are available in printed form and online. The most important issue is
standardisation of statistical concepts, methods and processes.

Mary talked about the use of quality standards in Africa and described the work being carried
out in South Africa to produce the SASQAF — a national quality standard based on the DQAF
and the way in which Mozambique is preparing for releasing detailed district data by means
of quality reviews to ensure data are fit for purpose.

2.5 Discussion following presentations

Uganda made comments on quality and stressed that the quality problems often occur in
implementing projects rather than in the planning if them. Quality should be built into the
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planning and instilled in the people doing the job. It is often not well understood that major
quality challenges tend to be in the conduct of fieldwork.

Another point raised was the role of the Chief Statistician as a guardian of data quality. He or
she sometimes has to comment on data which the NSO has not played a part in producing,
therefore he or she has to be well informed about all official statistics. Hermann Habermann
advised on relations with the media, try to get them on your side and always return their calls

promptly (within 20 minutes). Ensure that you are perceived as a spokesperson for
statistical quality.

2.6 Exercise 4.
The participants formed into the regular discussion groups to discuss the questions:
Q1. Define the challenges to producing good quality statistics.

Q2. Rank and list the quality issues that you think are the most important (list at least 5
quality issues).

Q3. How do you overcome those challenges and who would be responsible for the actions.
Q4. Give advice on the quality policy(s) would be needed in a statistical organization.
2.6.1 Exercise 4: Group 1

Chair: Seychelles. Rapporteur: Tanzania

Q1. Define the challenges to producing good quality statistics.

The first challenge was to establish a culture of quality in the NSO and in the NSS
organisations.

Secondly, expertise is required in all areas in planning for quality: subject matter,
data collection, method, processing & dissemination.

Adequate resources are necessary for quality data collection, which is where quality
starts. These are human, financial and logistical resources.

Professional independence in NSS is needed.

Good respondent cooperation in household and enterprise surveys is vital in getting
quality data.

Inaccessibility of some Primary Sampling Units is a major challenge.

Cutting out irrelevant information — redundancy in questionnaire uses resources
which could be better used to improve quality and places an unnecessary burden on
respondents and enumerators.

Q2. Rank and list the quality issues that you think are the most important (list at least 5)

1. Culture of quality.
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4.

5.

Expertise in quality.
Resources for quality data collection.
Professional independence of NSS.

Cooperation of respondents.

Q3. How do you overcome those challenges and who would be responsible for the actions.

1.

2.

2.6.2

Creation of culture of quality — in NSOs and this is the job of the CEO to walk the talk.

Expertise creation — formal training, on-the job training and recognition and rewarding
of employees on certain areas of quality.

Improve budgeting of data collection — justify budget fully to funders/finance so that
costs are not cut.

Enshrining independence in the statistics act. Advocate and explain the law and
those concerned (they don’t know about law), advance release calendar can help.

Advocacy for statistics and the reduction of burden on both data providers and data
collectors.

Exercise 4: Group 2

Chair: Kenya. Rapporteur: Uganda

Q1. Define the challenges to producing good quality statistics.

Challenges arrive from i) process of producing statistics and ii) structural set-up of the NSO.

Design of questionnaires.
Good sampling frames needed.
Project management (ICT, subject matter, management skills).

Good quality enumerators — big effect on quality.

Weak processes are a major challenge the structural challenges to quality are:

Lack of IT — software, hardware.
Lack of skilled IT staff, sampling experts and the management of resources.
Lack of financial resources.

Loss of capacity — especially of enumerators and supervisors who are temporary staff
who leave at the end of each operation.

Q2. Rank and list the quality issues that you think are the most important (list at least 5)

1. DQAF to address the weak processes in the system.

19
July 2009



Report of the GDDS Senior Management Workshop - Mom  basa

2. Lack of good sampling frames.
3. Skilled staff — both professional & field officers.
4. Adequate funding —underfunding in most cases.
5. Process description through good metadata
Q3. How do you overcome those challenges and who would be responsible for the actions

1. Choice of quality framework — the DQAF should be modified and made suitable for
local conditions, using IMF, SASQAF, EU etc. Responsibility lies with top management
of NSO with advice from GDDS coordinator.

2. Lack of frames - regularly update the frames used such as the list of EAs from the
census, survey listing could be used to update the frame of EAs. Business register
should be regularly updated — section heads responsible for surveys should be
responsible.

3. Skilled staff — recruitment & training and suitable incentives for them to remain in the
organisation. The responsibility lies with administration and Board of Directors.

4. Funding - link activities to national development agenda — national plan or PRSP —
ensure that highest legislators are attracted by the statistics plan. Advocacy can help
to attract funding. The Director General should be responsible with her or his
management team.

5. Production of metadata — creating and updating country metadata. All technical
sections are responsible for this.

Q4. Give advice on the quality policy(s) which would be needed in a statistical organisation
Standardisation of processes in the organisation is needed.

Peer review mechanisms in the topical issues. Reviewers come from within country
or from other countries.

Management to meet and to discuss quality issues in response to data production
and pass on messages to all staff for consumption and use.

There was a discussion following the group presentations on the separation of structure
and the management of processes. There us a need to address human resources
issues.
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3 Day 3:

3.1 Topic 5: Managing People and Projects

The topic was introduced by Ronald who discussed a handout on project management. The
consultants gave their presentations in the following order: Mary, Hilkka and Hermann.

Mary’'s presentation focussed on managing people, human resource management and
training. She demonstrated briefly a CD produced by the Statistical Services Centre at
Reading University (UK) which could be used as a structured e-learning opportunity.
Associated with this electronic course is a virtual statistics textbook - CAST — in which the
text is associated with imbedded exercises and marking systems. The CD was produced
for the SADC training programme in Statistics and is freely available on request to Reading
University.

Hilkka discussed people management, together the role of people in teams and projects. A
particularly important point was the difference between a manager and a leader. She
stressed that the project manager should have strong leadership skills. She also discussed
recruitment processes in some detail.

Hermann told the participants that there were three key ingredients, i) the annual work plan,
i) the NSS staff and their expertise; and iii) non-staff resources which are other government
agencies and contractors. These three have to be monitored and managed.
Communication is vital in managing these. Finally, one should know when to cancel a
project based on new information coming from the project.

A further handout on people management was discussed by Ronald. He noted that a good
leader is extremely important and repeated a Dutch saying to illustrate this point ‘a fish rots
from its head’.  Some points were noted by him on people management, that papers are
managed but people are led. Good project documentation is important, a performance
environment is crucial with very clear goals.

He illustrated the importance of working in an environment with a minimum of punishment
and criticism with the parable of the good Mark and the bad Mark. These were two pupils in
school class who shared the same fist name, one always behaved well and the other poorly.
At a parents’ evening the teacher confused the two boys’ parents and praised the ‘bad’ Mark.
The parents of the bad boy reported the teachers praise to their son whose behaviour
improved from that day inwards, illustrating that people often respond to a leaders
expectations.

3.1.1 Plenary discussion

A lively discussion followed the presentations. Uganda noted that people were the main
resource of a statistical office, but that the resources to select from were usually very limited.
It was helpful to always include section heads in project teams to ensure that management is
kept in touch with project progress. This was particularly acute in tiny offices like the
Seychelles, where delegation tends to be impossible.

Succession planning was discussed at some length. When there is a vacant post is the post
first advertised internally to give existing staff an advantage over external candidates?
Kenya was able to recruit externally and internally for its projects. In Tanzania recruitment is
handled by an agent and there is no ring-fencing of internal posts, all apply simultaneously.
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The Kenya representative worried that staff might not accept external staff in more senior
posts. The Sudan team asked questions about how to change an organisational culture, and
the representative from Tanzania felt that the answer was in in-service training which set and
maintained the organisational culture.

Rotation of staff between posts to give a good understanding of many sector statistics was
discussed, and again this could be problematic in some offices where there was only one
national accountant of sampling specialist. Uganda felt that managers needed 5 or 6 years
experience in a job in order to build up confidence. It was agreed that both extremes of no
rotation and constant rotation were unhelpful, and Ronald suggested that projects could be
useful in helping to retain staff with scarce skills in their posts, but also giving them wider
experience.

Equal opportunities between ethnic groups are important in Africa, but difficult to manage
where some groups have a strong culture of deduction and others do not. In some cases
almost all the candidates for a post can come from one particular group. In Kenya this was
handled by a quota system.

3.2 Exercise 5
The participants formed into the regular discussion groups to discuss the questions:

1. List your main concerns about human resource management in your statistical
systems.

2. Define a recruitment policy.

3. Define a training plan and policy for your statistical office.
4. Explain how you would allocate staff to projects.

5. Define a promotion policy for your office.

6. Define a strategy to motivate staff. (List the benefits of the actions)
3.2.1 Exercise 5: Group 1
Chair: Sudan. Rapporteur: Seychelles
Q1. List your main concerns about human resource management in your statistical

systems.

Decentralised system — how to manage the statistics cadre —a common cadre is
desirable with common terms and conditions, and the rotation of staff.

High turnover of professional staff.
Inadequate qualified personnel in NSS.
Shortage of posts in the system

Retaining experienced staff.

Unqualified staff working on stats in the NSS.

Lack of professional associations — isolated staff working in statistical units in MDAs.
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Q2. Define a recruitment policy.

Include the expectations of the organisation and a statement of this for new
recruits.

Set out job competences stated in a transparent way during recruitment.
Outline the attractions of working for the organisation.

Terms of employment made clear (short or long-term).

Composition of interview panel — may be determined/differ by level of post.

Policy versus rights (equal opportunity and suitability for the job e.g. women as
fieldworkers).

Recruitment could be outsourced (more neutral).
Treatment of internal candidates over external candidates

Q3. Define a training plan and policy for your statistical office.
Training needs assessment.
Updating skills and new methods.
Retraining and refresher policy.
Rotation needs training.
Bonding staff to the organisation after training.

Mechanism for selecting candidates for training.

Q4. Explain how you would allocate staff to projects.
Not covered due to lack of time

Q5 Promotion policy
Performance, qualification & duration of employment.
Performance appraisal on a structured approach.
Availability of post in the structure of the organisation.

Salary progression for those in post for long time.

Advice for motivating staff

Incentives.

Good working environment — nice offices, ‘staff perks’, restaurants etc.
Create competition.

Encouragement.

Acknowledge good work.

Accountability and penalties for failure.
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3.2.2 Exercise 5: Group 2

Chair: Seychelles. Rapporteur: Kenya

24

Q1. List your main concerns about human resource management in your statistical
systems.

Lack of qualified staff in line ministries.

Pay structure for NSS compared with NSO is demotivating.

Lack of experienced staff to handle projects and specialist tasks.

If the NSO is a Government Department — staff are selected by civil service authority.
High turnover in NSO - transfers from MDASs.

Staff retention — attracted to well paid jobs in WB & IMF.

Q2. Define a recruitment policy.

Analyse the situation — is a post needed.

Job analysis and evaluation of the pots.

Define job description.

Job competences set out.

For statisticians — internal and external advertisement.

Ageing staff — a succession policy needed and recruiting early to fill these posts.
Competent panel to recruit the staff.

Advertisement for the post give people a chance.

Q3. Define a training plan and policy for your statistical office.

Training needs assessment — and based on this develop training plans.
Training should be demand driven.
Training committee needed to look at requests for training.

Encourage staff to fund own training in whole or in part. It must be relevant to needs
of the organisation.

Collaboration with local universities for tailor made courses.

Q5 Promotion policy

Scheme of service is needed for all professionals to define career path for all staff in
terms of promotion.

Periodic appraisal — for young ones especially.

Based on Skills, job experience and academic qualifications.
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Advice for motivating staff
Bonuses for achievement for all cadres

Contracts for all staff above a certain level. You can then get rid of them if they do
not perform.

Certificates acknowledging contribution and cash for good performance.
Training scheme to motivate people.

Provide transport scheme (buses — car loans, commuter allowances) but juniors are
left out.

Medical scheme & immediate family.
Canteen subsidised in workplace.
Recreation facilities, gym.

Car parking spaces.

3.2.3 Discussion following Exercise 5.

Participants felt that the major contribution to staff retention was better pay. Non-
performance is very obvious, but it may be difficult to take actions as staff pay did not reflect
the demands of job.

A promotion policy was needed; managers should not wait for an old staff member to retire.
A career path is important, everyone should be appraised and a bonus system or a way of
rewarding good performance should be introduced. Everyone should be regularly appraised,
many countries had a policy on this but managers found it difficult to implement.

In-service training was not stressed in the group presentations, and this can be a good
motivator. Everyone should be appraised and this should be transparent, and being given
more responsibility can be an important tool for motivating people.

3.3 Topic 6: Getting Results out of Activities

The topic was introduced by Ronald and presentations were given by Hilkka, Mary and
Hermann.

Hilkka discussed the preparation of the project plan, and the basic principles in designing of
the activities, schedules and milestones. She also discussed the roles of different players in
implementation of the project and finally the follow-up of the project, including its evaluation
and learning lessons from successes and failures. One important point was ensuring that
there was adequate documentation of the project.

Mary discussed dissemination, particularly the importance of the website and its
management to the image and accessibility of statistics to users. The way in which data is
released is also very important in promoting its use.

Hermann discussed project execution and emphasised the importance of three issues, firstly
are we dealing with the right problem in the project; secondly what evaluation criteria are to
be used in implementation; and thirdly making sure that our plans are still valid throughout
implementation. There is a danger of ‘foolish consistency’, as events happen which can
make plans invalid and at that point plans must be revised. Hermann stressed that leaders
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do not like surprises, they can deal with disappointments and failure but they dislike
surprises.

Ronald made a summary of the project management steps. First the scope is defined, then
the resource needs, milestones must be set and the results clearly defined. Results
monitoring was particularly important.

The Executive Director of Uganda noted that the next course needed was in report writing,
both for technical results, but also on the activities of the organisation.

3.4 Concluding Remarks
3.4.1 Workshop Evaluation

All delegates (not observers) were asked to complete two evaluation sheets one on the
workshop, and one on the GDDS module as a whole.

Laura Ahtime (Seychelles) thanked the World Bank and the consultants on behalf of the
participants and John Male Mukasa (Uganda) commented that small is beautiful, as the
small group led to some very interesting discussions, although it was a pity that other chief
statisticians had not attended . The focus of the workshop was on the areas we were
interested in and he took away several messages which are as follows:

Do not surprise politicians.
Take time to think.
Work closely with the media.

The consultants expressed their appreciation for the participants, the Ronald and the
arrangements made. They said they in turn had learned much from the participants and
hoped that the workshop would prove useful to the participants on their return home.
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Annex A Agenda for the Workshop

Management Seminar for Senior staff
Mombasa, Kenya
1 -3 July, 2009
Organizer and Chair: Ronald Luttikhuizen
World Bank

Day 1. 09.00 - 18.00

a.m.
1. Introduction and Opening. 10 min.
2. Presentation of the GDDS project framework (Ronald)
3. Countries present their list of topics for discussion.
4. Topic 1. Making National Statistical Systems work . Introduction (Ronald)
Break:
5. Presentations on the Making the Statistical System Work
by Hermann, Hilkka, and Mary (each about 20 minutes).
6. Sub groups for discussions with experts, based on an exercise or problem to solve,
with reporting to the group. 1 hour.
7. Plenary presentation and discussion.
Exercise 1:

1. List your most pressing problems in the field of institutional issues in the national
statistical system.

2. Discuss and agree on a strategy to improve the institutional coordination in your
countries.

List at least 6 points.

