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Summary of the achievements of the twinning program “”Strengthening co-ordination and management capacities for structural funds”

From May 2001 to June 2004, a team of 51 experts were involved in a wide program dedicated to support the preparation of the management of the European Structural Funds in Poland (13 B Euros). At the end of the program, Poland had programming documents ready, procedures and guidance ready, a well skilled administrative structure in the ministry of Economy and labour, but also in the Marshall offices and the Voïevod offices, and mostly, a lot of projects are ready to be financed!

Evaluation of the programs

According to the European rules, the State is tasked to elaborate documents describing its policy in the field of Regional development, and its forecasted use of the European contribution to support the relevant actions. These documents (the National Development plan, 6 sectoral operational programs and an “Integrated regional operational program”) are prepared by the relevant ministries after a wide consultation of the regions and social partners. When they are completed, the documents are sent to the Commission to be assessed before the negotiation between the Polish Government and the Commission. 

The programming documents sent to the Commission must include an ex ante evaluation provided by independent experts. The evaluators have to appreciate the compliance of the documents with the European rules and European policy, but also the internal coherency, particularly between operational programs and National Development Plan.

Two teams of evaluators were involved in this process. A polish team leaded by Prof Szlachta, and a non-polish leaded by prof Bafoil. This latter mission was a part of the twinning program.

Prof Bafoil constituted a team of 15 experts from a wide range of specialties (infrastructures, regional economy, Human resources, environment, fisheries…). Most of the experts were academics with the rank of doctor.

The method implemented by prof Bafoil may be described pointing out three times: 

First, all the experts studied the documents: the sectoral operational programs (each expert had to study deeply the SOP relevant to his specialty but also the other such as to have a global vision of the policy), and all the relevant documents of the Polish policy (laws, ministerial programs, sectoral programs etc).

After having in mind all this information, the experts went to the regions to evaluate the compliance of the documents with the regional policies and willingness. By this way they had a deep knowledge of the needs, the whishes and the wills in all the country.

At the end, prof Bafoil and his team provided reports about evaluation of each programming documents. These evaluations were of a great quality because the experts were completely independent, and had studied deeply all the aspects of the documents with an objective view. These documents were presented to the responsible of the relevant ministries during a seminar on the 2nd of December 2002.

But prof Bafoil estimated that to provide documents and seminar was not sufficient; so he decided to provide as much as possible, with his team, all the necessary support to people in charge of the preparation of the documents.

Implementation building

The management of European Structural Funds is a very complicated and delicate business. It includes a lot of exigencies like preparation of reports, organization of controls, monitoring of the program, knowledge of a lot of rules particularly about eligibility etc. The present Member States could familiarize themselves with these rules, following their creation day by day. For the present candidate countries it is very different. They have to assimilate in a few years more than 20 years of experience!

For that purpose, the Polish Government decided to strengthen its administration capacity thanks to important recruitments, trainings and internal reorganization.

In this framework, the twinning team, including the PAA himself, provided a lot of supports in various areas: 

· a training program was set up according to the needs of the civil servants concerned and in accordance to the requirements of the national Action Plan,

· all the internal procedures (who does what, when, where and how) were built thanks to examples from Member States provided by the experts and analyses of the ministerial projects by the experts,

· the preparation of the guidance dedicated to all the responsible of the management of the Structural Funds, which needs the involvement of all the relevant administrations is supported by the experts.

In addition, prof Bafoil, Gilles Lepesant and Rachel Guyet provided a specific support  in the Marshall office of Mazowieckie.

At the end of the programme, experts of the twinning, leaded by Xavier Givelet, jointed to the audit of the management capacities and procedures in all the Voivod offices and Marshall offices, organized by the department for the co-ordination of Structural Policies. 
Programming documents

The twinning team was not directly involved in the preparation of the programming documents but the ex ante evaluation team provided largely support to the people in charge of the redaction of the documents, thanks to analysis, advices and remarks.

