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Institutional Partnerships for Statistical Capacity Building
The German experience in supporting partner institutions to improve MDG data availability
1. A globally changing environment for statistical institutions requires new approaches 

When the large European and international co-operation programs for the support of the statistical systems in the countries of Central and Eastern Europe came into being, the focus of support was clearly on training and consultation in all statistical subject matter areas.  Consequently, in the course of the last ten years, the German Federal Statistical Office, being a major co-operation partner in this context, provided more than 1000 expert missions and training courses to transfer know-how according to the methodological and conceptual standards of the UN or the EU. In the beginning, the focus was on economic statistics, because the partner countries were in transition from planned to market economies. Not least because of the emerging world-wide attention to MDG monitoring, the focus of our cooperation activities shifted to include agricultural and social statistics so that in the end, all subject matters of official statistics were covered.  All concerned partners in these measures, - the donor institutions, the providers of know-how and the recipient institutions, - felt at the time that it was quite sufficient to provide statistical know-how. Cross-sectional aspects such as strategy development, program planning and human resource management would somehow take care of themselves, once the methodological and conceptual standards had been introduced. 

This was and is a fallacy, as statistical institutions all over the world have come to realize in the course of the last five to six years. The budgets, human resources and IT infrastructures of statistical institutions are not keeping up with the dramatically growing demands for accurate, timely and relevant statistics. This is especially true for the information demand in connection with MDG monitoring. The widening gap between rising demands in terms of quality and timeliness of statistical results and additional topics to be covered by statistical surveys on the one hand, and scarce resources on the other hand, can only be bridged by a new and better way of planning and managing statistical systems. In order for methodological progress to become sustainable, the introduction of state-of-the art methods and concepts must be accompanied by the development of the requisite institutional infrastructure and by a sound total quality management. As we start to pay more attention to these cross-sectional elements of statistical capacity building, we as institutions of the public sector can learn from the private sector. Just as enterprises all over the world have had to take a critical look at their actual market position and develop a vision of future directions, many the statistical offices see themselves in a situation where they have to develop a vision of their role in the future, including a set of medium and short term goals together with goal achievement indicators in order to change their mode of operations. 
The Federal Statistical Office of Germany as one of the largest national statistical offices in the EU has successfully applied innovative concepts and procedures to review its organisational structure, its management principles, its role and mission in society, and its operating procedures. Based on these thorough analyses we have devised new approaches to strategic and annual planning, quality management, human resource development and we have devised new operating practices. Our experiences have been widely discussed on the EU level where we have also gained valuable insights into the respective activities of other European statistical offices. This wealth of experience in strategic development and innovative practices which we have gathered over the last ten years has been put to use in our technical assistance projects and in the design of our program of customized cross-sectional workshops to improve statistical capacities.  

To sum it up: Strategic thinking, sound planning and efficient management are prerequisites for producing high quality statistics in a sustainable way. The German Federal Statistical Office offers share its practical experiences with institutional repositioning and reorganisation with statistical institutions in developing countries for possible adaptation to their needs and challenges.  
2. Statistical capacity building as a joint effort

Statistical capacity building in the context of MDG-monitoring calls for the mobilization of all stake holders. We have no time to waste as the deadline for the MDG implementation is fast approaching. To start with, the national and international donor agencies have to broaden their funding focus to include cross-sectional topics such as strategy development, program and budget planning, liaison with ministries, project management, quality monitoring and human resource development. Respective training tools, including curricula of relevant courses, have to be developed on the international level, for example under the auspices of the World Bank Trust for Statistical Capacity Building. Statistical offices with experience in these areas should be asked to join such efforts. As always, there seems to be a lack of co-ordination and interaction, and we urge the donor institutions to pool their resources for a more concerted effort in this respect.