13 - 14.00 Lunch break

8.

Break

10.

Topic 2: Managing Statistical Organizations . Introduction (Ronald)
Presentations by Hermann, Hilkka, and Mary, each 20 minutes. Followed by
discussion

Sub groups for discussions with experts, based on an exercise or problem to solve,
with reporting to the group. 2 hours.
Plenary presentation and discussion.
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Exercise 2:
1. List the main organizational needs and shortcomings of your statistical office.

2. How do you cope with the insecure funding; competing demands from donors and HR
constraints. What are your strategies for dealing with these problems?

3. Define an ideal organizational structure for an office with 250 staff and 10 subject matter
units, with three main household surveys, two establishment surveys, use of administrative
data, national accounts. Allocate staff over the units.

4. Advise on two types of resource constraints (e.g. training needs/short of staff numbers).

Welcome drink.

Day 2. 09.00 - 18.00

1. Topic 3: Project Management -Designing and Implementing Results Orie  nted
Statistical Projects . Introduction (Ronald)

2. Presentations by, Ronald, Hilkka, Mary and Hermann

Break:

3. Sub group for discussions with experts, based on an exercise or problem to solve,
with reporting to the group. 2 hours.

4, Plenary presentation and discussion.

Exercise 3:

1. List the main reasons why a proper project management approach is needed.

2. Agree on steps necessary to set priorities within an annual work programme.

3. Compare the work break-down structure, with the statistical production process, and with
the survey production cycle.

4. Agree on the steps necessary to design and implement a statistical project and outline how
would you handle the risks involved.

13.00 - 14.00 Lunch break

5. Topic 4: Managing Quality in Statistics . Introduction (Ronald)

6. Presentations by Hermann, Hilkka, and Mary, with discussion.

Break

7. Sub groups for discussions with experts, based on an exercise or problem to solve,
with report to the group. 1 hour.

8. Plenary presentation and discussion.

Exercise 4:

1. Define the challenges to producing good quality statistics.

2. Rank and list the quality issues that you think are the most important (list at least 5
quality issues).

3. How do you overcome those challenges and who would be responsible for the actions .
4. Give advice on the quality policy(s) would be needed in a statistical organization.

28
May 2009



Report of the GDDS Senior Management Workshop - Mom  basa

Day 3. 09.00 - 18.00

1. Topic 5: Managing People and Projects , Introduction (Ronald)

2. Presentations by Mary, Hilkka, and Hermann, with discussions.

Break

3. Sub groups for discussions with experts, based on an exercise or problem to solve,
with reporting to the group. 2 hours.

4, Plenary presentation and discussion.
Exercise 5:

1. List your main concerns about human resource management in your statistical systems.
. Define a recruitment policy.

. Define a training plan and policy for your statistical office.

. Explain how you would allocate staff to projects.

. Define a promotion policy for your office.

. Define a strategy to motivate staff. (list the benefits of the actions)

OO wWN

13 - 14.00 Lunch break

5. Topic 6: Getting Results out of Activities . Introduction (Ronald)

6. Presentations by Hilkka, Mary and Hermann

Break:

7. Sub groups for discussions with experts, based on an exercise or problem to solve,
with reporting to the group. 2 hours

8. Plenary presentation and discussion.

9. Closing Remarks

Exercise 6:

1. List the criteria for success in statistical cooperation (donor support) projects in Africa
2. List the criteria for success in statistical organization and reform in Africa
3. Agree and list 6 key lessons for running successful statistical projects.
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Annex B Group Exercises

Day 1
Topic: Country management priorities
Both groups should answer the following questions:

Question a.  List the most important knowledge and training needs for external and
internal management issues.

Question b.  What should a comprehensive statistical training programme look
like?’

Day 2:

Topic: External and Internal Organizational Issues

Both groups should answer the following questions:

Question a.  List the most important knowledge and training needs for external and
internal management issues.

Questionb.  What should a comprehensive statistical training programme look
like?’

Group 1 should answer the following additional question:

Question ¢ ‘What needs to be in an MOU to improve the relations between different
statistical producers? List 10 main points and come with answers about how to
address these issues.’

Group 2 should choose from the following questions:
Question c. What are the key issues to be addressed for improving the external
institutional framework.

Question d. Which key business and household surveys should be the core of an
African statistical system, please list.

Question e.. Assuming some growth in your economy and the taxation base, what
proportion of the total statistical budget should come from the national government in
say 10 year’s time?

Question f. What are the key issues to be addressed for improving the internal
management structure of your national statistical services?
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Day 3:
Topic: Work Breakdown Structure
GROUP 1:

Question a. Discuss the usefulness of the Work Breakdown Structure or Business
Process Structure. Give the pros and cons

Question b. Discuss the three series of steps that were presented to you and discuss
which are relevant for your approach to the WBS of a LFS.

Question c. Discuss the relevance of the (9) building blocks or activities for the LFS.

GROUP 2:
Discuss and identify the key points under the following headings:

Question a. Stakeholders — Who are they? Which ones are key to success: How will
you handle their interests?

Question b.  Risks — What are the key risks? Assess them as high medium and low
in terms of both probability and impact. How will you deal with them if they arise?

Day 4:

Topic: Knowledge and Quality Standards.
Both Groups should answer the same topics.
Questiona. Make a list of the knowledge / quality training needs.

Question b.  Discuss the difference (pros and cons) between a subject matter skills
and “core mathematical skills”. List differences.

Question c. Discuss the DQAF and mention the 10 topics you think are most
important.

Questiond. Do you think the DQAF or something like it could be useful in your
country?

Question e.  List for five DQAF criteria the risks/problems you see at the level of the
organization. Policy about organization.

Questionf.  List for five DQAF criteria the risks/problems you see for conducting
household surveys or firm surveys. What should the policy be about survey design.

Day 5
Topic: Concluding priorities

Individual country teams to devise a brief plan for the future improvement of statistical
management:
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Consider the 5 key statistical management activities that you plan to introduce in each
country.

Review your plans systematically, perhaps using the coloured matrix framework. How can
we use project management to deliver the improvements needed?
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Annex C Participants List

C.1 List of participants

basa

. . Telephone .
Names Designation Number E-mail Address
Director Operations - NBS maro@nbs.go.tz /
Radegunda Maro 00255754583415 | radehoust@yahoo.com
James W Mubiru Deputy Executive 00256772514829 james.mubiru@ubos.org
John Male Mukasa Executive Director 0025677272198 john.malemukasa@ubos.org
Elsir Hassan Abbas Executive Director 0024918377725 elsirabbas@yahoo.com
Salih Hi. Abu-ElI- Dlre_ctpr of population salihabuelyamen@vyahoo.co.uk
Yamen statistics 00249912520852

Laura Ahtime

Principal Statistician

00248 - 611656

laura@nbs.gov.sc

Helena De Letourdis

Principal Statistician

+248 - 611663

helena@nsb.gov.sc

David Mboni

Project Manager

+2542313749

mbonidavid@knbs.go.ke

Ronald Luttikhuizen

World Bank GDDS
Project Manager

+1 202 458 5595

rluttikhuizen@worldbank.org

hilkka.vihavainen@stat.fi

. . . Consultant
Hilkka Vihavainen +358505002296
Hermann Habermann Consultant 0017004593242 hermannhabermann@aol.com
Consultant
mary.strode@opml.co.uk
Mary Strode +441865207300
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Annex D  Papers and handouts contributed by Hermann
Habermann

D.1 Making National Statistical Systems Work
Making National Statistical Systems Work
or
Elements of a successful National Statistical System?
Introduction

There is a strong ethos that binds national statistical agencies with their colleagues around
the world. This ethos is based on a common language — mathematics — and shared values
about the importance of statistics and generally accepted practices. Despite this ethos, each
national statistical system is unique - with its own history, resources, and imbedded in its
own culture. Hence each national statistical office (NSO) has to find its own best
management and operating practices. However, there are some general observations which
I would like to discuss below. The extent to which they are applicable to any one country will
vary by that country.

I will first discuss the foundations of a national statistical system, the spectrum of
organizational alternatives from completely centralized to decentralized, and then aspects of
the legal foundation.

Foundations of a national statistical system
Purposes
Principles
Practices

Purposes of a NSO

Statistics publicly available from government agencies are essential for a nation to advance
the economic well-being and quality of life of its people. Government policy makers,
businesses, educators, and individuals rely on high-quality publicly available data as the
basis for informed decisions on a wide variety of issues. The following are the major reasons
for a national statistical office:

1. The opportunity to achieve higher data quality and greater efficiency of statistical
production through a consolidated and more highly professional activity.

2. The need for ongoing, up-to-date information in a subject area that extends beyond
the scope of individual operating units, possibly involving other departments or
agencies.

3. The need to protect the confidentiality of responses of data providers, both individuals
and organizations.

% This material is derived from personal experience and from: Handbook of Statistical Organization,
Third Edition, United Nations, 2003; Principles and Practices for a Federal Statistical Agency, Fourth
Edition, National Academies, 2009 and Fundamental Principles of Official Statistics, United Nations
Statistical Commission 1994.
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4. The need for data series which are independent — not subject to control by policy
makers or regulatory enforcement agencies and equally available to all users —a
public good.

Principles of a NSO

There are four fundamental principles that can guide a nation in fulfilling the purposes of their
statistical office:

Principle 1. A national statistical office must be in a position to provide objective information
that is relevant to issues of public policy.

Those in the statistical office must be knowledgeable about the issues and requirements of
public policy and government programs, and must be able to provide objective information
that is relevant to policy and program needs. Objective information is information that is as
accurate and comprehensible as possible and is not designed to promote a particular policy
position or group interest. To establish priorities, a statistical office must work closely with a
broad spectrum of users in the business sector, academia, and regional (e.g. state and/or
local) governmental entities.

Principle 2. An NSO must have credibility with those who use its data and information.

Few data users are in a position are in a position to verify the data that comes from a
statistical office. They have no choice but to rely on the reputation — credibility — of the office.
Although a reputation is painstakingly earned it can be lost in a moment.

Ways that an NSO earns creditability include:

Openness about sources and limitations of the data provided
Willingness to understand and meet user needs

Respect for the users of data

Freedom from political interference

Absence of policy advocacy

Principle 3. An NSO must have the trust of those whose information it obtains.

In most countries, data that individuals have about themselves — be it social, demographic or
economic - belongs to the individual. It is private. In order to obtain this data the NSO
enters into a kind of contract. It asks for this private data and in return says that it will keep
the data confidential. By confidential it means that the data will only be used for statistical
purposes and the individually identifiable data will not be divulged. A statistical office can
only enter into this kind of contract if people trust that it will keep its word. An office earns
this trust in two ways.

The first is to protect the confidentiality of responses. The second is to respect the privacy of
the data respondents by minimizing their time and effort to respond to surveys and to inform
them of the intended uses of the information.

35
July 2009



Report of the GDDS Senior Management Workshop - Mom  basa

Failure to earn creditability, failure to take precautionary steps to protect the data collected,
or a scandal involving a perception of misuse of data can easily affect respondents
willingness to provide full and accurate answers to a data collection.

Principle 4. An NSO must have a strong position of independence within the government.

It is not possible to be completely independent and | know of no offices that are. To be part
of the government and to take even some public money is to be more or less dependent.
However, to be credible and to provide objective, useful, high-quality information, a statistical
office must not only be distinct from those parts of the government that have law
enforcement or policy-making activities, it must have a strong — preferably legal - position of
independence. It must make its decisions on only professional grounds.

This strong degree of independence is reflected in such practices as:
Adherence to predetermined schedules in the public release of important
statistical indicators,
Control over statistical press releases
Control over the processing of data that the office collects
Authority for professional decisions over the scope, content, and frequency of
data compiled, analyzed and disseminated, and
Maintaining a clear distinction between statistical information and policy
interpretation.

Practices for a NSO

Just as with the Purposes and Principles of a statistical office there is a set of practices that
have proved useful for many NSOs in the past.

Practice 1. A clearly defined and well-accepted mission. A NSOs mission should include
responsibility for:

- Determining the sources of the data. It may be surveys, census or administrative
data. The statistical office should have authority to use administrative data from other
government agencies.

Methods of data collection and processing
Methods of analysis
Dissemination of results and documentation of methods

While some national statistical offices have the authority to stop and start data collections
independently, such decisions are often made in conjunction with the Parliament and/or the
President/Prime Minister’s office. Ideally the NSO should have this ability to act
independently but the necessity for public support often dictates the later situation. Care
must be taken that such decisions are taken transparently to ensure that credibility and trust
is not threatened.

Practice 2. Continual development of more useful data.

The expression “if it is not broken, don't fix it” does not apply to statistical offices. Statistical
offices produce estimates and these estimates can always be improved. A successful
statistical office is constantly seeking ways to provide information that is more accurate,
timely and relevant.
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Some ways to accomplish this include:
Combining data from multiple surveys with data from administrative records
Sharing technical information and ideas with other statistical agencies.
Using administrative records as part of an office’s data collection program.

Practice 3. Openness about sources and limitations of the data provided.

It is often hard in the public service to be open about the limitations of ones work. Politicians
are too often unsympathetic in such cases. Nevertheless, a statistical office will gain more in
the long run by being open about the shortfalls in its data collection program. Data releases
should include:

Description of the purpose of the program

Methods and assumptions used for data collection, processing and reporting

What is known and not known about the quality and relevance of the data
Sufficient information to estimate variability

Appropriate methods of analysis to take account of variability and other sources of
error

Practice 4. Wide dissemination of data

A statistical office should strive for the widest possible dissemination of the data it compiles
and the dissemination should be timely and public.

Elements of an effective dissemination program include:

An established publications policy that describes the types of reports and other
releases, the audience and the frequency of release.

Using a variety of avenues including, an official web site, government depository
libraries, international agencies, newsletters and journals, e-mail address lists and the
media.

Release of public use micro data sets and for research by those outside the statistical
office and access to relevant information that is not publicly available.

Procedures for release of information that preclude actual or perceived political
interference.

Practice 5. Cooperation with data users.

To ensure that its products are useful a statistical office should:
Seek advice on data concepts, statistical methods, and data products from data
users as well as from other professional and technical subject-matter experts
Seek advice on its program and priorities from external groups (in particular we will
discuss one such group - the National Statistical Council —in Practice 12)
Provide wide access to data while maintaining confidentiality. In practice this results
in an ongoing tension since the only way to ensure complete confidentiality is to
release no data. Since this is not possible, the dialogue with users is necessary to
understand the limits of data releases.
Provide equal access to all users.

Practice 6. Fair treatment of data providers.
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To maintain a relationship of respect and trust with the data providers a statistical office
should:
Develop policies and procedures to maintain the confidentiality of data.
Develop policies and procedures to inform potential data providers of the purposes of
the data collection, the anticipated uses and how their data can be processed. There
is the issue of how far does one go with informed consent. For example, how much
detail is required in informing a potential respondent about comparing his/her answer
on a survey with administrative tax data that they have provided?
Respecting the privacy of respondents by minimizing time and effort asked of them to
respond surveys.

Practice 7. Commitment to quality and professional standards of practice.

