Foreign Assistance Programming in 201 3:
A Course for CORs/AORs Certified Prior to 2005
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Presentation Notes
Welcome to the USAID “Foreign Assistance Programming in 2013” training. This online module and an accompanying webinar are designed specifically for Contracting Officer’s Representatives (CORs) and Agreement Officer’s Representatives (AORs) who were certified prior to Jan. 1, 2005, and, according to ADS 458, must take “Acquisition and Assistance Management for CORs/AORs”, also known as A&A104, as part of their continuous learning requirements to maintain certification. For this specific audience only, this online module and webinar may substitute for the one-week long “Programming Foreign Assistance” (PFA) course as a prerequisite to A&A104 training. 
 
At this point, feel free to register and get your supervisor’s approval for a scheduled A&A104 course. You will be approved for the course after you fulfill three steps: 
Complete this online module, 
Participate in an interactive webinar that further explores topics covered in this module, and 
Complete an evaluation of this module and the webinar. 
 
This module and webinar are not an online replica of PFA; rather, they have been designed to review topics relevant to experienced CORs and AORs like you. Using the Program Cycle Overview as a basis, this module will review concepts and processes involved in foreign assistance programming, including the current guidance on country and Bureau strategies, project design, performance management, and evaluation policy.


®

Foreign Assistance Programming in 2013 Obijectives

By the end of this module and the accompanying webinar, you will be able to:

e Explain the purpose of USAID’s Program Cycle.

* Identify the multiple levels of planning guidance.

e Explain how the Program Cycle operationalizes USAIDForward.

e Describe new budget resource requests and strategy documents.

e Explain the background requirements of the USAID Project Design guidance.
e Describe the Performance Management phase in the Program Cycle.

e Explain the purpose and frequency of Portfolio Reviews.

e Describe the new Evaluation Policy application in the Mission.

There will be short quizzes throughout.
The total course should take you about | hour to complete.
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By the end of this module and the accompanying webinar, you will be able to:

Explain the purpose of USAID’s Program Cycle and how they contribute to the achievement of the foreign assistance goals.
Identify the multiple levels of planning guidance, including new strategies and planning mandates such as the Quadrennial Diplomacy and Development Review (QDDR), Presidential Policy Directive on Global Development (PPD-6), and USAID Forward.
Explain how the Program Cycle operationalizes USAID Forward.
Describe new budget resource requests and longer-term strategy documents spearheaded by State Department.
Explain the background, requirements, and end products of USAID Project Design guidance.
Describe the Performance Management phase in the Program Cycle, including performance monitoring and the Performance Management Plan prepared and maintained by the Mission.
Explain the purpose and frequency of Portfolio Reviews and the importance of learning.
Describe the new Evaluation Policy application in the Mission, including requirements, budget, and accepted standards. 
We will begin with an overview of the Program Cycle as a whole.


Features and Functions

- Features and functions of this course
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Before we begin, let’s take a moment to walk through the features and functions of this learning module.

If you need to leave the course before completion, the presentation will begin right where you left off.

This is the navigation menu. You can click on the title of any section or slide to navigate directly to it. 

Using the tabs along the top of the navigation menu, you can click to view the slides as thumbnails to preview images of the slides. You can also select “transcript” to view a text transcript of the audio narration for each slide. 

If you prefer, you can also view the transcript along the bottom by clicking this button. Just click this button again to remove the window. You can also change the layout of what you see by selecting this icon. Click on it a few times to scroll through your choices. 

The “play” and “pause” button can be used to stop and start the presentation. When this button is blinking, you must manually press the button to navigate to the next slide. Use the previous and next buttons to move quickly back and forth between slides.

You have access to important tools along the top of the screen:

The “glossary” is a reference for acronyms and terminology associated with the Program Cycle.

The “additional references” tab directs you to websites and downloadable documents that are referenced within this overview and other information that you may find helpful.

The complete presentation is also available to download as a .pdf file.


®
What is the USAID Program Cycle?
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The USAID Program Cycle is a model that ties together four key elements in creating and implementing programs that:
Reinforce Agency-level policies, priorities, and strategies 
Are based on clear and comprehensive strategic planning (thus the CDCS)
Are designed and implemented with appropriate rigor, analyses, and stakeholder input, and 
Are tied to strong monitoring and quality evaluation. 
Overall, the Program Cycle reflects the fact that development is not static and rarely linear and therefore stresses the need to assess and reassess through regular monitoring, evaluation, and learning. The Agency is moving forward based on best practices from the past.
 