In the other hand, the team provided directly support in the preparation of the program complement. These documents were dedicated to become the “Bible” of all the users of Structural Funds; they are the concrete implementation of the principles expressed in the Operational programs.

A team of experts leaded by Axel Brouwer provided support for the preparation of the documents, either by participation in working groups which included representatives of the civil society, either by working directly with the civil servants in charge of the preparation of the documents.

After their intervention, Ms Marie-Claude Teyssier, task manager for the management of Structural Funds in Burgundy provided an ex ante evaluation of these documents.

It is very important that these experts have a lot of experience and imagination. Experience, to avoid the mistakes yet known in Member States. Imagination, such as to ask the good questions at the good moment.
Assessment of projects

A good preparation of a great number of projects will allow obtaining the most important amount of grants as soon as possible. But it is necessary to make sure that the projects are really completely ready.

For this reason, a team leaded by M Bernard Larvaron, French prefect, and including Marie-Claude Teyssier, Jacqueline Camus, Philippe Gouard, and Michel Cartier, (see biographies below) went in all the regions to provide a first assessment of the still detected projects. This team, consisted with experts directly in charge of the management of Structural funds in France made a first analysis dedicated to provide orientation to the projects. In some cases, they declared a project is complete and available to be submitted to the steering committee, in charge of the selection of the projects to be granted. In other case they indicated the needed supplement of information to complete the project. For example, they suggested environment impact studies or better guaranties in the financial plan. They did not provide deep assessment but define what kind of deeper assessment is requested.

Seminars

The organization of seminars is a very good occasion to provide information, debates and exchange with a large public.

In December 2002, M Larvaron and his team provided a presentation of French experiences in the preparation of projects: good experiences, but also experiences of failures to analyze the causes and to detect the risks in future projects.

In February 2003, a seminar was organized on Technical assistance and implementation building. Representatives of 3 different countries were invited to explain their management system: M Challéat task manager in DATAR presented the French system, M José Luis Rubio-Rojo presented his experience as Director of the programs in the City hall of Toledo, and Laurie Russell presented the role of a private agency in the management of Structural Funds in Scotland.

Other seminars were organized on thematic purposes: 

· 16th May 2003: Great projects
· 23rd May 2003: E-society,

· 6th June 2003: Decentralization and management of Structural Funds,

· 20th October 2003: Information society projects,

· 15th March 2004: Industrial parks projects,
· 17th March 2004: Research and development projects,

· 24th May 2004: Financial tools,
· 27th May 2004: Rental management

· 17th June 2004: Managing institutions
The seminar organized on the 23rd of February in Zyrardów with the participation of a delegation from the Agglomeration of Le Creusot Montceau-les-mines (France) and the participation of the Forum for Urban Revitalization, was an excellent occasion of exchange of experiences about urban policies.
Study visits

Three study visits were organized to provide to 30 Polish civil servants a life experience of the management of Structural Funds in Member States.

In Valenciennes (France) the Polish team meet people who had been in charge of the implementation of the Toyota plant (great project, more than 3 000 employs created), the team in charge of Urban renovation, and in the Prefecture de Region in Lille, they attended a steering Committee, at the table with all the participants, s if they were realyy members of the Committee.

In Glasgow, they visited SEP, the agency in charge of the management of Structural Funds for West Scotland, including its different departments: assessment of projects, control, information department.
In Lisbonne, the Polish team visited the managing authority for Community Support Framework, and the managing authorities for ERDF, ESF and Cohesion Fund. 
Placements

In September 2003, a team of Polish civil servants will be involved in the task force of the SGAR
 Burgundy (Dijon, France), and they will have to present projects to the steering committee. (organized by Marie-Claude Teyssier)
In February 2004, another team benefited from a placement in Lotharingy (prefecture and regional council) and DATAR. (organized by Frédéric Frapaise)
The twinning team

The principle of the “Twinning Programs” is that the Member State provides all the requested assistance to the candidate country to achieve the covenant concludes in the framework of the “PHARE” procedure. PHARE is a European program dedicated to provide to the candidate country the possibility to reach as soon as possible the “Acquis communautaire”.