A statistical office should:
Use modern statistical theory and practice
Develop staff expertise in the disciplines relevant to its mission
Develop an understanding of the validity and accuracy of its data and convey this to
the users
Maintain quality assurance programs to improve data quality and the processes of
compiling, editing, and analyzing data
Developing a strong and continuous relationship with professional organizations
Document concepts, definitions, data collection methodologies, and measures of
uncertainty and discuss possible sources of error in reports and other data releases.

Practice 8. An active research program.

Statistics is the science of making decisions based on uncertainty. The criteria and the
methods we use to reach these decisions should be constantly improving. Research
activities vary widely and should include:

- Research on the substantive issues for which the data were compiled to identify
potential improvements to the content of the data, design and operation of the data
collection, and fuller understanding of the limitations of the data.

Research to evaluate and improve statistical methods including, for example
improvements in editing and imputation, estimates for small area and understanding
how to combine administrative and survey data

Research to understand how the statistical office’s information is used.

Research programs are often resource intensive and it is challenging for statistical offices,
particularly smaller ones, to allocate resources to research. This is one of the arguments for
higher degrees of centralization in a national statistical system.

Practice 9. Professional Advancement of Staff

The recruitment, development, support, and retention of professional staff committed to the
highest standards of quality work is critical to the office’s success. We shall turn to this topic
in more detail in the presentation on Managing Statistical Organizations.

Practice 10. A strong and internal and external evaluation program

A key component of building trust is the existence of vigorous, ongoing program of

evaluation for major statistical programs. Regular formal reviews of major data collections
should help to produce the highest quality data possible given the available resources.
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These evaluations should include internal reviews b staff and external reviews by
independent bodies.

Practice 11. Cooperation with other statistical offices and international agencies

A statistical office should seek opportunities to learn from and establish cooperative relations
with other statistical offices at the regional and international level. While there are
differences, as we noted, in size, resources and culture there are also many similarities.
Regular attendance at the United Nations Statistical Commission and regional commissions
can provide an opportunity to increase ones knowledge on how others are approaching
similar problems and to understand directions in international standards.

Practice 12. The National Statistical Council

In Practice 5, | discussed the importance of cooperation with data users. These often take
the form of advisory bodies. A national statistical council can serve as an advisory body but
it can also take on different roles. Some of the roles that an advisory committee can perform
include:
Defense of the statistical office from attacks to which it cannot properly reply owing to
restraints on public servants
Guardian of fundamental values such as obligation to maintain confidentiality
Ensuring that the priorities of the statistical office are taken after careful consideration
of all competing claims
Serving as an independent voice on statistical matters for the Minister to whom the
Chief Statistician reports
Opining on the outputs of the statistical office

Care should be taken to ensure that the agenda does not include operational matters but
should extend to broader issues such as the definition of employment or poverty. The
qualifications of the members should reflect the content of the agenda.

Centralization Spectrum

Types of systems

At one end of this spectrum is the completely centralized statistical system. This is
characterized by the existence of a single department or agency which collects, compiles
and publishes all the official statistics of the government. In fact no such system exists today
- if it ever existed. Even in more centralized national statistical systems there are major
statistical exceptions, such as data on the environment, health or finance, which is collected
and compiled by other agencies. At the other end of the spectrum is the completely
decentralized system in which all data collection and statistical analysis are decentralized by
subject and there is no coordinating mechanism. Fortunately neither does this type of
system exist. Today’s systems can be found between these two extremes.

While there are advantages and disadvantages to being at different points on the spectrum |
do not suggest reorganization for the sole purpose of achieving more or less centralization.
Reorganization of this type is a high energy intensive effort whose outcome often depends
less on high level analysis than on political considerations. Instead attention may be better
paid to the type of coordination mechanisms that exist. Even in more centralized systems
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some coordination is still necessary between the major statistical agency and those in more
specialized agencies.

Coordination Tools

The reasons for coordination include:
To create a national statistical system in which the outcomes of various data
collections are comparable or can at least meaningfully be related to each other,
harmonization of concepts, definitions, classifications and sampling frames is
necessary
To minimize respondent burden and duplication of effort - agreements among data
collection agencies about efficient and effective data collection methods and
schedules are required
To represent a country’s interests internationally, coordination of international policies
is needed.

In a more centralized agency the coordination function will usually be done by the largest
statistical office. In less centralized systems this coordinating function can be accomplished
by an agency usually located in the President’s/Prime Minister’s office. The more
decentralized a statistical system the more important coordination function becomes.

The most important tools that exist for coordination include:
The ability to control or at least to significantly influence the budgets of the statistical
agencies
The ability to control whether or not an agency is allowed to carry out a data
collection activity
The ability to decide on nomenclatures for the statistical system
The ability to control or significantly influence the placement of staff
The active intervention of the National Statistical Council

Coordination is one of those subjects that almost everyone agrees needs to be done.
However, few of us want to be “coordinated”. Even with the support of legislative or
executive mandates, it is often good practice for the coordinating agency to practice its
coordination lightly. More specifically instead of just mandating coordination, the
coordinating agency would be wise to demonstrate the benefits of improved coordination. In
some cases it may be useful to provide some incentives for coordination. These could
include:

Sharing information that would improve the other ministry’s ability for statistical

response

Providing access to statistical expertise that complements the expertise available to

the ministry

Engaging in joint statistical activities so as to provide leverage for both budgets.

Legal Foundation

In some cases the legal framework for a statistics office may cover all the aspects of a
national statistical system while in other cases some of the functions and activities are
defined through executive mandates. In general, a national statistical office has a stronger
and firmer foundation if the foundation is legal rather than executive. Executive foundations
are more easily changed and provide less protection and less stability for data collection
programs. For example, if an NSO has to request funding each year — for each data
collection program it provides — it opens an opportunity for political interference into the data
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collection programs of the agency. We discuss below some major aspects that should be
included in the legal framework of a national statistical system. This is not intended to be a
detailed prescription of the contents of a legal framework but rather a review of the most
important parts of any proposed legal framework.

Mission

The mission statement should create the statistics agency and authorize the agency to
collect, compile, analyze and publish statistical information and the specific areas of data
collection. The authorities to conduct surveys and/or censuses should also be detailed along
with any limitations on this authority. In particular it should be clear what approvals are or
are not required for these data collections.

Chief Statistician

The main thrust of this section should be to spell out the authority of the chief statistician in
deciding what data is to be collected, the manner and compilation of the collection, and the
authority to publish the resulting statistical data. The section should be clear on the role of
the chief statistician as the technical spokesperson for the government on all statistical
questions.

Sharing Information

A legal framework should establish a one way street for the sharing of information possessed
by other government agencies. Administrative records are not only a rich source of
information but they are a critical tool in controlling the costs of statistical information. The
law should be clear as to the rights of the statistical agency to obtain administrative
information from other agencies, its obligations under these rights and any limitations to
these rights.

Respondent Rights and Obligations

This section should discuss the right of respondents to be treated with respect and the steps
that will be taken to minimize their burden in responding to survey and census requests. The
extent to which response is made compulsory should be addressed. The statistical system
should to be cautious in requesting legal authority to compel responses in data collections.
Beyond the need for government to be cautious in using its powers is the practicality that few
examples of enforcement of legal penalties for failure to respond to a data collection exist.

Protection of Data Confidentiality

This is one of the most critical sections of the legal framework. The protection of data
confidentiality is critical to sustaining trust and credibility of the statistical system. Without
the voluntary cooperation of the respondents, even with compulsory response mandates,
statistical agencies cannot perform their work. Necessary to this voluntary cooperation is the
continued belief that the agencies will keep their word.

This section should spell out the obligations of the statistical agency and its staff and

penalties for disclosure. It should also be clear if there are any exceptions to the
confidentiality pledge.

Summary
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As you work with your governments, data users, and respondents to make your national
statistics office effect, keep in mind the purpose, principles, and practices. Talk with
statistical offices with similar attributes and with statistical offices whose output and
effectiveness you admire.

D.2 Managing Statistical Organisations

While there is no single, ideal way to organise a national statistics office (NSO), a great deal
of similarity can be found in the organization of statistical offices across the world. For
example, a director of economics statistics is likely to find a counterpart with very similar
responsibilities in other countries. Also, in all organizations, coordination across the range of
functions — and with other agencies - is a must. In smaller offices this may be achieved
through informal mutual arrangements; in larger offices through more formal mechanisms.
Additionally, the NSO should have a strong corporate culture: shared beliefs, values and
norms. Managing the NSO with its range of functions, coordination requirements, and goal
of providing useful data is not a trivial task. It depends on good planning, a strong leader, a
solid management team, and a dedication to effective communications. Basic to most
successful statistical offices is the existence of a corporate plan.

D.2.1 Corporate Plan

The corporate plan does not set out detailed work plans but provides a high level framework
within which to prepare the work program each year. The corporate plan outlines the
mission and values of the organization and sets the objectives and strategies to achieve
them. It should be developed with input from at least some of the NSO staff. The corporate
plan is the high level document from which individual units and ultimately individuals develop
their own detailed plans and performance agreements. It sets the direction and codifies the
principles of the NSO. The corporate plan is the glue which binds the organization together.
Based on the corporate plan it should be possible for every employee to understand the
mission and key values of the organization and their place in it. Beyond this, the corporate
plan can be an effective way to explain the national statistical office to those outside the
office.

In the remainder of this presentation we shall consider some of the most important
considerations in managing a national statistical office.

D.2.2 Chief Statistician

Importance

In more centralized statistical systems there is one central statistical agency and the head of
the agency is often referred to as the Chief Statistician of that country’s statistical system or
more simply as the Chief Statistician of that country. We devote a section of this
presentation to the Chief Statistician not only because the chief statistician significantly
affects the statistical office, but because the statistical office is responsible for much of the
information needed by decision makers and the general public. As a consequence, the chief
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statistician has a major impact on the functioning of society. This can be positive or
negative.

As head of the agency the chief statistician’s responsibilities include:

. Setting priorities, work plans and budgets

. Accountability for the quality and quantity of outputs

. Setting standards of professional conduct

. Being the interlocutor between the statistical office and other ministries, the

parliament and the prime minister’s office
. Representing the statistical agency to the public

This is a daunting list and few people will possess in equal measure the qualifications
necessary to accomplish all of these responsibilities.

Qualifications

While successful chief statisticians can and do come from many different types of
backgrounds, we suggest here that a successful chief statistician is most likely to possess
the following attributes:

. Leadership. While it is possible to be both a leader and a manager it is also possible
to be just one of these. With respect to the chief statistician leadership is indispensable.
While the chief statistician must understand government and its unique characteristics it is
quite possible for someone else — a Deputy for example — to actually run the organization.
This position is often called a chief operating officer and is increasingly common in larger
organizations. However, those inside and outside the organization will look to the chief
statistician to set the tone for the office and to explain its values, mission and products.

. Dedication to public service. This is not to imply that government service should not
pay comparable wages, it should and in fact must if it is able to compete. However,
government service will probably never pay as well as the private sector. Public service is a
calling and calls to those who seek a purpose other than mere remuneration.

. Proficiency in statistics or at least someone with a profound understanding of
statistics. It is not necessary, or even a good idea, that the chief statistician be the best
statistician in the NSO. They need, however, to have sufficient proficiency in statistics to be
able to ask the right questions of staff, understand the answers and provide leadership. For
example, the chief statistician will be confronted with matters dealing with such issues as
health, education, ethnicity, treatment of outliers, and ways to reduce non response bias. On
each of these subjects he/she will be expected to engage in reasoned discourse on the topic.

. Capability of understanding a large government organization. It is important to note
that government organizations are not the same as private sector organizations. The public
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scrutiny is greater and the expectations of the parliament and the public go beyond efficiency
— as important as that may be.

. Care and respect for the user community. Official statistics does not exist for its own
sake. lItis funded by the nation to provide information for the nation. The user community is
both large and varied. It includes the president’s/prime minister’s office, other ministries, the
parliaments, business groups, labour groups, academia, the media and the general public.
Often these groups have competing and conflicting demands. A chief statistician must be
able to demonstrate his/her commitment to meeting the needs of the user community and to
build trust with that community.

Authority

Previously we discussed some of the most important responsibilities of the chief statistician.
Associated with that responsibility there should be concomitant authority. Without the
appropriate authorities the chief statistician cannot be held accountable for his/her
responsibilities. These authorities include:

. The right to make technical presentations without prior approval of the government

. Determining the manner (frequency, accuracy, timeliness, detail) of data collection

. Interpreting and integrating users wishes

. Estimating and developing methods to reduce the burden on the respondent
community

. Discussing the impact of budget proposals on the agency’s program

. Representing the country in matters involving international coordination and
exchanges

Type of Appointment and Term of Office

The position of chief statistician can be a civil service or a political position - and there are
advantages and disadvantages to both. The two biggest advantages to a civil service
position are increased stability and perhaps a higher likelihood of professionalism. However,
a civil service position will not usually have the status of a political position both within and
outside the government. Possessing a political appointment makes one a part of the
government in power and will make it easier for the chief statistician to make his views
known in the government. His/her budget proposals will have more force and in general
his/her voice will be considered more authoritative. At the same time the chief statistician
must take great caution to ensure that he/she is not considered part of the policy making
apparatus of the government.

It is important for statistical offices to analyze their data. Such analysis, for example, helps
the office understand the weak points in the data collection activities. It is expected, then,
that the chief statistician will opine about the accuracy and limitations of the data. It would be
completely unacceptable, however - whether a civil servant or a political appointee - to state,
for example, that decreases in the consumer price index are a direct result of the
government’s economic policies.
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Civil service positions are usually of no fixed duration or tenure. This is the reason for the
increased stability of this kind of appointment. Even with this tenured appointment, it is
usually very difficult for the chief statistician to remain if the government is adamantly against
them remaining. Political appointments are limited to the term of office but of course their
duration will depend on the time in power of the government and can be stable over time.
However, with respect to term of office for political appointees there are two standard
situations that can be identified:

. The chief statistician’s term of office is the same as the executive’s

. The chief statisticians is appointed for a specific term but this is renewable at the
discretion of the government

Longer stays in office are usually desirable. A continuing turnover of chief statisticians will
make it difficult to develop, implement and maintain consistency in, for example:

. Users relations

. Staff development

. Work programs

. Development of professional standards

On the other hand long stays in office may produce stagnant programs, lacking energy and
innovation. Some provisions must exist to ask for the resignation of the chief statistician. Of
course, the chief statistician also has the option of resigning and we will address this in the
next section.

Power of Resignation

The power to resign is one of the most important tools that a chief statistician has to ensure
the credibility and trust of the office. This assumes that the government does in fact care
about the trust in and credibility of its official statistics. The threat of a resignation or the
resignation itself can be a bulwark against potential or actual political manipulation. Let us
consider an example. Suppose the government proposes to change the definition of
unemployment with the political objective of producing a lower rate of unemployment
compared to the previous measure. Certainly the chief statistician should use his authority
and influence inside the government to stop this type of political manipulation. Every chief
statistician must decide how far he/she is willing to go to protect the credibility of the office’s
statistics. The last arrow in his/her quiver is resignation with a public explanation of the
reasons. This step should not be taken casually or frequently. The consequences should be
weighed carefully and all other steps should have been exhausted.