The Program Cycle helps USAID employees and partners understand how to maximize development outcomes by:
Tying program development and implementation to the budget cycle; 
Ensuring that real strategic priorities and performance data drive budget decisions, and  
Giving us a tool to determine resource priorities and trade-offs.  
The Policy Framework presents the agenda for USAID Forward. USAID Forward is an effort to make the Agency more effective by changing the way we partner with others, embracing a spirit of innovation and strengthening the results of our work, saving money and reducing the need for U.S. assistance over time. 



Roles and Responsibilities in Missions on the Program Cycle

Front Office/Mission Director

Program Office

Technical Offices

CORs/AORs

Acquisition, Legal, Controller

Oversight, authority over Mission programming
decisions

Leads Program Cycle processes

Primary technical focal point

Manage contracts and grants with no change in
relationship with the CO, but with a broader

context; working as part of a broader Project and
DO Team.

Provide legal, budget and accounting/FM support
during all phases of the Program Cycle
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The entire Mission is responsible for implementing the Program Cycle.  The Mission Director has responsibility for implementation of the Program Cycle. He/she empowers the Program Office to serve as the operational managers of the Program Cycle, ensuring that guidance is being applied appropriately and budgets aligned to day-to-day Cycle processes. Technical offices are responsible for developing the issue-specific content of the Program Cycle. CORs and AORs continue to manage contracts and grants, but now within the broader context of projects and DOs. Other parts of the Mission – including contracting officers, legal advisors, and controllers – play key support roles in ensuring that operational issues are considered as strategies are developed and projects are designed, monitored, and evaluated. More detail about the roles and responsibilities for the Mission are provided in the ADS 200 series. A link to the ADS is available in the additional references tab above.
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The Program Cycle is comprised of three key areas that have become a focus for USAID during the past two years:
Analysis and Evidence
Stakeholder Engagement and
Performance Management 

Please click the tabs on the left for more details, or click next for the next slide. 
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Analysis and Evidence
Commitment to the best available analysis and evidence based on hard data – both globally and within country – is a fundamental principle of the Program Cycle. We need to prove our case to the American people with strong data to complement compelling stories and cases. 
This data can be drawn from a range of sources such as:
Country-specific mandatory assessments and other sector-specific analyses
Program evaluations 
Country or global research
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Stakeholder Engagement
The international development landscape has evolved over the last several decades, with a significant increase in the number of development stakeholders who participate in designing and implementing programs -- including host country governments, civil society organizations, foundations, the  private sector, other donors, multilateral organizations, and other USG agencies. 
 
Through the PPD and QDDR, as well as our aid effectiveness commitments at Paris, Accra, and Busan, the United States has made clear its intention to work more collaboratively and partner more strategically with these development stakeholders to extend the impact of our work, ensure mutual accountability, and contribute to sustainability.
 
Missions should identify and evaluate opportunities for strategic partnership at every stage of the Program Cycle. They should include their role in influencing other stakeholders and partners involved with achieving results. Promoting local partners and working with other stakeholders should become a clear priority for Missions.
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Performance Management links to each component of the Program Cycle and continues to serve an important role in USAID, enabling us to determine whether projects are having the intended impact.
 
CDCS
CDCSs must include a results framework with at least one, but no more than three performance indicators for the CDCS Goal and each DO and IR.
Missions finalize CDCS indicators in a Performance Management Plan, which is then updated as projects are designed.
 
Project Design
Missions are required to develop an M&E plan during project design, and include it as an annex to their project appraisal document.
 
Monitoring and Evaluation
Portfolio reviews held to track performance and learn from experience, best practices and past challenges. 


Agency Policy and Strategies

USAID's Integrated Program Cycle:

Agency Policy and Strategies
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In this section, we will discuss USAID’s Agency Policy and Strategies, which govern all components of the Program Cycle. 
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USAID is guided by a number of USG  policies.