In conclusion of a tender organize by the Delegation of the European Commission in Poland, a French proposal, leaded by DATAR was chosen by the Polish side represented by the Ministry of Economy.

DATAR is a French interministerial body in charge of the policy for the development of territories and implementation of regional policy. Beside Piotr Zuber, Director of the Department for co-ordination of the Structural Policy and Polish project leader (see the page “Biographies”.), the head of the regional department in DATAR, Jean-Claude Ebel, was appointed as the French project leader. Jean-Claude Ebel, who is graduated from the University of Rennes, has been task manager for several functions in Poland since 1994 and, among other, he was representative of the Region Nord-Pas de Calais in Silesia (see “Biographies”.)
The pre accession advisor, in charge of the management of the program in Poland was Xavier Givelet. Vice-prefect in France, Xavier Givelet has been in charge of the management of European structural funds when he was general secretary of the prefecture of Troyes (Champagne-Ardenne) and vice prefect of Sens (Burgundy). He has been inspector or finances (in temporary situation) and is graduated of the French National School for Administration.

Bernard Larvaron is a French prefect. Graduated from the French National School for Administration he has a very long career as vice prefect then prefect, at first in Troyes (Champagne-Ardenne) then in Evreux (Eure). He has been director of the placements in the National school of administration, and write a lot of studies, particularly on the management of public affairs at local level.

M Larvaron’s team included M Gouard deputy SGAR
 of Provence Alpes Côtes d’Azur region, M Michel Cartier, director in the prefecture of Alpes Maritimes (one of the most important in France), Ms Marie-Claude Teyssier, and Jacqueline Camus, (see below)
Professor François Bafoil is Director of research in CNRS (French national center for scientific research) and specialized in agriculture and regional economy in Eastern Europe. He has provided a great number of conferences in the world and a lot of publications. He is now involved in the board of the CERI, European center for international researches.

Prof Bafoil’s team in the framework of ex ante evaluation included the following academics: 

· Gilles Lepesant, Doctor in Geography, former teacher in Natolyn School, and researcher in CNRS, he provided an analysis of IROP and SOP infrastructure, but he was also expert for the preparation of program complement and implementation building in the regions,
· Rachel Guyet, Doctor in Human Resources Development, she provided an analysis of the SOP HRD, but she also intervened in the regions for Human Resources purposes,

· Olaf Kühne, teacher in a German University, was responsible of the analysis of SOP environment,
The other experts were Dominique Martin, Loïc L’Haridon, Vladimir Tardy, Isabelle Lévy, Mathilde Lanneau, Christian Lequesne, Hakim Hassoui, and Lise Bourdeaux Lepage.
Axel Brouwer, is deputy general director in the agglomeration of Châlons sur Saône. He is charge of the management of Structural Funds programs in this self local Government and has a wide experience of the preparation of the projects.

Ms Marie-Claude Teyssier, task manager in the SGAR of Burgundy, in charge of the management of ERDF projects, was long term expert in the twinning and provided particularly an ex ante evaluation of the IROP Programme complement, and a lot of trainings. Ms Teyssier is now long term expert in the twinning with the Italian ministry of Economy and Finances.

Jacqueline Camus, director in the prefecture of Saône et Loire, participated to the audit in the regions and provided a lot of trainings.
Other experts were not involved in the teams: Alain-Gérard Cohen, General inspector of finances in the Ministry of finances (France), in charge of financial systems analysis, Marc Challéat, task manager in DATAR, in charge of support for the implementation of Technical Assistance programs, Witold Sartorius, head of the Fundation for Economic Education in Poland, in charge of some trainings and of a study on eligibility, Jean-Pierre Bove, task manager in DATAR, in charge of support for definition of Aid Schemes to be included in the Programming documents, Jean-Guy Béal and many others (see the list). 