Organizational Alternatives

As mentioned previously, there is no single ideal way to structure an organization However
there are some widely accepted alternative approaches by subject (e.g. trade, education,
finance), by function or work process (e.g. sample survey design, analysis, dissemination).
For a variety of reasons, it is difficult to make a clear-cut choice between subject matter and
function; thus most NSO have a mixture of both. While | talk about the organizational
structure, no alternative obviates the need for talented staff — and that is a later topic of
discussion.
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Some functions are well suited to be grouped in functional units, such as sample design and
field work.  Other functions, such as questionnaire and publication content and
analysis/interpretation usually require the direct involvement of a subject matter specialist
and should be assigned to subject-matter units. A mixture can be found in the following
requirements. Data collection should be organized so as to minimize the burden for both the
respondents and the collecting agency — this implies a functional unit responsibility. On the
other hand, statistical information should be disseminated in a manner relevant to the
problems or questions that it addresses — implying the dissemination should be user-focused
and assigned to subject-matter units. In order to “connect” the functional and subject-matter
units, a bridge is required. This might take the form of a unit in charge or re-sorting data,
after they have been collected and edited, into new groupings that lend themselves to
analysis and dissemination. This organizational concept applies to all NSOs, but smaller
offices can adopt more flexible solutions

Statistical offices may, from time to time, wonder whether they should “reorganize”. Often
this is a risky and costly undertaking. Some general considerations are:

. Organizations are not mechanical structures that can be simply re-engineered to
meet new sets of circumstances. They are like living organisms and tend not to perform well
when they are restructured along totally unfamiliar lines.

. Organizations are not ends in themselves; they serve to facilitate, and the must
accommodate traditions, and most of all, talented people.

. Undue changes in personnel may antagonize staff and create factions
. Efficiency is an important concern, but some overlap in responsibilities and even
some redundancy — while it should be minimal — may decrease the risk of overlooking

important matters

. Organizational charts should be simple and easy to explain. It is advisable to limit the
number of hierarchical levels (four is widely seen as the maximum even for large offices).

. If a reorganization is unavoidable
o] Keep the process a brief as possible
o] Make sure the views of all staff members are heard
o] Make the reasons for reorganization perfectly clear, because staff will resent

working in a framework that is not fully understood.
There are some additional considerations that are especially relevant to statistical offices:

. Much of what statistical offices do is marked by sharp fluctuations in the work flow.
To even out work flow, it may be a good solution to combine work surveys with different
seasonal patterns

. Certain activities, particularly those that affect corporate identity, should adhere to
strict uniformity; and these activities should be in one organizational unit. For example,
products — including questionnaires and electronic products should have a common look and
feel.
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. When budgets are cut, the NSO may evaluate whether it is cost efficient to outsource
certain functions, and if so, which services can responsibly be bought outside. In making
such decisions, the NSO should focus on retaining competency in the functions that support
its mission.

One other topic on organizational alternatives is coordination mechanisms. Smaller
statistical offices may achieve coordination through informal direct arrangements. Larger
offices need more formal mechanisms. In this case, a well functioning system of committees
is perhaps the most important and effective way to address coordination. There are two
kinds of internal committees — those that deal with managerial issues (e.g. unions, training)
and those that deal with technical issues (e.g. scope and timing of surveys). It is important
that committee recommendations are recorded, along with a short account of the reasoning
behind them. As a bonus to the organization, committee membership offers an opportunity
for staff to contribute to agency-wide policies. It can serve as a training ground for future
senior managers in the sense that it provides staff with a broader perspective than they could
acquire from their regular jobs and makes them aware of the wide range of considerations
important to the office.

Managing Staff

The ability of the NSO to fulfil its mission depends on its staff, not just on legislation or
institutional processes. The NSO needs people who can understand the nation’s information
needs and help the NSO meet those needs. In this section we will consider some of the key
aspects of managing staff. These include:

Recruitment

As | said before, no organizational alternative obviates the need for talented staff. Thus,
recruitment is one of the most important responsibilities of a chief statistician and one of the
most difficult. This difficulty exists in all statistical offices, although it is often exacerbated in
statistical offices in developing countries. In addition to problems with pay comparability
within the government and with the private sector is that other “more glamorous” agencies
such as the Ministry of Finance and the Central Bank recruit from the same pool. There is
no easy solution to this problem. Some approaches that may assist include:

. Impressing upon potential new hires that professional work tends to be more
rewarding in a non political environment

. Giving recruits intensive and marketable training of a practical nature either directly or
by agreement with a teaching institution

. Striving to send young people to acquire training abroad as soon as they prove
themselves

Even with these strategies, and sometimes because of them, the national statistical office
should realize that it is likely to be in constant state of recruitment and training followed by
the loss of key young people followed by another round of recruitment and training.

Whether as a recruitment tool, or as a part of good management, training should be
regarded as an ongoing activity. One reason for this is the rapid rate of increase in statistical
knowledge. On the job training requires both generalized and specialized training. Small
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and newly formed offices may find the challenge to provide a variety of training in modern
statistical methods and techniques particularly challenging. Assistance can be found from
international agencies, such as the World Bank and regional cooperation activities such as in
southern Africa.

Employee Contract

It is important that both management and staff are clear as to what is expected of each other.
The professional challenges of a statistical office are more than sufficient without surprises
about the roles and responsibilities in the statistical office. One way to make this clear is
through a written codification of these expectations. It can be thought of as a contract
between management and the staff and sets out the responsibilities of each. Many countries
have such contracts. For example, this contract could state that for its part management will:

. Treat all its staff with fairness and respect

. Consult staff about the issues that will affect them

. Provide appropriate training and opportunities for career advancement
. Work with staff to design challenging and rewarding jobs

. Value the different perspectives that a diverse workplace provide

. Be transparent in its decision making

. Be consistent with its policies

In turn, management can expect:
. Understanding and support for the values and policies of the NSO

. Innovation and adaptability to change

Upholding the integrity and reputation of the NSO
. Embracing opportunities for developing new skills
. Treating colleagues with fairness and respect

Setting Priorities

Ideally, priorities should be determined on the basis of analysis of the costs and benefits of
various alternative ways of using the scarce resources. Although the cost of statistical
projects can — in principle — be measured, this is rarely true in the case of their benefits. The
problem arises from two main factors

. Statistics are intermediate products, not end products. The benefit of a statistical
series is of function of its impact on policy decisions and their importance. It is generally
difficult to pin down and attach a meaningful value to it
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. The process of identifying benefits is more difficult both to the extent that the series
are part of a system in which the diverse elements are interdependent and the value of each
is enhanced by the availability of the others.

Annual Execution Plan

Not withstanding the difficulties, a NSO has limited resources and must set priorities. This is
often done annually — with forward work program that lays out initiatives and projects that
meet goals set in the Corporate Plan. It should reflect discussions with the NSO’s Advisory
Council and with an extensive range of users. It describes - for each organizational unit or
program — the outputs, clients and uses of the statistical information, and the main medium
term developments. For instance, a price statistics program is responsible for compiling the
CPI and a range of producer and international trade price indices. Outputs would include, for
example, the quarterly CPI and average retail prices of selected items. And a medium term
development might be to extend the coverage of the producer price indexes for a particular
industrial sector.

In the Annual Execution Plan, work programs are defined, resources are allocated and
performance indicators are established. To develop the Plan, priorities must be set. Some
considerations in setting priorities are:

. Are past activities still the highest demand from users

. What is the cost imposed on respondents, in terms of time, effort, and loss of privacy
. What productivity gains have been or might be achieved by a program

. What demands on the service areas does — or would — a program entail

. Does the program come with potential market or revenue implications

The Plan must be communicated to the NSO staff. It is imperative that they understand and
support the Plan if it is to be successful.

Realistic Work Program

A significant factor in the executing a work program is the scarcity of resources — both
financial and appropriate staff. An office may be pressured by users — both within and
outside the country - to initiate a program that is simply too large in scope or too ambitious
for the office to realistically carry out. These pressures should be resisted because it is
better to execute a few programs well than many programs poorly.

Accountability

Programs must be assessed for their relevance and effectiveness. This can be
accomplished through program audits for both compliance and performance. Audits should
be undertaken to ensure appropriate statistics are collected, compiles and disseminated.
Further, the NSO can establish a benchmarking network of other NSOs to compare output
effectiveness and efficiency and to identify and learn from areas of best practice.  Finally,
advisory groups — to include user groups — provide essential feedback on the utility of the
work program.
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Managing Information Technology

Over the years information technology has become the engine that drives statistical offices —
large and small. National statistical offices rely on information technology in the collection,
processing and dissemination of data and information. The dependence on this technology
has grown dramatically over the years. Many agencies also operate their own platforms.

For some offices, the lack of reliable power, the difficulty of obtaining equipment and repair
service, and other continuity of operation issues require special attention. A continuity of
operations plan should be developed to cover such topics as back-up policy, uninterruptable
power considerations, off site storage, and spare part policies.

Three associated forces are now acting that will cause significant changes in the traditional
information technology models that statistical agencies employ. These forces are: (1) the
emergence of an increasingly sophisticated discipline in applications development, web
dissemination and security protection, (2) escalating and sophisticated security threats and
(3) an increased quantification of the trade off between risk and reward. It would be prudent
for the statistical agencies, as a system, to develop a system-wide and proactive strategy to
deal with these forces.

The first force is the maturation of the information technology discipline. In the not too
distant past many of the practices were almost do it your self. For example, software
production was not the disciplined activity it is currently, security was often an afterthought
and the web did not exist. Today the costs and the expertise needed in these areas is both
significant and increasing. Moreover, even if the budget is available, it is becoming
impossible for a national statistical office to maintain the necessary degree of expertise.

With respect to escalating and sophisticated security threats, several years ago Statistics
Singapore did an online survey. They used sophisticated firewall techniques and encryption
of the responses. Nevertheless they understood that it was only a matter of time before their
defences would be breached. The situation today is even more perilous. Every statistical
agency with confidential data to protect is concerned with the erection and maintenance of
firewalls, defences against viruses and spy ware and decreasing spam. Even though the
problems are often the same, too often the lessons learned are not shared. This is not just a
cost or efficiency issue. As discussed, the credibility of statistical agencies may rest on
keeping the promise of confidentiality. If a breach occurs, even if this breach does not
involve confidential information, the mere presence of the breach may damage the credibility
of that agency and possibly all agencies.

As the approach to applications development was heuristic, so too was the approach to
operation and management of information technology installations. When problems were
encountered calls went out for more staff and/or more equipment to “solve” the problems.
Over time however, an outsourcing industry has developed and this industry has learned to
estimate both risks and benefits. For example, in contracting for a help desk function it is no
longer appropriate to ask for a defined number of staff. Rather the requesting agency states
their requirements in terms of, for example, response time and industry responds with
solutions based on its estimates of the risks and costs involved. Again there is an added risk
for statistical agencies here. A statistical agency is not satisfied with a penalty if a vendor
(which could be another government agency), for example, has breach in security, because
the statistical agencies credibility cannot be restored with a monetary penalty. Nevertheless
this negotiation of service level agreements is the trend in the industry and it will be
imperative for statistical agencies to become more sophisticated with respect to the creation
of service level agreements
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Another important factor is the effect of emerging communication technologies on statistical
agencies. These communication technologies are not just one more thing to mange. They
are likely to fundamentally change the relationship between users and the national statistical
office.

Again these problems will be difficult for even mature statistical offices to deal with, but may
be particularly difficult for small and less mature offices. Regional grouping of statistical
offices offer the best hope for many to understand how to:

. Choose between self management or outsourcing

. Shift from doing to managing contracts and service level agreements

. Choosing the appropriate level of technology

. Understanding the importance and effect of new communications technologies

Managing Field Organizations

The field organization is that part of the organization which directly interacts with
respondents to:

. Communicate the office’s need for information and consequences for refusal
. obtain the relevant information in the correct form and at the appropriate time
. Ensure goodwill

. Maximize response

Although it is arguably, for these reasons, perhaps the most important part of the
organization it is also comprised of staff that are usually the least paid in the organization.
Often these staff members work part-time and do not enjoy permanent positions in the
organization. It is too often not considered as sophisticated as other parts of the office and
decisions on data collection activities can be made without adequate consultation and
involvement of the field organization. A poorly managed field organization can be the
Achilles heel of a statistical office. Sophisticated editing and imputation techniques can
never make whole the damage caused by fictitious unit and/or item data. For these reasons
adequate attention must be paid to the field organization including:

. Ensuring that field staff understand the importance of their task, the nature of
confidentiality and the importance of treating respondents with respect

. Frequent on the job training for interviewers on modern interview techniques and to
provide an understanding of how the data can be used

. Treating the field organization with respect by making them a partner on decision on
data collections such as budget, length of questionnaire and wording and order of questions
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D.3 Managing Data Quality
Managing Data Quality®
Introduction

There are two major aspects of data quality: the data quality framework and the culture of
data quality in the organization. The framework of data quality includes definitions and
dimensions of quality. While each country has to adapt the definitions and dimensions to its
own needs and resources there is commonality across countries and international agencies.

Definitions

Most would agree that data quality is a functional area which is cross cutting through the
entire agency like financial management. Just as sound financial management practices
apply to all aspects of the office, good data quality practices apply to all parts of the office —
planning, collection, compilation, estimation and dissemination. The other important aspect
of data quality is that it is not an absolute concept. Data quality is relative to use to which it
is intended — fitness for use. For example, for some policy issues in economics it might be
sufficient to know the trend but not the level in monthly retail sales. In that same vein, biased
data may be of sufficient quality if the direction is known and the bias is constant. While the
statistical office must build quality into its programs to ensure fitness for use it is the user
community who must make the final decision on the use of the data.

For example, an issue that may arise is whether to release data that the statistical office
believes is not of sufficient quality. Statistical offices should use extreme caution in taking
decisions of this kind. The office should describe any limitations and problems with the data
and any other information. It is also possible that users may misapply the data.
Nevertheless, unless the confidentiality of individually identifiable information is involved,
statistical offices should not decide whether the data is of “sufficient quality” for the user
community.

Dimensions

Although small differences, exist there is a general consensus among country statistical
offices as to the dimensions of data quality. Many sources of information can be found for
this topic including Statistics Canada and the Australian Bureau of Statistics. These
particular definitions come from the ABS web site.

Relevance — This dimension refers to how well the statistical product or release
meets the needs of users in terms of the concept(s) measured, and the population(s)
represented. Consideration of the relevance associated with a statistical product is

® Material comes from personal experience, from the Australian Bureau of Statistics, Statistics

Canada, “Characteristics of an Effective Statistical System”, by Ivan Fellegi, and the International
Monetary Fund
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important as it enables an assessment of whether the product addresses the issues
most important to policy-makers, researchers and to the broader community.

Accuracy - Accuracy refers to the degree to which the data correctly describe the
phenomenon they were designed to measure. This is an important component of
quality as it relates to how well the data portray reality, which has clear implications
for how useful and meaningful the data will be for interpretation or further analysis. In
particular, when using administrative data, it is important to remember that statistical
outputs for analysis are generally not the primary reason for the collection of the data.

Timeliness — Timeliness refers to the delay between the reference period (to which
the data pertain) and the date at which the data become available; and the delay
between the advertised date and the date at which the data become available (i.e.,
the actual release date). These aspects are important considerations in assessing
quality, as lengthy delays between the reference period and data availability, or
between advertised and actual release dates, can have implications for the currency
or reliability of the data.