Please click the pyramid levels for more details or next to move to the next slide. 
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At the highest level is the National Security Strategy, released in May 2010. It recognizes development as a central pillar of our national security capacity.
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The PPD-6, released in September 2010, recognizes that development is a strategic, economic, and moral imperative for the United States. 
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The QDDR, issued by Secretary of State Clinton in December 2010, proposes ways to strengthen the capabilities of the Department of State and USAID to elevate diplomacy and development as key pillars of U.S. foreign policy.
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These policy documents form the foundation upon which the USAID Policy Framework was built.
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This USAID Policy Framework, released in September 2011, aims to: 
Clarify core development priorities
Operationalize the PPD and QDDR
Explain how USAID will apply operational principles across the entire Agency
Present USAID Forward
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The Core Development Priorities and the Operational Principles are a frame of reference for pursuing 7 key Development Objectives.
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In applying these priorities and principles, the focus is on relentlessly achieving and measuring results to maximize the impact of every dollar spent. A link to the full text of the Policy Framework is available above in the additional references tab. 
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Two key operational principles that drive how USAID should design and implement effective programs are Selectivity and Focus.
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Selectivity means that USAID should invest its resources in countries, sub-national regions, or sectors that have the greatest impact on a particular development outcome at the country or global level.  
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Focus means that the total volume of resources invested by USAID or leveraged from other donors in a particular country or sector – should be sufficient to have a meaningful, measurable, and lasting impact. 


Agency Policy and Strategies

Policy and Strategies

USAID Forward

A link to Policies and Strategies online can be found in the additional references tab above.



Presenter
Presentation Notes
Agency Policy and Strategies:

Set priorities for the Agency in technical and cross-cutting areas of focus

Take into account core Development Objectives

Translate operational principles
 
(Where relevant)  Incorporated throughout the program cycle and within the country context

Agency Policies and Strategies flow from the PPD-6, the QDDR, and USAID’s Policy Framework.  
 
We encourage you to review key elements of USAID Forward by visiting the website. A link is provided. We also encourage you to become familiar with Agency approved policies and strategies pictured here.  

http://www.usaid.gov/usaidforward

Agency Policy and Strategies and the Program Cycle

Agency Policy and Strategies

Agency policies and strategies will be
applied primarily in the strategic
planning and project design
components of the Program Cycle as
well as throughout the integrated
budget cycle.
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Agency policies and strategies will be applied primarily in the strategic planning and project design components of the Program Cycle as well as throughout the integrated budget cycle. 


Agency Policy and Strategies and the Program Cycle

Agency Policy and Strategies

CDCS

Relevant policies and strategies for a
given country context are identified in
the Consultation Phase and
incorporated in the Results
Framework based on rigorous analysis
of the country context.
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CDCS
Relevant policies and strategies for a given country context are identified in the Consultation Phase and incorporated in the Results Framework based on rigorous analysis of the country context.
 


Agency Policy and Strategies and the Program Cycle

Agency Policy and Strategies

Project Design
Alignment of Project Design goals with
policies and strategies.
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Project Design
Alignment of Project Design goals with policies and strategies.
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®
Country Development Cooperation Strategies (CDCS)

USAID's Integrated Program Cycle:

Country Development Cooperation
Strategies (CDCS)
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In this section, we will discuss the Program Cycle component: the Country Development Cooperation Strategy or CDCS.


®
Country Development Cooperation Strategies

Mandated by the QDDR and reinforced in PPD-6:

o “USAID will work in collaboration with other agencies to formulate country
development cooperation strategies that are results oriented and will partner
with host countries (governments and citizens) to focus investment in key
areas that shape countries ~ overall stability and prosperity. ~

e Strategic Planning is a key USAID Forward deliverable: 73 USAID
Missions will complete a CDCS by end of FY 2013

e Missions under $20 Million may use an abbreviated CDCS process and
countries in conflict, crisis or fragile states may choose to develop a
Transition Strategy
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Operationalizing the Program Cycle is a critical means to achieving the PPD and QDDR’s stated commitment to elevating the “discipline of development” and re-establishing USAID as a premier development agency.
 