As concerns the cross-sectional and strategic approach to statistical capacity building, the World Bank is in our opinion in the vanguard with its statistical development projects: They keep in mind the requirements of MDG monitoring. They start with a thorough assessment of the state-of-play in the recipient institution, the project is then preceded by a multi-annual strategic development plan which provides the basis for the project tender. This approach fosters strategic thinking, cross-sectional planning and true ownership on the part of the recipient institution. While it is useful to have consultants from partner countries or from international agencies assist in this endeavour, the foremost responsibility for the process and the results of institutional capacity building and related project development lies with the statistical office itself. 
The Twinning concept reinforces this approach. Twinning means forging institutional project partnerships between two statistical offices to achieve a common goal: To enable the recipient statistical office to provide the requisite statistics for MDG monitoring. This partnership should also include the government ministries in charge of MDG reporting. Consequently, liaison with ministries is to be an essential component of statistical capacity building. Furthermore, the importance of staff involvement cannot be stressed enough. The strategic goals of the statistical institution and related program measures have to be communicated to the general staff. It is of paramount importance to explain to them the advantages to be gained and the relevance of the new strategies and programmatic activities to their own tasks. Good communication skills and co-ordination experience on the part of the involved staff and firm backing by the leadership of the statistical office are prerequisites for any institutional capacity building and ensuing programmatic and management activities. Again, respective components should be included in the Twinning projects.
When it comes to the partner offices to provide expert know-how and training, it is important to have a thorough understanding of the frame conditions which influence statistical capacity building in the recipient institution. It has to be understood that solutions which may have worked well in one´s own statistical office may not be readily applicable in a different institutional and cultural environment. Consulting and training by experts in the cross-sectional subjects of statistical capacity building calls for innovative, open-minded and well experienced professionals who are able to pay attention to the frame conditions and requirements at hand and who are willing to work closely with their counterparts on tailor-made solutions. 
The German Federal Statistical Office has been involved from early on in Twinning projects launched by the EU. We have found that Twinning projects are, indeed, more likely to reach their defined goals than other project types. From our experience, these are their decisive factors of success: 

· strict demand orientation in project definition
· detailed specification of goals to be achieved
· strict timeline for activities to be conducted and goals to be achieved
· ongoing monitoring of progress by activity and of goal achievement by project component
· joint ownership and shared responsibilities by recipient institution and its and partner institution
· mutual experience of institutional culture and frame conditions fosters understanding and enhances professional competence on both sides 
· institutional partnerships are established which go beyond the project time frame.
To sum it up: Sustainable statistical capacity building involves all stake holders and can best be achieved by internationally coordinated subject matter and cross-sectional training programs and Twinning projects. Twinning projects should be promoted as the most suitable project mode for achieving sustainable capacity building. 
3. The experience of the German Federal Statistical Office

For a number of years now the Federal Statistical Office has stressed at EU and international meetings that cross-sectional statistical capacity building should be conducted in parallel with capacity building in statistical subject matters. In this, we argue from our own experience over the last decade. We have found that major efforts in strategic and program planning, combined with the monitoring of goal achievement and the continuous development of human resources have resulted in quantifiable improvements of the quality of our statistics and in a higher efficiency of our operations. 
Based on this experience we have developed a curriculum of customized workshops comprising a broad range of cross-sectional topics such as

· Strategic and annual planning

· Human resource development

· Personnel management

· Project management

· Budget planning and controlling

· Project management

· Team development

· IT-Planning and management

· Dissemination strategies and policies

· Liaison with ministries

· Public relations and liaison with the media

· Total quality management

The agenda of each workshop is customized according to the demands and frame conditions of the partner office. The concepts for the workshops, of course, take into account the strategic, planning and managerial aspects of providing statistics for MDG monitoring, also keeping in mind the IMF General Data Dissemination Standard.  Since 2003 we have conducted more than 30 such courses either as stand-alone activities or in the frame of larger projects. Our clients range from new member and candidate countries of the EU to CIS countries and developing countries in Asia.   More than 400 statisticians have participated so far in the workshops. 
Also since 2002 we have concentrated our project efforts on Twinning projects. From more than 10 major Twinning projects with partner offices in Europe and Asia we have gained the experience that this instrument is best equipped to promote sustainability in institutional development and to foster institutional partnerships which are of benefit to both sides.  They are typically of a broader scope and employ a more cross-sectional approach than more subject matter oriented projects or multi-country projects. Thus, they fit in perfectly with the overall strategy of enabling statistical offices in developing countries to sustainably provide timely, relevant and accurate statistics for monitoring MDG related progress. Our Twinning projects have usually resulted in close bilateral partnerships and working ties between the statisticians of both institutions which extended beyond the duration of the Twinning project. 
To sum it up: In recent years the German Federal Statistical Office has successfully provided customized workshops to improve the strategic planning and management capacities of partner offices in parallel with the training in methodological and conceptual subject matters. This approach works very well for strengthening statistical institutions as information providers for MDG monitoring. We have found that cross-sectional statistical capacity building enhances the sustainability of methodological advancement and contributes to successful and intensified partnerships across institutional and national boundaries. At the same time we have concentrated on Twinning projects as the most appropriate instruments for achieving sustainable institutional development while fostering bilateral partnerships. We encourage the international donor institutions to intensify their support for training in areas which are relevant for institution building and for Twinning projects. We offer to share our experience in joining any respective efforts.  

For further information on our relevant activities please access our website http://www.destatis.de/en . Just follow the links “Further Topics”, “International Data” and “Statistical Co-operation”.
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