Accessibility— Accessibility refers to the ease of access to data by users, including the
ease with which the existence of information can be ascertained, as well as the
suitability of the form or medium through which information can be accessed. The
cost of the information may also represent an aspect of accessibility for some users.
Accessibility is a key component of quality as it relates directly to the capacity of
users to identify the availability of relevant information, and then to access it in a
convenient and suitable manner.

Coherence - Coherence refers to the internal consistency of a statistical collection,
product or release, as well as its comparability with other sources of information,
within a broad analytical framework and over time. The use of standard concepts,
classifications and target populations promotes coherence, as does the use of
common methodology across surveys. Coherence is an important component of
quality as it provides an indication of whether the dataset can be usefully compared
with other sources to enable data compilation and comparison. It is important to note
that coherence does not necessarily imply full numerical consistency.

Interpretability - . Interpretability refers to the availability of information to help provide
insight into the data. Information available which could assist interpretation may
include the variables used, the availability of metadata, including concepts,
classifications, and measures of accuracy. Interpretability is an important component
of quality as it enables the information to be understood and utilized appropriately.

Some international agencies have also developed frameworks for data quality. In particular
the International Monetary Fund has developed the Data Quality Assessment Framework
shown on the next pages.
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DATA QUALITY ASSESSMENTFRAMEWORK —GENERIC FRAMEWORK
(JULY 2003 FRAMEWORK )

Quality Dimensions

Elements

Indicators

0. Prerequisites of
quality

0.1 Legal and institutional

environment—The environment

is supportive of statistics

0.2 Resources-Resources are
commensurate with needs of
statistical programs.

0.3 Relevance-Statistics cover
relevant information on the
subject field.

0.4 Other quality
managememnt—Quality is a
cornerstone of statistical work.

0.1.1 The responsibility for collecting, processing
and disseminating the statistics is clearly spedifi
0.1.2 Data sharing and coordination among d
producing agencies are adequate.

0.1.3 Individual reporters’ data are to be kept

0.1.4 Statistical reporting is ensured throug
0.2.1 staff, facilities, computing resources, and
financing are commensurate with statistical
programs.

are implemented.

0.3.1 The relevance and practical utility of exigt
statistics in meeting users’ needs are monitored.

0.4.1 Processes are in place to focus on quality.

the statistical program.
0.4.3 Processes are in place to deal with quality

confidential and used for statistical purposes only

mandate and/or measures to encourage response.

0.4.2 Processes are in place to monitor the quaflity

considerations in planning the statistical program|.

ata-

0.2.2 Measures to ensure efficient use of resources

1. Assurances of
Integrity

The principle of
objectivity in the
collection,
processing, and
dissemination of

1.1 Professionalism—Statistical
policies and practices are
guided by professional
principles.

1.2 Transparency—Statistical

1.1.1 Statistics are produced on an impartial basi

as well as decisions about dissemination
informed solely by statistical considerations.
1.1.3 The appropriate statistical entity is entitte

statistics.
1.2.1 The terms and conditions under which

S

1.1.2 Choices of sources and statistical techniques

are

comment on erroneous interpretation and misuse of

statistics is firmly policies and practices are statistics are collected, processed, and disseednat
adhered to. transparent. are available to the public.
1.2.2 Internal governmental access to statistiws pr
to their release is publicly identified.
1.2.3 Products of statistical agencies/units are
clearly identified as such.
1.2.4 Advanced notice is given of major changes|in
methodology, source data, and statistical techsique
1.3 Ethical standards—Policies | 1.3.1 Guidelines for staff behavior are in placd ar]
and practices are guided by are well known to the staff.
ethical standards.
-2-
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Quality Dimensions

Elements

Indicators

2. Methodological
soundness

The methodological
basis for the
statistics follows
internationally
accepted standards,
guidelines, or good
practices.

2.1 Concepts and definitions—
Concepts and definitions used
are in accord with
internationally accepted
statistical frameworks.

2.2 Scope-The scope is in
accord with internationally
accepted standards, guidelines
or good practices.

2.3 Classification/
sectorization—Classification
and sectorization systems are i
accord with internationally
accepted standards, guidelines
or good practices.

2.4 Basis for recording—Flows
and stocks are valued and
recorded according to
internationally accepted
standards, guidelines, or good
practices

2.1.1 The overall structure in terms of concept a
definitions follows internationally accepted
standards, guidelines, or good practices.

2.2.1 The scope is broadly consistent with
internationally accepted standards, guidelines, of
good practices.

2.3.1 Classification/sectorization systems used al
broadly consistent with internationally accepted
standards, guidelines, or good practices.

2.4.1 Market prices are used to value flows and
stocks.

2.4.2 Recording is done on an accrual basis.
2.4.3 Grossing/netting procedures are broadly
consistent with internationally accepted standard
guidelines, or good practices.

3. Accuracy and
reliability

Source data and
statistical techniques
are sound and
statistical outputs
sufficiently portray
reality

3.1 Source data- Source data
available provide an adequate
basis to compile statistics

3.2 Assessment of source
data—Source data are regularly
assessed.

3.3 Statistical techniques—
Statistical techniques employed
conform to sound statistical
procedures

3.4 Assessment and validation
of intermediate data and
statistical outputs—
Intermediate results and
statistical outputs are regularly
assessed and validated.

3.5 Revision studies—
Revisions, as a gauge of
reliability, are tracked and
mined for the information they
may provide.

3.1.1 Source data are obtained from comprehensg
data collection programs that take into account
country-specific conditions.

3.1.2 Source data reasonably approximate the
definitions, scope, classifications, valuation, and
time of recording required.

3.1.3 Source data are timely.

3.2.1 Source data—including censuses, sample
surveys, and administrative records—are routine
assessed, e.g., for coverage, sample error, respd
error, and nonsampling error; the results of the
assessments are monitored and made available
guide statistical processes.

3.3.1 Data compilation employs sound statistical
technigues to deal with data sources.

3.3.2 Other statistical procedures (e.g., data
adjustments and transformations, and statistical
analysis) employ sound statistical techniques.
3.4.1 Intermediate results are validated agairiero
information where applicable.

3.4.2 Statistical discrepancies in intermediate dat
are assessed and investigated.

3.4.3 Statistical discrepancies and other potentia
indicators or problems in statistical outputs are
investigated.

3.5.1 Studies and analyses of revisions are carrig
out routinely and used internally to inform staciat
processes (see also 4.3.3).

-3-
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Quality Dimensions

Elements

Indicators

4. Serviceability
Statistics, with
adequate periodicity
and timeliness, are
consistent and
follow a predictable
revisions policy.

4.1 Periodicity and
timeliness—Periodicity and
timeliness follow internationally
accepted dissemination
standards.

4.2 Consistency— Statistics are
consistent within the dataset,
over time, and with major
datasets.

4.3 Revision policy and
practice—Data revisions follow
a regular and publicized
procedure.

4.1.1 Periodicity follows dissemination standards

4.1.2 Timeliness follows dissemination standards.

4.2.1 Statistics are consistent within the dataset.

4.2.2 Statistics are consistent or reconcilable ave

reasonable period of time.

4.2.3 Statistics are consistent or reconcilablé wit
those obtained through other data sources and/o
statistical frameworks.

4.3.1 Revisions follow a regular and transparent
schedule.

4.3.2 Preliminary and/or revised data are clearly
identified.

4.3.3 Studies and analyses of revisions are made

public (see also 3.5.1).

5. Accessibility
Data and metadata
are easily available
and assistance to
users is adequate.

5.1 Data accessibility—
Statistics are presented in a
clear and understandable
manner, forms of dissemination
are adequate, and statistics are
made available on an impartial
basis.

5.2 Metadata accessibility—
Up-to-date and pertinent
metadata are made available.

5.3 Assistance to users-
Prompt and knowledgeable
support service is available.

5.1.1 Statistics are presented in a way that fatgis
proper interpretation and meaningful comparison
(layout and clarity of text, tables, and charts).
5.1.2 Dissemination media and format are adequ
5.1.3 Statistics are released on a preannou
schedule.

5.1.4 Statistics are made available to all usetheat

same time.

5.1.5 Statistics not routinely disseminated areenad

available upon request.

5.2.1 Documentation on concepts, scope,
classifications, basis of recording, data souraed,
statistical techniques is available, and differance
from internationally accepted standards, guideli
or good practices are annotated.

5.2.2 Levels of detail are adapted to the needbkeo
intended audience.

5.3.1 Contact points for each subject field
publicized.

[2)

ate.
hced

es

f

are

5.3.2 Catalogs of publications, documents, androthe
services, including information on any changes, are

widely available.
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Data Quality Culture

Whatever framework that is used it is imperative that a culture of data quality be established
and maintained. It is the responsibility of the chief statistician to develop this culture but it is
the responsibility of all staff to be a continuing part of the culture. A data quality culture is not
something that can be done once in a while. The commitment to data quality must be
present at all times. This commitment must pervade all the aspects of the statistical office
training data collectors to transparency in data dissemination to accepting only work which
the office thinks can be done with the assurance of data quality.

Often it is the statistical office alone which knows if they met these standards. It is the data
and practices behind the existence of a paper process which may attest to data quality which
is the real test. In the absence of a scandal usually only the statistical office knows if they
are adhering to data quality standards and a data quality culture.

Use of a Sound Survey Methodology

As mentioned on the first day, data quality begins with data collection. No amount of
imputation can make up for poor data. The basis of quality data collection is the use of a
sound survey methodology. The ideal methodology is an optimal balance between cost,
quality and timeliness. There are a variety of technical tools and professional judgments
used to determine this balance. These are taught at universities and courses provided by
several national statistical offices, such as the U.S. Census Bureau, the ABS, Statistics
Canada, and some international agencies. What | will discuss here are not the technical, but
the management aspects of survey methodology.

Many NSOs find it useful to manage survey methodology staff in a matrix mode. They are
part of a centralized functional organization, but most of their work is carried out within
interdisciplinary teams whose project manager typically comes from a subject-matter
organizational unit. In this way their professional development in the specialized area of
surveys is the responsibility of the functional organization, but they are directly accountable
for their output to the project manager.

Another Technique for Assuring Quality

Another technique used to embed quality considerations fully into the practice of an NSO
involves the use of a committee on statistical standards. It might be co-chaired by the
person responsible for the methodology organizational unit and the person responsible for
the main subject-matter organizational unit. Members of the committee should be selected
senior staff from the methodology, subject-matter, analytical, geography, and standards
functions. Issues discussed by the committee would include policies (e.g. on the
dissemination of information about the methodology and data limitations of surveys),
significant new initiatives, and changes to classifications.

Objectivity

Information is a very special commodity. Few users can validate directly the data released
by the NSO. The intrinsic value and usability of information depends directly on the
credibility of the statistical system. That credibility could be challenged at any time because
statistical agencies must make daily choices involving program priorities, questionnaire
design, release texts, and these choices are unavoidably value laden. It is all the more
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crucial that they should strive to make such choices using scientifically sound methods and
transparent processes.
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Annex E Data Quality Assessment Framework

E.1 DQAF Example

EXAMPLE OF A DQAF FOR A DEVELOPING COUNTRY — TRADE STATISTICS
August 2003 (Anonymised)

Scope and content of statistical topic/interview

Current and future processing systems and publication issues.

DQAF element Assessme
nt

0 Prerequisites of Quality

0.1 The legal and institutional environment is supportive @)
The responsibility for collecting, processing and disseminating statistics is clearly specified
Data sharing and coordination among data producing agencies are adequate
Respondents’ data are to be kept confidential and used for statistical purposes only
Statistical reporting is ensured through legal mandate

0.2 Resources are commensurate with statistical programme LNO
Staff, financial, and computing resources are commensurate with statistical programs of the agency
Measures to ensure efficient use of resources are implemented

0.3 Quality awareness is cornerstone of work LNO
Processes are in place to focus on quality
Processes are in place to monitor the quality of the collection, processing and dissemination of statistics
Processes are in place to deal with quality considerations including tradeoffs within quality, and to guide
planning for existing and emerging needs

Comments/recommendations

0.1 Customs entry form is compulsory for all imports and exports. The new statistics Law provides NSO
access to administrative data. There have been no problems with data sharing, but Customs have not been
very cooperative over data quality issues. A positive policy on confidentiality is applied — i.e. detailed HS
codes are not released without first checking that it does not breach the NSO confidentiality guidelines.

0.2 So far only temporary data entry staff have been used by the NSO. There are no permanent staff
currently allocated to compiling and publishing the statistics.

0.3 Cross checks between Customs and NSO data suggest errors in the Customs data on both quantity
and value. The quality of data entry by the NSO is judged to be good.
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1 Integrity Assessment

1.1 Policies and practices are guided by professional principles LNO
Statistics are compiled on an impatrtial basis

Choices of sources and statistical techniques are informed solely by statistical considerations
The statistical agency is entitled to comment on erroneous interpretation and misuse of statistics

1.2 Policies and practices are transparent LO
The terms and conditions under which statistics are collected, processed, and disseminated are
available to the public
Internal government access to statistic prior to their release is publicly identified
Products of statistical agencies/units are clearly identified as such
Advance notice is given of major changes in methodology, source data, and statistical techniques

1.3 Policies and practices are guided by ethical standards. Guidelines for staff behaviour are in place (@)
and are well known to the staff

Comments/recommendations

1.1 The figures are as recorded by Customs with only obvious errors corrected. No attempt is made to
estimate the true totals where goods are thought to be under-valued (e.g. rice imports).

1.2 Brief details of methodology are given in the annual publications.

1.3 Yes.

2 Methodological soundness

Assessment

2.1 Concepts and definitions follow international frameworks. LO
2.2 Scope is in accord with international standards or good practice LO
2.3 Classification systems are in accord with international standards LO
2.4 Transactions and stocks are valued in accord with international standards or good practice. Market LO
prices are used to value flows and stocks

Comments/recommendations

2.1 The general trade system is followed i.e. date of entry to the country and excluding movements into
and out of bonded warehouses.

2.2 Imports by the UN are included, but should be excluded as these are regarded as non-residents . Oil
exported from the disputed area is excluded. The future consistent treatment of this in Trade, national
accounts and BoP needs to be resolved.

2.3 An version of HS is used. This will be replaced by the full 6 digit HS from 6 September.

2.4 Imports are valued as “Value for Duty” which is in practice the same as CIF. Exports are valued FOB.
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3 Accuracy and reliability Assessm  ent

3.1 Source data are adequate to compile the series @)
Source data are collected from comprehensive data collection programs that take into account country-
specific conditions

Source data reasonably approximate the definitions, scope, classifications, etc. required

Source data are timely

3.2 Statistical techniques conform to sound practice N/a
Data compilation employs sound statistical techniques

Other statistical procedures (e.g. data adjustments and transformations, and statistical analysis) employ
sound statistical techniques

3.3 Source data are assessed and validated. Source data — including censuses, sample surveys and LO
administrative records — are routinely assessed, e.g. for coverage, sample error, response error, and
sampling error; the results of the assessment are monitored and made available to guide planning

3.4 Intermediate results are assessed and validated LO
Main intermediate data are validated against other information where applicable

Statistical discrepancies intermediate data are assessed and investigated

Statistical discrepancies and other potential indicators of problems in statistical outputs are investigated

3.5 Revisions are tracked. Studies and analyses of revisions are carried out routinely and used to None yet
inform statistical processes

Comments/recommendations

3.1 The source data are the Customs entries. These are being entered by NSO staff because the Customs
computer system did until recently record the detailed HS entries on each warrant form. From March
2003 the Customs ACCESS system does this and the data entry function needs to be reconsidered
(Statistics were just finishing the March data at the time of the interview).