CDCS is the country development strategy. 73 Missions must develop a CDCS by the end of FY 2013, and then begin to implement Project Design.  
Missions under $20 Million may use an abbreviated CDCS process that reduces the size of the document and the timeframe for completion. Missions that operate within countries that are in conflict, crisis, or in fragile status may choose to develop a Transition Strategy. 
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* Multi-year, country-based plans including results frameworks that articulate
a Goal, Development Objectives, Intermediate Results and Performance
Measures based on a strong development hypothesis

* Prioritizes USAID assistance (applies to USAID-managed resources) with
input from other U.S.G. agencies

* Incorporates agency-level priorities and Presidential Initiative strategies,
placing them in the context of country-level USAID assistance

* Supported by evidence and rigorous analysis
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The CDCS is developed by the USAID Mission working closely with the State Department, other USG agencies, and other stakeholders. It is submitted by the Mission Director to the Regional Bureau Assistant Administrator. 
 
The CDCS is a multi-year plan (typically five years) that covers all USAID managed resources and includes Results Frameworks that articulate a Goal, Development Objectives, Intermediate Results, and Performance indicators based on a strong development hypothesis. The CDCS  should also explain how key interventions with other USG agencies, donors, or the host government help achieve the Goal and Development Objectives.   
 
The CDCS is the primary vehicle for incorporating broader USG and USAID initiatives, policies, and strategies such as Feed the Future, Global Health Initiative, Global Climate Change, and USAID’s gender policy.



®
ICS and CDCS Relationship

* The ICS sets Goals and Mission Obijectives through an interagency
planning effort, and integrates USAID CDCS into an overall strategic
framework.

* The CDCS is the development foundation of the ICS and is submitted
as an attachment to the ICS.

- CDCS Development Objectives are included as ICS Mission
Obijectives.

* The ICS informs the overall country budget by establishing priorities
and expected outcomes.

- The CDCS continues to inform USAID’s annual budget requests.



Presenter
Presentation Notes
The CDCS in most instances will be the development component of the Embassy’s or Bureau’s Integrated Country Strategy or ICS. 
 
The ICS serves as a multi-year, overarching strategy that encapsulates U.S. government policy priorities, objectives, and the means by which diplomatic engagement, foreign assistance, and other tools will be used to achieve them. As such, the CDCS is integrated into the ICS in a way that makes sense for a Post. A CDCS is not to be altered or re-assessed as part of the process of integration with the ICS. Per the ICS guidance, countries with an approved CDCS must include their Development Objectives as a Mission Objective or Objectives in the ICS. 
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The CDCS serves four important purposes:

I. Serves as strategic organizing framework through its
Development Obijectives for annual budgeting and reporting processes
as well as basis for Integrated Country Strategies

2. Influences budget formulation and allocation processes; some
budget flexibility but not “blue sky”; based on realistic resource
parameters

3. Given anticipated resources, CDCS defines priorities and
expected outcomes: what results do we intend to achieve! What
resources can be leveraged! How can we harmonize with host
country!?

4. Describes how country-specific Development Objectives integrate
sector-based approaches to achieve development outcomes:
how will resources be effectively and strategically leveraged to attain
anticipated results?
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The CDCS serves four important purposes: 
 
First, the CDCS Development Objectives serve as the strategic organizing principle for the annual Mission Resource Request, budget submission to the Office of Management and Budget, Congressional Budget Justification, Operational Plan, and Performance Plan and Report.  
 
Second, the CDCS influences the annual resource formulation and allocation processes to the maximum extent possible. 
 
Third, the CDCS indicates the expected development outcomes that are expected over the life of the strategy. 

Fourth, the CDCS allows Missions to focus on integrating efforts across offices and sectors to explore opportunities to leverage constrained resources to maximize development impact.


®
CDCS Content

The CDCS is structured around six key sections:

|. Development Context, Challenges, & Opportunities
Development Hypothesis (Theory of Change)
Results Framework

Monitoring, Evaluation, & Learning

Program Resources and Priorities

o Vv K~ W N

Management Requirements
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The CDCS is structured around six key sections:
Development Context, Challenges, and Opportunities
Development Hypothesis or Theory of Change
Results Framework
Monitoring, Evaluation, and Learning 
Program Resources and Priorities
Management Requirements 


®
Results Framework Key Terms
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The CDCS Goal is the highest-level impact to be advanced or achieved by USAID, the host country, civil society actors and other development partners within the CDCS timeframe.
 
Development Objectives are the most ambitious results that a Mission, together with its development partners, can materially affect, and for which USAID will be held accountable to demonstrate impact.
Intermediate Results are the set of results that together are sufficient to achieve the Development Objectives.