The whole management of the programme was assumed by Iwona Karwot, in charge of the Back office, and Kamila Wadecka assistant.

The achievements may be measured in the following figures:
· More than 1 000 people trained on a lot of various purposes, like preparation of projects, preparation of contracts, preparation of reports, organisation of controls…

· A total of 1 192 days experts, including: 

· 189 days expert for support in preparation of procedures and trainings,

· 371 days expert for ex ante evaluation

· 16 days expert for preparation of notification of State aids,

· 23 days expert for implementation of the unit in charge of Technical assistance,

· More than 1 000 pages of foreign examples translated for preparation of procedures,

· 175 days expert for evaluation of yet detected projects on ERDF, and

· 389 projects evaluated thanks to 250 hours of dialogue with potential beneficiaries in the 16 regions,

· 14 seminars: 

· preparation of ERDF projects,

· presentation of the conclusions of ex ante evaluation,

· technical assistance and implementation system,

· big projects,

· decentralization,

· Information society

· Revitalisation of industrial degraded areas,

· Industrial parks and micro-enterprises,

· Research and development,

· Renovation of urban degraded areas,

· Agencies,

· Animation policy,

· Rental management organization,

· Implementing institutions,

· Three study visits: Valenciennes (France), Glasgow, and Lisbon, for a total of 30 civil servants,

· Two placements of 3 weeks each: one in Burgundy and another in Lotharingy, for a total of 10 civil servants,

· The achievement of a very important amount of documentation including: 
· A “book of example”, with a description of 25 experiences of management of projects, with success or sometimes failures…

· A collection of examples of guidance and manuals from French regions,

· A collection of Power point presentations relatives to the intervention of experts during the seminars

The whole management of the twinning is assumed by Kamila Wadecka, assistant, Iwona Karwot, in charge of the back office and Xavier Givelet, PAA, under the authority of Jean-Claude Ebel and Piotr Zuber, respectively French and Polish project leaders.

The twinning team is tasked to ensure the good achievement of the program and to adapt it to the means detected. As a result, it must be deeply involved in the whole process of implementation and strengthening of the administrative capacity.

The involvement of French Self Local Governments in the Twinning programme
1) Study visit in Burgundy from the 3rd to the 14th of November: 

Meetings or lunch with:

· Mr Jean-Marc Galland, general director of the services of the Regional Council,

· Mr Albert Boudot, 1st Vice president of the Communauté de communes du Creusot-Montceau les mines,
· Mr Michel Allex, major of Châlon sur Saône and Mr Alain Perdreaux, vice-president of the Communauté d’agglomération de Châlon sur Saône
· Mr Barrault, general director of the services of the Communauté de communes de Dijon
· Mr Michaux, major of Blaine (Yonne)
2) The last week of the study visit was devoted to a visit in region Ile de France: 

· Mr Alain Le Saux, director of international affairs in the regional council,

· Ms Isabelle Rougier, responsible of the mission City and security,

· Mr Ghislain de Chateauvieux, director of the economic department.

3) The 27th of November 2002, in the City of  Valenciennes : 

· Mr Jean-Marie Desfossez, deputy major, in charge of housing policy,
· Mr Loïsos Papoutsos, head of the services for urban projects in the framework of European Funds
4) The seminar of the 26th  of May 2003 was devoted to the “Big project »

-  Mme Gallez, MP and deputy president of the agglomeration of Valenciennes 
-  Mr Henri Masse, prefect of Lot et Garonne and former vice-prefect of Valenciennes
-  Mr Legarrez, general director in the services of the agglomeration of Valenciennes. 

� General secretary for regional affairs.


� Secrétariat Général pour les Affaires Régionales, service in charge of the management of economic projects by the State.
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