3.2 No statistical techniques currently in use.

3.3 This work is currently undertaken by the Statistics Advisor only.

3.4 As above.

3.5 Revisions will be flagged in future publications.
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4 Serviceability Assessment
4.1 Statistics cover relevant information on the subject. The relevance and practical utility of existing LO
statistics in meeting users’ needs are monitored

4.2 Timeliness and periodicity follow dissemination standards NO
4.3 Statistics are consistent within the data set and over time NO

Statistics are consistent within a dataset (e.g. accounting identities are observed)

Statistics are consistent or reconcilable over a reasonable period of time

Statistics are consistent or reconcilable with those obtained through other data sources and/or statistical
frameworks

4.4 Data revisions follow regular, publicised procedures None yet
Revisions follow a regular, well-established and transparent schedule
Preliminary data are clearly identified

Studies and analyses of revisions are made public

Comments/recommendations

4.1 Data so far only published at the one digit chapter heading of HS. More detail plus a Broad Economic
Classification may be needed for the future. The policy on confidentiality (see 0.1 ) will cause problems
for the future. Customs and Statistics need to consider moving to a policy of passive confidentiality as
practiced in Australia and NZ (data are only suppressed if traders object and can show that they are the
only or major importer/exporter).

4.2 Only annual data have so far been released for 2001 and for 2002; with a considerable lag.

4.3 Consistent data are not available before January 2001.

4.4 Revisions will be flagged in future publications.

5 Accessibility
Assessment

5.1 Presentation is clear and data is readily available LNO
Statistics are presented in a way that facilitates proper interpretation and meaningful comparisons
Dissemination media and formats are adequate

Statistics are released on a pre-announced schedule

Statistics are made available to all users at the same time

Non-published (but non-confidential) sub-aggregates are made available upon request

5.2 Up-to-date pertinent metadata are available LO
Documentation on methodology, sources and statistical techniques is available, and differences from
internationally accepted standards, guidelines or good practices are annotated

Levels of detail are adapted to the needs of the intended audience

5.3 Prompt and knowledgeable support is available. LO
Contact person for the subject field is publicized

Catalogues of publications, documents, and other services, including information on any charges, are
widely available

Comments/recommendations

5.1. See comments under 4.1 and 4.2. It would also be useful to have a time-series of data in summary form.
There is no schedule for regular data release.

5.2 A more extensive description of methods is required for the future.

5.3 Advice is available, but only from the external advisor.
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TA/Training needs and concluding comments
TA/training needs

Already in hand via an external advisor for 5 months. However the team of staff to be trained have yet to
be identified.
Other issues raised at the interview

The lack of quality among existing staff of the office and hence the difficulty of building a team for trade
statistics.

The possibility of delays in the ASYCUDA project at Customs and the consequences for Statistics.
Should they continue with data entry or switch to using the expanded pre-ASYCUDA data available from
Customs from March 2003 onwards.

The desirability of publishing a quarterly trade statistics bulletin with time-series data.
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Report of the GDDS Senior Management Workshop - Mom

Part 2: Consultant Presentations
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WB Senior Management Seminar
Mombasa 1-3 July 2009

Hermann Habermann

WB Senior Management Seminar
Pretoria 6-8 July 2009

Hermann Habermann

FOUNDATIONS OF A NATIONAL
STATISTICAL SYSTEM
PURPOSES
PRINCIPLES
PRACTICES
LEGAL FOUNDATION

CENTRALIZATION SPECTRUM

HIGH QUALITY DATA AND GREATER
EFFICIENCY

PROVIDING DATA ACROSS ENTITIES
PROTECT CONFIDENTIALITY
PUBLIC GOOD

Advance the Economic Well-being and Quality of Life of
The People of the Nation

OBJECTIVE, RELEVANT INFORMATION
CREDIBILITY WITH USERS

TRUST OF RESPONDENTS

STRONG POSITION OF INDEPENDENCE

Transparency in Dealing with Both Users and
Providers of the Data

Clearly Defined, Well-Accepted Mission
Continual Development of More Useful Data

Openness About Sources and Limitations of
the Data

Wide Dissemination of Data
Co-operation With Data Users
Fair treatment of data providers




7. Commitment to Quality and Professional
Standards of Practice

8. Active Research Program
9. Professional Advancement of Staff
10. Internal & External Evaluation Program

11. Cooperation with Other Statistical Agencies
and International Agencies

12. National Statistical Council

%

TYPES OF SYSTEMS

HYBRID OF COMPLETE CENTRALIZATION AND
COMPLETE DECENTRALIZATION

DEPENDS ON NATIONAL PREFERENCE
COORDINATION TOOLS TO ASSURE

COMPARABILITY

MINIMIZE RESPONDENT BURDEN

ONE FACE TO THE WORLD

A NATIONAL STATISTICAL OFFICE HAS A
STRONGER AND FIRMER FOUNDATION
IF THE FOUNDATION IS LEGISLATIVE
RATHER THAN EXECUTIVE

Major aspects in the legal foundation
Mission Statement
Chief Statistician
Sharing Information
Respondents Rights and Obligations
Protection of Data Confidentiality




| »

HS%&' (% )H) %8 %o+ )&+, (,&+ &,
HS. # %* $, (%&+ &#
-$,H)N0MHL 2)# .. $

+33
4"

(3 "1 3

’ 33 56

0
%3 "
7+ 133
) 8133
" 8 1o
VA
( 4 151 - 6
+3 &%
%2,,$: " [
! 13

(3 "1 3

| 33 56

- (" 3%33
1 4

< 3 33

=I ! 3

> [N

’# 3 "1

0 - 31
+33 ™
1o
!
N
"5 @6
@@ 33 3!




Figure 14

PUBLIC DEBATE AND STATISTICAL EVIDENCE

Do you think that the public debate m your country, in general,
15 based on well established statistical evidence?

ENo  OUndecided

O¥es

0%

Westers  Noesth Latin Ocesmin Asia NearEast Afries (IS
Europe  America  America

Soarce: La Warld Bconamic Survey [WES), L2007,




Making Statistical Systems
Work

Mary Strode
GDDS Seminar July 2009
Management Module

Contents of this presentation

« Statistical coordination — issues and
problems faced in the Africa region

July 2009 Senior Management Seminar -
Mombasa

Three coordination models

1. NSO - limited NSS coordination
Results close to decision making
Enforcing standards across government difficult
Position of NSO in government

2. NSO charged with NSS coordination
*  Convenient to users
¢ Quality standards more easily observed
*  More remote from decision-makers/policy

3. Decentralised - No NSO but with extensive coordination
. No single agency responsible — users & coordination

July 2009 Senior Management Seminar -
Mombasa

Centralisation or

Decentralisation
Advantages Ability to plan and coordinate across whole Policy relevance

statistical system
Strong statistical linkage to administrative
Ability to set long term priorities and divert | management and information systems

funding Lo therm

“One stop shapping’ for statisties
Organisational focus an statistical issues

emphasises integrity and impartiality and
common work ethos

Disadvantages | Divorced from main Goverament users, Difficult to coordinate and plan system
perceived lack of responsiveness wide, sectoral interests take precedence
over common good

Open to political pressure, perceived if not
actual

Difficult to set common standards.

July 2009 Senior Management Seminar -
Mombasa

Coordination

Technical ¢ Organisational
e« Common e Legal
classifications, - Reporting

definitions etc. « Publication

* Methods responsibilities
* Consistency of results « Quality - official
* Support & data « Ethical standards
sharing e Training & statistics
cadre.
July 2009 Senior Management Seminar -

Mombasa

Coordination & Legal Matters

LAW to determine:

« Powers to collect statistics, including
definitions of official statistics;

* Reporting arrangements of the statistical
authorities;

» Arrangements for setting statistical
standards and coordination mechanisms;

July 2009 Senior Management Seminar -
Mombasa




Statistical Coordination issues

Centralised versus decentralised - most in Africa
are decentralised with NSO.

Formal coordination mechanisms needed for
NSS.

MoUs are a start — but mechanisms need teeth.
High level engagement and supervision —
Committees and governing bodies

Few incentives for producers to cooperate &
often many disincentives.

July 2009 Senior Management Seminar - 7

Mombasa

Consequences of poor
coordination

No publication calendar and erratic release dates.

Little incentive to put results from the NSS in the public domain.
Nf(f)_ coherence of data in between sectors and central statistical
office.

Lacuna of neglect — typically agricultural and non ‘SWAP ' sectors.
Donor dependence on strengthening systems in sectors, but
uncoordinated across the statistical system.

Lack of qualified statistical or ICT staff in sectoral statistics units.
Low salary and incentives structure for sectoral staff.

IPoor adherence to ethical codes or obligations under the statistics
aw.

Potential for departmental managers to tamper with, or suppress the
results.

Needs of other sector units neglected by NSO e.g. updated
population projections

July 2009 Senior Management Seminar - 8

Mombasa

Thank you

Your experiences?




ACHIEVING EXCELLENCE

WB Senior Management Seminar Mombasa
1-3 July 2009
Hermann Habermann

ACHIEVING EXCELLENCE

WB Senior Management Seminar
Pretoria 6-8 July 2009

Hermann Habermann

BASED ON THE MISSION
PREPARED WITH NSO STAFF INPUT
THE PLAN

SETS DIRECTION

DEFINES PRINCIPLES OF THE NSO

A STRONG COMMUNICATION TOOL WITHIN THE
NSO, WITH OTHER NATIONAL OFFICES, WITH
OTHER COUNTRIES AND WITH INTERNATIONAL
AGENCIES

IMPORTANCE
QUALIFICATIONS
AUTHORITY

TYPE OF APPOINTMENT AND TERM OF
OFFICE

POWER OF RESIGNATION

FUNCTIONAL

SUBJECT MATTER
MATRIX ORGANISATION
COORDINATION

NO ALTERNATIVE WILL OBVIATE THE NEED FOR TALENTED STAFF

RECRUITMENT
TRAINING

CONTRACT WITH EMPLOYEES
WHAT STAFF CAN EXPECT
WHAT MANAGEMENT CAN EXPECT




ANNUAL EXECUTION PLAN — FORWARD
WORK PROGRAM

REALISTIC WORK PROGRAM
ACCOUNTABILITY
COMMUNICATION

STAFF CANNOT EFFECTIVELY PARTICIPATE IN REACHING
GOALS IF THEY DO NOT KNOW THE PRIORITIES

CONTINUITY OF OPERATIONS PLAN
MATURATION OF IT DISCIPLINE
SECURITY THREATS

OPERATIONAL MANAGEMENT OF IT
INSTALLATIONS

EFFECT OF COMMUNIATION
TECHNOLOGIES

MOST IMPORTANT PART OF THE
ORGANISATION

NEED CORRECT DATA THE FIRST TIME
MANAGE INTERACTIONS WITHIN THE NSO
MANAGE INTERACTIONS WITH OTHER
DATA COLLECTORS

CHIEF STATISTICIAN'S ROLE

LEADERSHIP
LONG AND SHORT RANGE PLANS
REALISTIC EXPECTATIONS

EFFECTIVE COMMUNICATION

TO STAFF

RESPONDENTS

USERS WITHIN AND OUTSIDE THE NSO
LEADERSHIP
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Managing Statistical
Organisations

Senior Management Seminar
Mombasa, 1-3 July 2009
Mary Strode

Contents of Presentation

« Look at what we mean by capacity

— Capacity development is a key role of
management

¢ Alook at agency (semi-autonomy) in
Africa
—What is the progress
— What kind of problems does it solve

Definitions of capacity

The ability of individuals, institutions and societies to
perform functions, solve problems and set and achieve
objectives in a sustainable manner. (UNDP 2007)

The ability of people, organisations and society as a
whole to manage their affairs successfully. (OECD DAC
2006

The ability of an organisation to function as a resilient,
strategic and autonomous entity. (Kaplan, Community
Development Resource Association, CDRA-2007)
That emergent combination of individual competencies,
collective capabilities, assets and relationships that
enables a human system to create value (Baser and
Morgan — European Centre for Development Policy
Management, ECDPM, 2008)

Capacity pillars

P
/ Results toous
I

~ ™~ - nlraen 7 =N

- appropriave N\ J 4 emmsucar
i msttwicaal ~ ~ (" eovemancz 1\
!

Yellow — covered or partly covered by
DQAF

Capacity diagnosis

Evaluation framework for diagnosis of your
agency or statistical system.

Consider how capacity support from partners will
contribute to this:

— Opportunity costs

— Which pillars strengthened

— Which pillars need strengthening

— Search for support

Quality of products (DQAF — assessing
products)

Agency status

* Can start to address;

— Institutional context (pay, conditions, size of
establishment).

— Governance and accountability.

— Right composition of governing body may
influence decision makers (advocacy and
involvement)

— Some of the statistical quality issues to be
discussed later.




Agency Status for NSOs

¢ Fashionable at present on the continent. Ghana
the first in Africa followed by Uganda and then
many others.
* What it means
— Legal entity — able to prosecute & be prosecuted.
— Reports to a Board or Council, rather than a Minister
or departmental head.
— Financial autonomy (this varies a lot)
« Keep receipts of earnings (usually very small less than 5%).
+ Sometimes freedom to set salaries & conditions of service.
+ Sometimes freedom for recruitment and staffing.
« Does NOT mean no oversight!

Roles & responsibilities

» Governing Board or Council
— Set priorities (not everything can be done)
— Balance user needs
— Agree strategy & work programme
— Oversight of quality of statistics
— Ensure independence of statistics

— Advocate for statistics — funding, resources
and importance of good statistics

Agency status works well

when...

* Results focus among top leaders in country or in
civil society (strong demand).

» Board is focussed on the priorities for statistics
and holds the statistics authority to account for
its outputs.

— Requires a board that is well balanced between major
users and that who will ensure quality and
independence.

» Funding for statistics is adequate and donors
aligned with strategy.

* Need to ensure independence/quality of
statistics in country.

Agency status does not work
well when...

¢ Board and chief executive roles are not well
defined — interference and conflict.

« Board not actively participating in process.

» Board members and/or statistics bureau
focussed on gaining own rewards.

¢ Board is unbalanced — too many academics or

exclusively government officials.

Statistics office not held to account for its

performance by leaders.

10

Above all...

Chapter Il of the UN Handbook of Statistical Organisation:

“While appropriate organization of the national statistical
service is necessary to achieve efficiency and
effectiveness, other factors also contribute to its
performance. Often, it is believed that problems of
statistical policy can be solved by organizational
rearrangements, when in reality their solution requires
other means, such as capable and inspiring leadership,
qualified staff, application of appropriate methods and
techniques, and common sense and hard work.
Consequently, reorganizational needs should be
identified and satisfied but, as a means to improve
statistics, reorganization should not be overrated.”