®
Project Design

USAID's Integrated Program Cycle:

Project Design



Presenter
Presentation Notes
In this section, we discuss the Project Design component of the Program Cycle. 


mplementing Mechanism

* The CDCS process articulates the results to be accomplished
* Project Design identifies how best to achieve those results

Project: A set of interventions or activities that achieve a result by solving an
associated problem (typically including a number of implementing mechanisms and
other actions such as policy dialogue)

Depicted graphically in Logical Frameworks and generally tied to Intermediate Results
(in the CDCS Results Framework) and serve as the basis for future evaluations

Activity: A sub-component of a project that contributes to a project purpose

Implementing Mechanism: Used to define a legal obligation or sub-obligation of
USAID funds such as a contract, grant or G2G agreement within a project
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The CDCS process articulates the results to be accomplished and project design identifies how best to achieve those results. 
 
Fundamental to understanding project design, and the whole Program Cycle, is to understand how the Agency defines a “project”, an “activity”, and an “implementing mechanism”. Over the past number of years, project had become synonymous with implementing mechanism (such as a contract or grant).  
 
“Project” is now defined as a set of interventions, over an established timeline and budget, intended to achieve a result by solving an associated problem. Projects, which are depicted graphically in Logical Frameworks, generally are tied to Intermediate Results or “IRs” as reflected in the CDCS Results Framework, and serve as the basis for future evaluations. 
 
An IR in a CDCS results framework will, in many cases, serve as the project’s purpose. In select cases, a project could be targeted at a Development Objective level if it is associated with relatively small levels of resources or is highly integrated.

“Activity” is now defined as a sub-component of a project that contributes to a project purpose. It typically refers to an award (such as a contract or cooperative agreement), or a component of a project such as policy dialogue that may be undertaken directly by Mission staff.
An implementing mechanism is a means of carrying out a project with USG funding to achieve identified results, generally through a legally binding relationship established between USAID or a host government, on the one hand, and an implementing entity (contractor, grantee, host government entity, international organization) on the other hand. Examples of implementing mechanisms include contracts, cooperative agreements, grants, inter-agency agreements, bilateral project agreements, and public-private partnerships.


®
Principles of Project Design

The Principles of Project Design:

* Includes the seven Operational Principles in the Policy Framework 2011-2015
(introduced in the overview section of this course-USAID Policy Framework 201 1-2015)
* Incorporates the relevant elements of USAID Forward, particularly Implementation

and Procurement Reform

In addition, Project Design Process defines additional principles:
*  Apply analytical rigor
* Incorporate learning and evaluation
* Broaden the range of implementing options

e  Demonstrate USAID staff leadership
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The Project Design process incorporates the seven Operational Principles outlined in the USAID Policy Framework for 2011-2015 and focuses specifically on implementing Implementation and Procurement Reform. The guidance helps missions determine if using host country systems will help achieve the project intended outcomes. 
 
In addition, the Project Design process defines these additional principles
Apply analytical rigor
Incorporate learning and evaluation
Build in sustainability
Broaden the range of implementing options
Demonstrate USAID staff leadership
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The Project Design process has three stages:
Stage 1 - Conceptual, which leads to the development of a Concept Paper
Stage 2 – Analysis, which leads to the development of a Project Appraisal Document or PAD
Stage 3 – Approval, which leads to the Approval Stage (Project Authorization )
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Stage  1
Portfolio alignment
Developing a Concept Paper
The purpose of the Concept Paper is to provide a summary of a proposed project that can be reviewed by Mission management to assess strategic fit, plausibility of success, underlying assumptions, and manageable interest, among other considerations. 
Concept Papers minimize the expenditure of resources on fully developed designs until it has been decided that such an effort should be undertaken. 
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Stage 2 of the Project Design process involves synthesizing the analysis and evidence and developing a Project Appraisal Document that serves as the reference document for Project Authorization and subsequent implementation. 
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The PAD is also the baseline against which the project may be realigned during implementation, since the development process is dynamic and project activities may need adjustment, or aspects of the project logical framework require reworking in light of unforeseen circumstances. 
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Stage 3 of the Project Design process involves Mission leadership approval for a project to move from planning to implementation. 


®
Project Design Analyses

Full application of the Project Design Guidance includes:
* Developing a Concept Paper

e Developing Project Appraisal Document

e Developing Project Authorization

Three Mandatory Analyses

|) Gender — must address relevant gender disparities.