Management in Statistics:

Define statistical work

Presentation by Ronald Luttikhuizen
at the
GDDS Senior Management Seminar
Mombasa, Kenya, July,
2009

Work Breakdown Structure Approaches

GDDS Il project

Classification of "Activities", or "Building Blocks

1. Institutional organization.

2. Internal organization and management issues

w

ICT tools

=

. Frameworks and registers.

o

. Surveys.

o

Methodology.

~N

Integration Frameworks

o

Dissemination

©

. Use of statistics.

GDDS Il project

Horizontal Presentation

Processes (WBS) are defined in steps

[Classification of "Activities", or "Building BIocks

1 2. Internal 3. ICT 4. 5. 6. 7. Integration |8.
tools . Di
organization. [and land ion
management registers.
issues

GDDS Il project

Type of Process ~ Work Breakdown Structures
I+ 1101V VvV VIEVIEVIEIX
111 11 11
2 2 2 2
3 3 3 3
4 4 4 4 44
55 5

O~NOO O WN
~NOoO o~ WNPR

GDDS Il project

Projects and organisational units

Defining steps of the WBS

Type of Projects Units Units
1 2 3
Statistical projects
Types:
1
2
3
4
Non-Statistical
Projects
Types:
1
2
3

Type of Process for Activities / Building blocks Wor k Breakdown Structures
T+ [} v Vv \ Vil Vil IX

1 1 1 1 1 1 1 1

2 2 2 2 2 2 2 2

3 3 3 3 3 3 3 3

4 4 4 4 4 4 4 4

5 5 5 5 5 5

6 6 6

7 7 7

8 8

GDDS Il project

GDDS Il project




WBS for Activity 1 and 2

WBS for Activity 3

Institutional issues and internal policies
1.1 Policy formulation
1.2 Defining focus points
1.3 Communication policy
1.4 Policy meetings
1.5 Policy evaluation

Outcome: The King of Yatenga offering Birth
coo@ertificates to children for the first time

3ICT
3.1 System design
3.2 Procurement
3.3 Installation
3.4 Activating and tesrting
3.5 Maintenance and refinement

GDDS Il project

WBS for Activity 4

WABS for Activity 5 (handout)

4 Registers
4.1 Design and structure
4.2 Definition and selection of units
4.3 Application of economic unit classification
4.4 Selection of variables
4.5 software implemenation
4.6 Update
4.7 sample frame production
4.8 Further improvements

GDDS Il project

5 Surveys
5.1 Survey design
5.2 Questionnaire design
5.3 Sample design
5.4 Data collection
5.5 Data processing
5.6 Data analysis
5.7 Data production

GDDS Il project

WBS for Activity 6

WBS for Activity 7

6 Methods
6.1 Subject matter field
6.2 Theory
6.3 Work Breakdown Structure
6.4 Application of toolboxes

GDDS Il project

7 Integration Frameworks
7.1 Design of approach
7.2 Data collection
7.3 Checks and correction
7.3 Completion
7.4 Harmonization, analysis and integration
7.5 Data production

GDDS Il project




WBS for Activity 8

WBS for Activity 9

8 Carain ()
81 Drtabeses

82 Wb
83@MRMDD
84 Rirt

GDDS Il project

9 Users
9.1 Understand the topic
9.2 Define information needs (hypotheses)
9.3 Select quantative methods
9.4 Apply toolboxes
9.5 Propability/reliability check
9.6 Examination of usefulness
9.7 Presentations
9.8 Reporting

GDDS Il project

Activities and Quality Issues

Planning of Implementation

DQAFL
DQAF2
DQAF3
DQAF4
DQAFS
DQAFO

[Classification of “Actvities". or “Bulding BIocks
T

2.inemal  [3.1CT |4 5 6

7. Integration

5. Use of

instiutional
organization. |and
management
ssues

and
registers.

GDDS Il project

« Define topics of the projects

- Statistics /Non statistics

- Improvements versus New Projects

« Put them in a (multi-annual) program

« Set priorities (strategy)

- Define for each the WBS

« Link it with inputs / timeframe

« Put management systems/agreements in place

GDDS Il project

Topic: Labor Force Survey

Linking the WBS to inputs and time

- WBS = about steps.
» See handout

GDDS Il project

Topic: labor force survey.

Inp uts Step 1: Step 2: Step 3: Step n:

Staff

1

2

n
Training
Materials

TimeFrame

Month 1

2

3

n

GDDS Il project




Project Management
GDDS workshop
source: PMBOK/Trewin
Ronald Luttikhuizen
World Bank

Project management

What is a project?

* Objectives-work processes-Results-
Monitoring and Evaluation

« Small and Large Projects

What is management?

¢ Take responsibility for Results,

¢ Quality

» Of Process and Outcomes

General Management Issues

« Who defines objectives?

Who defines the work-processes?

Who defines the outcomes?

* Who makes the evaluation?

Project Management Process for a Project

Management Framework

A. Steps: B: Rules.

* Integration - Design * Projects are processes
* Scope - Definition * Process is a series of
e Time — Scheduling inputs and outputs

» Costs — Budgets ¢ Outputs are defined

¢ Quality « Inputs are managed

« Human Resources * Managing is a process
« Communication « Managing is selection
« Risks and decision making

* Management is

* Procurement
accountable

Management in statistics

 Definition of the project.

e Large projects need broken down to smaller
projects.

« Breaking down projects is project design.
« Master projects and sub-projects
Choices:

- Improved outputs

- Improved work process

- Improved inputs

- Reorganization

Changing Statistical Production

Approaches to implementation of change:
< Big Bang = changes on all topics.

« Prototype development and phased
implementation, learn from experiences

« Parallel running of old/new systems
¢ Incremental changes, slow process

What approach and why?




Statistical projects

* Must be defined and broken done in small
parts.

« Staff must be made responsible for each
part

 Project is process
* Process must be defined in series of
steps.

* Projects are skills based, do we have the
skills?

Typical process:

defining of work and planning of activities.
sequenced activities — timeframe/schedule

activities are linked to milestones that can
be measured: intermediate outputs

monitoring and evaluation (external and
internal)

think about costs — cost assessments
think about risks — risks assessments

Example of Business Process Analysis for Labour
Force Survey (Dennis Trewin/Australia)

Sample
i Design
Sample
Selections
Workloads

Population
Weights

Completed
Questionnaires

Computer
Assisted
Coding

Practical Steps

starting launch workshop

regular meetings (scheduled)

drafting of project documentation
discuss risks

interim workshops for interim learning

Presentation of results (outputs and
outcomes)

Evaluation of outcomes

How to define the topic.

» Understand the problem

» Research potential solutions (eg implemented
by other NSOs, Government Agencies)

« Be clear on objectives; focus on main objective
» Discuss options with senior management team
* What is successful?

» Conduct Strategic Planning Workshops. Engage
a professional facilitator to help with these
deliberations

Steps

Seek input from staff at the exploratory stage

Persuade them of the need to change (middle
managers are usually the most reluctant to
change).

Adjust plans in light of their feedback.

Senior management need to be committed and
visible as part of this process (lead the way.)

What is the cost? How will it be financed?




Types of projects

« Institutional Projects
Strategy defines:
- Legal texts

- Better relations with
partners

- Better relation with
politics.

Responsible:

- Leadership leads

« Statistical Projects
Strategy defines:

- Better outcomes

- Better processes
Needed:

- Staff and skills

- ICT

- Implementation planning
- Subject matter staff

- End of project

What to do?

« Define management of the project
» Create conditions

¢ Adjust organization

» Large project: create project office
« Small project: appoint leaders.

» Use project management software
» Use charts, flows, tables

* Administration and documentation
¢ Who is responsible for what?

Governance

« Establish milestones/and manageable project

phases

» Set up governance arrangements
» Define the roles and responsibility of all

. stakeholders

* Key roles

. - project manager

. - project owner (usually Chair of Project Board)
» Be prepared to make hard decisions that may

. curtail original project plans

Strategic Planning

 Strategies

- short versus long

¢ Planning

Setting of priorities

Definition of time frame

¢ Implementation plan

Detailed, input and output oriented.
Monitoring and evaluation

Planning
*  Setting of priorities
1. User needs
2. Technical skills available
3. Budget available
4. Good quality source data
5. Reliable outcomes
e Timeframe
1. Linking activities to start and end times
2. Sequencing of activities

Implementation plan of a (sub-)
project
« Definition of activities
Allocation of a timeframe (scheduling)
Definition of Inputs and Outputs for each activity
* Linking inputs and outputs to the timeframe
« Creation of different layers
Defining the management process
Defining the monitoring and evaluation
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o A strategy can be realised through various programras,

( & which consist of different projects, whose resultsreate the
means (e.g. new software, new system) of reachirget
objectives, which brings us closer to our goals.

Example: Setting up a
Project

Early enough!
Project manager takes

Main phases in setting up a project
O part in defining

1. Choose project manager

ill be defined more
specific in designing
phase

4
(2. Define scope, schedule, resource§

Final report
[ Project description J [ Project plan J Execution plan

!—“4;—i/ “"’—4\5 B ’—4\“.'—1/

@. Choose project team and steering groub

Ensure available resource
Motivate the team!

%

i s i i i (4. Specify results and restrictio ns)
[ Iy [ ) [ + -

2 12 J«
[ Action plan and J { Letter of } Progress and interim Follow-up @

financial plan establishment reports
Minutes of meetings
Toup meetings

Basic documents for
start and commitment

Example: Project
Documentation

Made together,
Commitment

70 *(
Steering group: * *
* How to continue ( (
C 9 (
Evaluation! * o+ @
( * & Learning! * (
( * +(

Who, What, When?




Results Oriented Strategies
NSDS Implementation

Mary Strode
With contributions from Philip Turnbull
June 2009

July 2009 Senior Management Seminar -

Mombasa

Examples of suitable NSO
projects

- NSDS
— Census of Population

— New and expanded National
accounting system

—Moving to a new office or location

July 2009 Senior Management Seminar -
Mombasa

NSDS - Largest project

— User/stakeholder needs - prioritise

— Vision & mission statements

— Current position — Future position

Capacity needs (tools, skills, equipment, etc.)

Resources needed & secured (budget)

Indicators of achievement - success criteria

Monitoring system - Outputs and outcomes

Timing of the activities & projects

Risk assessment

— Board/government approval

— Implementation plan

— Monitoring & project management steering
arrangements

July 2009 Senior Management Seminar -

Mombasa

Tools: Risk Assessment

< Rate of occurrence multiplied by the
impact of the event equals risk
— E.g. Fieldwork delayed due to heavy rains.
— Funds reduced from treasury
— Donor delivers new computers too late

* Calculate the severity of risk

¢ Develop risk mitigation strategies

July 2009 Senior Management Seminar -
Mombasa

Risk assessment

swen  Likelh Import
ood nce

July ]

Risk Oumer Mitigation gh
16 16 de

Unaligned donor infiatives  Government Donor group/Min Planning 3 2 6

Lack of Capacity of

Consulancy team opm Recruit 3 2 6

Security situation deteriorates  Donor None 4 2 8

No Glient buy in oPm Consult with NSO & Planning 4 25 10

NSO individuals don't

cooperate NSO Management 2 5 10

Politcal instabilty in Govt Donor a 3 12

No Cooperation from

ministries on data sharing Escalate to Permanent

coordination DG Planning Secretary 5 3 15
Escalate to Permanent

NSO doesn' cooperate oPM Secretary. 6 3 18

No Cooperation from Federal
Bureau on data sharing Planning Dept To Federal Government 5 4 20

Limited Staff Capacity NSO Management  Strengthen training plan 4 5 20

Lack of Budgetry Support from
Govt

Government 4 s
DonorGotof Seek atemptie furding

00w Funcs for it Ponan SrIOr ManSgGRRIGnt Seimingt - 6 4 om

Staffrecruimentretention  NSOPlanning  MQUORBSRbicies 5 s 2

Gantt Chart

e See next slide
e Sequenced
* Links chains of actions

July 2009 Senior Management Seminar -
Mombasa

Senior management workshop -
Mombasa July 2009
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WB Senior Management Seminar
Mombasa 1-3 July 2009

Hermann Habermann

Multiple people on the project should be kept
aware of 3 things

Scope
Cost
Time

Allows project team to sense risks before
they are realized

A project is a team effort
Failure on a project is the entire team’s fault

Every team member should be proactive in
sensing risks

Project roles are seldom fully defined so each
team member needs to keep his/her eyes
and ears open

Do not undermine the team effort

When the project is going well, emphasize
the contribution of each team member
When the project is not going well, do not
single out individuals for blame

Trading off scope, cost, and time is not easy
When there is a large cost increase, the cost
may still be reasonable given the required
scope

Reducing scope may mean reducing value
Extending time means benefits will be
delayed

Only you can take care of your interests

If you outsource looking after your interests,
things are more likely to go wrong

This means keeping control of scope and
making any trade-offs




When a project is not proceeding as hoped
Discuss problems with project team/team leader

Listen to problems being encountered — it may be
necessary to change scope to attain the benefit desired

Do not be afraid to redefine scope to gain the desired
benefits

Be wary of adding team members
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Managing Quality in Statistics

Philip Turnbull
&
Mary Strode

July 2009 Senior Mangement Seminar -
Mombasa

What is DQAF?

« A external or self assessment system of
the quality of a group of related
statistics.

» For example: BoP; Prices, National
Accounts, GFS; Education, Health etc.

» Can also be used to assess the overall
legal and institutional structure of the
NSS.

 Used in formal IMF evaluations (ROSC)

July 2009 Senior Mangement Seminar -
Mombasa

DQAF Quality Dimensions

« 0. Prerequisites of quality
1. Assurances of integrity

2. Methodological soundness
3. Accuracy and reliability

4. Serviceability

5. Accessibility

July 2009 Senior Mangement Seminar -
Mombasa

DQAF (0)

* 0. Prerequisites of quality

— 0.1 Legal and institutional environment—  The
environment is supportive of statistics.

— 0.2 Resources— Resources are commensurate with
needs of statistical programs.

— 0.3 Relevance— Statistics cover relevant information
on the subject field.

— 0.4 Other quality management—  Quality is a
cornerstone of statistical work.

July 2009 Senior Mangement Seminar -
Mombasa

DQAF (1)

« 1. Assurances of integrity

The principle of objectivity in the collection,

processing, and dissemination of statistics is

firmly adhered to.

— 1.1 Professionalism— Statistical policies and
practices are guided by professional principles.
1.2 Transparency— Statistical policies and practices
are transparent.
1.3 Ethical standards— Policies and practices are
guided by ethical standards.

July 2009 Senior Mangement Seminar -
Mombasa

DQAF (2)

¢ 2. Methodological soundness
The methodological basis for the statistics follows
internationally accepted standards, guidelines, or good
practices.

. 2.1 Concepts and definitons— Concepts and
definitions used are in accord with internationally
accepted statistical frameworks.

2.2 Scope— The scope is in accord with internationally
accepted standards, guidelines, or good practices.

2.3 Classification/sectorization—  Classification and
sectorization systems are in accord with internationally
accepted standards, guidelines, or good practices.

2.4 Basis for recording— Flows and stocks are valued
and recorded according to internationally accepted
standards, guidelines, or good practices.

July 2009 Senior Mangement Seminar -
Mombasa




DQAF (3)

¢ 3. Accuracy and reliability

« Source data and statistical techniques are sound and
statistical outputs sufficiently portray reality.

. 3.1 Source data— Source data available provide an
adequate basis to compile statistics.
3.2 Assessment of source data—  Source data are
regularly assessed.
3.3 Statistical techniques—  Statistical techniques
employed conform to sound statistical procedures.
3.4 Assessment and validation of intermediate data
and statistical outputs—  Intermediate results and
statistical outputs are regularly assessed and validated.
3.5 Revision studies— Revisions, as a gauge of reliability,
are tracked and mined for the information they may
provide.

July 2009 Senior Mangement Seminar - 7
Mombasa

DQAF (4)

¢ 4. Serviceability

« Statistics, with adequate periodicity and timeliness, are
consistent and follow a predictable revisions policy.

¢ 4.1 Periodicity and timeliness—  Periodicity and
timeliness follow internationally accepted dissemination
standards.

4.2 Consistency— Statistics are consistent within the
dataset, over time, and with major datasets.

4.3 Revision policy and practice— Data revisions follow
a regular and publicized procedure.

July 2009 Senior Mangement Seminar - 8
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DQAF (5)

« 5. Accessibility

« Data and metadata are easily available and
assistance to users is adequate.

— 5.1 Data accessibility— Statistics are presented in a
clear and understandable manner, forms of
dissemination are adequate, and statistics are made
available on an impartial basis.

— 5.2 Metadata accessibility— Up-to-date and pertinent
metadata are made available.

— 5.3 Assistance to users— Prompt and
knowledgeable support service is available.

July 2009 Senior Mangement Seminar - 9
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Use in Africa

—Although originally designed for
advanced countries, DQAF also
works well in developing countries.

— A useful basis to assess the quality

of statistics produced outside your
NSO.

—South Africa has produced its own -
SASQAF

July 2009 Senior Mangement Seminar - 10
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Example from SASQAF

Quality Dimension 4. ment Levels

‘Acce ssibillty Qualily Statistics ‘Acceptable Statisics Questionable Statisics Poor Statisics
Tndicator Level 4 Level 3 Level 2 Level 1

T1  Staustics | Stalistics are aways Stalistics are most of the | Stalistics are sometimes | There are no advance
ae released according toan | time released according to | released according toan | release calendars.

released | advance release calendar. | an advance release advance release calendar.

re- calendar.

12 s Stalistics are always made | Statistics are often made | Statistics are seldom Statistics are never
aemade | avallable to all users at the | available to all users at the | available to all users at the | released simultaneously to
available to | same time. same time. same time. allinterested parties.
all users at
the same
time.

DQAF 0 Lo LNO NO
Score!
July 2009 Senior Mangement Seminar - 1
Mombasa

DQAF Scoring system

¢ O = practice observed,;

LO= Practice largely observed;

* LNO = Practice largely not observed,;
*« NO = not observed,

« U =Work under progress:

« NA = Information not available

July 2009 Senior Mangement Seminar - 12
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Quality Process

« Once quality standards are in place, how will
they be enforced/encouraged?

* Who will enforce them?

¢ UK Stats Authority has appointed a special head
of quality (Head of Assessment) — who will
assess statistics on a schedule (10 in 15t year)

» South Africa is setting up a Data Quality
Assessment Team (methodologists, experts
etc.).

« The Gambia has a section in charge of quality.

July 2009 Senior Mangement Seminar - 13
Mombasa

Thank you

« Materials

— DQAF Generic Framework

— South African SASQAF

— ONS Code of Practice, breach of code report,
programme of quality reviews.

— Summary of good practices identified during
the European Statistics Code of Practice peer
reviews carried out during 2006-2008

structured according to the statistical value
chain

July 2009 Senior Mangement Seminar - 14
Mombasa
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CROSS CUTTING FUNCTIONAL AREA

FITNESS FOR USE

DECISION TO NOT RELEASE DATA

RELEVANCE

SCOPE AND COVERAGE
REFERENCE PERIOD
GEOGRAPHICAL DETAIL
MAIN OUTPUTS/DATA ITEMS

CLASSIFICATIONS AND STATISTICAL
STANDARDS

TYPES OF ESTIMATES AVAILABLE

ACCURACY
COVERAGE ERROR
SAMPLE ERROR
NON-RESPONSE ERROR
RESPONSE ERROR
OTHER SOURCES OF ERRORS
REVISIONS TO DATA

TIMELINESS

TIMING
LAG BETWEEN REFERENCE PERIOD AND
DATE THE DATA BECOME AVAILABLE

FREQUENCY OF SURVEY
SINGLE INSTANCE
ONGOING WITH RELEASE SCHEDULE




ACCESSIBILITY
ACCESSIBILITY TO THE PUBLIC
DATA PRODUCTS AVAILABLE
PUBLICATIONS, SPREADSHEETS, ETC
FORMATS
DATA ITEMS INCLUDED
cosT

COHERENCE
CHANGES TO DATA ITEMS
COMPARISON ACROSS DATA ITEMS
COMPARISON WITH PRIOR RELEASES

COMPARISON WITH OTHER PRODUCTS
WHETHER OTHER DATA SOURCES FOR A SERIES
WAS COMPARED
WHETHER THE TWO SOURCES TELL THE SAME
STORY

INTERPRETABILITY

PRESENTATION OF THE INFORMATION

AVAILABILITY OF INFORMATION REGARDING
THE DATA

PREREQUISITES OF QUALITY
ASSURANCES OF INTEGRITY
METHODOLOGICAL SOUNDNESS
ACCURACY AND RELIABILITY
SERVICEABILITY

ASSESSIBILITY

ROLE OF THE CHIEF STATISTICIAN

CONTINUOUS COMMITMENT

PREVADE ALL ASPECTS

TRAINING, ANALYSING, PROCESSING,
DISSEMINATING

SOUND SURVEY METHODOLOGY
DATA QUALITY BEGINS WITH DATA COLLECTION

MANAGEMENT ASPECTS
MATRIX MANAGEMENT

COMMITTEE ON STATISTICAL STANDARDS

OBJECTIVITY AND CREDIBILITY




Managing People & Projects

Mary Strode
With contributions from
Philip Turnbull

July 2009 Senior management seminar -
Mombasa

Managing your People

» Key principles
— Fairness and openness.
— Equal Opportunities
— Delegation.
— Reward Success.
— Open Door (with limits).
— Good communications.
— Be aware of their personal circumstances.

July 2009 Senior management seminar - 2
Mombasa

Human Resource Policy

* HR policies must be known and be observed.
They should cover:
— Recruitment policy (generalists or specialists)
— Promotion policies (open and based on merit).
— Equal Opportunity policies
— Rewards and recognition.
— HR Information systems.

— Annual open appraisals with checks and balances.

Training and development.

July 2009 Senior management seminar -
Mombasa

Workplans and targets

« Build plans around your final (and
intermediate) outputs — specify what
and when.

— All units should have their plans
— All cross cutting project teams should
have their plans.

— All should be part of the NSO strategy
and plans (5 year and 1 year).

July 2009 Senior management seminar - 4
Mombasa

Training and Development

Opportunities needed at all levels.
— Generic skills (examples — IT, report writing).

— Specialist Skills (examples sampling, national
accounts).

— Both sides must benefit (employer and employee).

— Job rotation and NSS job swaps.

— Formal qualifications only where necessary for the
job, but need a route to professional status.

— Training & business process re-engineering a
package (both needed to modernise)

July 2009 Senior management seminar -
Mombasa

In-service training

Benefits

* Retains staff in organisation.

« Prevents students absconding overseas.

» Valuable incentive to staff.

How

+ Appoint training officer — and counterpart in local
university.

* Many e-learning materials now available.

» Reading university has programmes
— SADC, Kenya, Uganda ...Gambia considering

< Students need support and tutorials in-country

« ICT and other professionals need training — local course

July 2009 Senior management seminar - 6
Mombasa




Some Training Options

1. M.Sc. abroad 1. Expensive, few benefit, some
abscond, enables
progression to top jobs.

2. Undergraduate 2. Still expensive to establish —

programme in national more people benefit.

university

3. In-service schemes,
part-time. Training

3. Skills retained for longer,
cheaper. Good virtual
materials available now.

4. Not to be forgotten — same

officer & university as above

support.
4. T staff?

5. Short-courses

July 2009

5. Limited long-term benefit, but
can be very useful in new
skills and methods

Senior management seminar - 7

Mombasa

Typical HR concerns

Most offices have concerns with high
turnover, recruitment difficulties.

Lack of supply of statistical staff and
associated professionals,

Poor conditions of service.

All organisations have to consider training
and development of young professionals.

Consider in-service training.

July 2009 Senior management seminar -

Mombasa

Resources

« Virtual training CD available

July 2009

Senior management seminar - 9

Mombasa
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MAGNAGING PEOPLE AND
PROJECTS

MOMBASA
2 JULY 2009

MAGNAGING PEOPLE AND
PROJECTS

PRETORIA
7 JULY 2009

KEY INGREDIENTS

ANNUAL WORK PLAN

— MIX OF TASKS AND OPERATIONS
STAFF

— EXPERTISE

NON STAFF RESOURCES

— OTHER GOVERNMENT AGENCIES
— CONTRACTORS

PROJECT MANAGEMENT TOOLS

MONITOR FUNCTIONAL PROGRESS
— SUBTASKS ACCOMPLISHED

* MONITOR TIME SPENT

— PROGRESS TOWARD COMPLETION

* MONITOR RESOURCE EXPENDITURES

— TIME RECORDING
- COSTS

COMMUNICATION

e WITHIN PROJECT TEAM
* WITH DIRECT MANAGEMENT

* WITH STAKEHOLDERS
* EARLY AND OFTEN

GOAL SHOULD BE NO SUPRISES

WHEN TO CANCEL A PROJECT

*« NEW INFORMATION
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Example: Project plan

table of
contents

instructions
for each phase

Example: Project plan
(cont.)

Example: Project plan  (cont.)

Every project measure has some kind of end product
(e.g. discussion held, plan prepared, guideline written,
display designed, module tested or document prepared)
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Getting Results out of
Activities

Mary Strode
GDDS Management Module

Results

* Result is the release of data.
« How does this happen?

— Press conference

— Press release

— Simultaneous to all users

« Should not be delayed by printing issues
« Use the web!

Web release

Now an important function of NSO
Must be kept up-to-date
Public face of statistics

Subject matter head should be responsible
for content of his/her material.

Don't leave it all up to press officer.

Archiving

Electronic media demands careful
archiving.

¢ Documents & metadata
Microdata

* Who takes responsibility for this.

Strategic problems:

Uncoordinated donors

Donor coordination is a positive step.

— Not in anyone’s interests to take on too many surveys
(Ethiopia NSDS says 1 major survey per year),

— avoid duplication of activities & gaps,
Donors are being encouraged to collaborate with
NSDS & each other (NSO’s must lead this).

Most difficult are some of the UN agencies
NSDS approval should be followed by donor

meetings to align donors — often the missing link.

Appointing a lead donor an advantage.

Use The Paris Declaration

121 donors and partners have signed up to the Paris Declaration in
March 2005. OPM study for Accra HLF showed that statistics often not
following these agreements, to the detriment of capacity building.
-Ownershig - Developing countries set their own strategies. For
statistics this is the NSDS

*Alignment - Donor countries align behind these objectives and use
local systems. Donors should support the NSDS priorities, not
introduce their own priorities.

-Harmonisation - Donor countries coordinate, simplify procedures.
Appoint lead donor and coordinate support

*Results - Developing countries and donors focus on development
results and results get measured. Statistics important.

*Mutual Accountability - Donors and partners are accountable for
development results. Predictable funding — statistics funds




Resource problems: Insecure
funding

» Government funds tend to be staff and recurrent costs.
Can be unpredictable.
« Statistical outputs often reliant on donors
— data collection, major revisions and reform.
* Main upstream constraint to managing projects is the
lack of predictable funding.
— Identified as a major development constraint by DAC
— Statistics Funds — very helpful
» Donors may want to fund their own priorities —need the
NSDS to align donors (see next slide).
— Most statistical agencies have 7+ donors in cycle.
— One country had 10+ donors contributing to one survey.

Planning problems 4:
Human resource scarcity

* Most NSO have limited trained HR.

« Constraint to what can be achieved.

« Solutions often constrained by parent
department or regulations

— Hire consultants

— Train staff

— Recruit

— Raise pay

If not possible reduce scale of operations.

Project techniques: Lack of
performance monitoring

NSDS has to be monitored during
implementation.

Monitoring system should be used to report to
donors, board and govt. authorities

Progress or lack of it needs to be explained &
attributed to issues — which then require a
solution.

Results of monitoring should be published and
used to find solutions — not to blame.
Reputation and performance a strong factor in
funding decisions.

Thank you

¢ Other speakers will discuss other issues.




WHAT TO WATCH FOR
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WHAT TO WATCH FOR
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DEFINE THE NEED
MANY TASKS NEED TO BE DONE
WHAT ARE GREATEST NEEDS

ADDRESS THE UNDERLYING NEED

BE SURE THE RIGHT QUESTION IS BEING
STUDIED

WHAT ARE PERFORMANCE INDICATORS
HOW WILL OBJECTIVE EVALUATION BE
DONE

WHICH INDICATORS

WHAT BENCHMARKS

WHAT LEVEL OF COMMITMENT
FROM PROJECT REQUESTORS
FROM PROJECT EXECUTION TEAM
FROM KNOWLEDGE BASE
FROM ULTIMATE USERS
FROM PUBLIC OR OTHER STAKEHOLDERS

WHAT FUNDING SUPPORT

DEFINE EXACT SCOPE, STEPS, SCHEDULE,
MILESTONES, OUTPUTS

ARE THE RIGHT PEOPLE AVAILABLE
ARE THE STEPS AT THE RIGHT LEVEL OF DETAIL

DOES THE PROJECT TEAM AGREE ON THE
SCHEDULE AND MILESTONES

HOW MUCH FLEXIBILITY & LAG TIME IS BUILT IN




IS THE PLAN STILL VALID

HAS ENOUGH TIME PASSED THAT THE ORIGINAL
ISSUE IS NOW LESS PRESSING

ARE THE STAKEHOLDERS STILL AGREEABLE

ARE THE BENCHMARKS OR INDICATORS REALLY
AVAILABLE
IF SO, HOW MUCH DO THEY COST

ARE THE CONCLUSIONS SENSIBLE

ARE THE RECOMMENDATIONS FEASIBLE
HOW MUCH WILL IT COST TO IMPLEMENT THE
RECOMMENDATIONS

DO STAKEHOLDERS GENERALLY AGREE ON
THE RECOMMENDATIONS

ARE STAKEHOLDERS WILLING TO TAKE
OWNERSHIP

NEED FOR FLEXIBILITY

CONTINUOUS COMMUNICATION AMONG ALL
STAKEHOLDERS

NO SUPRISES

COMMITMENT FROM STAKEHOLDERS TO
TAKE ACTION

COMMUNICATION, COMMUNICATION, COMMUNICATION

TWO TEAMS

EACH TEAM PICK AN EXAMPLE OF A
SUCCESSFUL PROJECT

IDENTIFY ELEMENTS THAT MADE PROJECT
SUCCESSFUL

EACH TEAM PICK AN EXAMPLE OF A

“PROBLEM” PROJECT
IDENTIFY PROBLEM AREAS