2) Environmental — must incorporate environmental impact
recommendations.

3) Sustainability — must analyze key sustainability issues and considerations
around a host of issues.
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The Project Design process is flexible to accommodate full or partial application of the guidance.
 
Full application of the Project Design Guidance includes developing a Concept Paper, a Project Appraisal Document, and Project Authorization.
 
In both the full and abbreviated applications of the guidance, Missions must meet all pre-obligation requirements and complete the following three mandatory project design analyses:
   
1) Gender – All projects must address relevant gender disparities in a manner consistent with the findings of any analytical work performed.
 
2) Environmental – Project design teams must incorporate environmental impact recommendations into project planning.
 
3) Sustainability: Project design teams must determine how project results will remain sustainable after USAID assistance has concluded.


®
Obligation and Implementation Mechanisms
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There are four basic categories or groups of funding mechanisms USAID uses to implement project activities: Partner Government Agreements (usually referred to as 'Government-to-Government or G2G agreements), Awards executed under the authority of the Office of Acquisition and Assistance (contracts, grants, cooperative agreements), Agreements with Public International Organizations (such as the World Bank, UNDP, etc.) and other bilateral aid agencies (DFID, SIDA),and Other (a variety of dissimilar but important options)
  
OAA-managed instruments are well-understood in the Agency and will be explored in depth in the A&A Management for CORs/AORs course. 

Agreements with PIOs are covered in ADS 308. If you are considering a grant to another official bilateral aid agency, please consult your RLA or GC.
 
For Other Mechanisms, ProgramNet has extensive information on the Development Credit Authority and both DCA and public-private partnerships have dedicated staff in USAID/Washington to help you with these mechanisms. 


®
Strategic Links for Projects

Results Framework Logical Framework
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At the core of the Program Cycle are the Results Framework and the Logical Framework. 

During the CDCS process, the Mission defines the Results Framework, which includes the intended results and associated performance indicators at the Goal, Development Objectives, Intermediate Results, and optionally sub-Intermediate Results levels.  
  
During the Project Design process, the Project Design Team first reviews the Results Framework to validate that its logic and intended results are still valid. The Design Team then builds a Logical Framework for an intended project.

The Project's Goal typically relates to the Development Objective, the Project's Purpose (or problem statement) typically relates to an Intermediate Result, and the Project's sub-Purposes typically relates to sub-Intermediate Results.  The Logical Framework also then includes additional information such as the intended outputs, inputs, and key assumptions.   
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®
Performance Monitoring

USAID's Integrated Program Cycle:

Performance Monitoring
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In this section we’ll be covering performance monitoring and how it integrates with each stage of the program cycle. Performance monitoring and evaluation are quite distinct enterprises, so it is important to consider them as distinct but interrelated components of the program cycle. We’ll also be covering he characteristics of good performance indicators, as well as the content of the mission-level Performance Management Plans (PMP).


Performance Monitoring - Overview

* Performance monitoring is the ongoing and routine collection of performance
indicator data.

* Performance indicators track what has changed but do not explain why results
are occurring (or not).

* A Mission’s Performance Management Plan includes indicators included in the
CDCS, which are then updated with additional data as projects are designed.

* Performance indicators are intended to capture changes at all levels in the
Results Frameworks and Logical Frameworks.
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Performance monitoring is about collecting data on performance indicators. Whether it’s at the goal level, Development Objectives (DO) level, the project level, or the activity level, there are key performance indicators against which missions will need to regularly track progress.  Some results may require more than one indicator to adequately capture progress, however there is cost in terms of management time and resources for data collection and analysis.  Therefore, one to three indicators per result is recommended.  
 
It is also important to remember that performance monitoring data will tell us WHAT is happening, but it won’t tell us WHY it is happening.  To understand why changes are or are not occurring, missions should use evaluation. 


Tracking all Results in a Results Framework

The Results Framework (RF) usually will have results supported by others,
not just those supported by USAID. If these results are not achieved, the
overall program may not be realized.

Results not solely supported by USAID need to be tracked through
indicators.

More than just results in the RF need to be tracked:
e Assumptions
 Game changers
e The external context
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In the process of crafting a results framework for a CDCS, missions will also need to identify appropriate performance indicators at many levels of the Results Framework.  
 
Beyond the indicators that track a results framework, missions are encouraged to use indicators to track things that are beyond USAID’s direct control. 
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Another way to think about the various levels of performance monitoring is like a pyramid.   There are many indicators at the lowest levels of the pyramid and fewer in each level toward the top. Most of the indicators collected by a Mission and its implementing partners WON’T be reported back to Washington; rather they are for use and management of projects by the Mission and its implementing partners. 
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The top layer, the tip of the pyramid, represents what is reported to Washington in the annual Performance Plan and Report or required initiative reporting. 
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The middle layer is where most of the project-level indicators reside and what the Mission most actively uses for management. This layer includes indicators for the purpose, outputs, and assumptions in project logical frameworks as well as any lower level inputs that are considered important enough for Mission teams to track.
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Many of the indicators collected at the lowest levels are most useful for implementing partners as they manage activities. These could include such things as whether visas for visiting staff are obtained, procurement of commodities, conferences organized and held etc. Only those indicators the Mission needs for a management purpose are necessary, in which case they should be included in project M&E plans.


®
Performance Monitoring Indicators

Performance indicators should adhere to data quality standards:

* Validity - Data should clearly and adequately represent the intended
result

* Integrity - Data collected should have safeguards to minimize the risk of
transcription error or data manipulation

* Precision - Data have a sufficient level of detail to permit management
decision-making; e.g. the margin of error is less than the anticipated
change

* Reliability - Data should reflect stable and consistent data collection
processes and analysis methods over time
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To ensure that the quality of evidence from the mission’s performance monitoring system is sufficient for decision-making, standard data quality criteria should be addressed. To be useful for performance monitoring and credible for reporting, data should reasonably meet four standards of data quality: 
Validity - Data should clearly and adequately represent the intended result
Integrity - Data collected should have safeguards to minimize the risk of transcription error or data manipulation
Precision - Data have a sufficient level of detail to permit management decision-making; e.g. the margin of error is less than the anticipated change
Reliability - Data should reflect stable and consistent data collection processes and analysis methods over time.


Performance Management Plan (PMP)

A Performance Management Plan (PMP) is a tool to plan and
manage the process of monitoring and evaluation.

The Mission should develop the PMP after CDCS approval.

PMPs should include:

Performance Indicators to measure progress for each level of the
CDCS Results Framework and the Project LogFrame

Context Indicators for tracking the context in which strategies and
projects are being implemented

Data quality assessment procedures
Evaluation Plan
Schedule of performance management tasks and responsibilities

Performance Indicator Reference Sheets
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A Performance Management Plan is a tool for planning and managing the entirety of the mission’s monitoring, evaluation, and reporting efforts. 
PMPs should include:
The full set of Performance Indicators to measure progress for each part of the CDCS Results Framework, including the Goal, Development Objectives, and Intermediate Results, and the Project LogFrame
Any Context Indicators for tracking the context in which strategies and projects are being implemented
Description of the data quality assessment procedures that will be used to verify and validate the measured values of actual performance of all the performance information .
An Evaluation Plan to identify planned evaluations over the CDCS timeframe.   Evaluation plans should include the project/activity/program to be evaluated, evaluation type, possible evaluation questions, estimated budget, planned start date and estimated completion date
 A schedule of performance management tasks and responsibilities that the mission will conduct over the expected life of the CDCS. Whatever systems Missions use to house their PMPs, it should include the baseline, target and actual values for each indicator as well as a rationale for each target. 


Activity and Project Monitoring and Evaluation Plans

How Activity and Project M&E Plans feed into Mission PMPs
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Over the years, the phrase “performance management plan,” or PMP, has been applied somewhat indiscriminately, and has meant different things to different people. However, PMPs are meant to be holistic, mission-wide plans. 
 
Individual projects must have monitoring and evaluation plans, as do the activities that are components of projects, but the term “Performance Management Plan” covers the entirety of a mission’s portfolio, from the highest levels of the CDCS down to project outputs, captured by the project LogFrame.
 
This graphic shows the relationship of monitoring at the activity, project and CDCS levels. Activity or mechanism M&E plans feed into an education project M&E plan.  This project contributes to the overall Education Development Objective, which contributes to the mission’s CDCS goal.  Relevant indicators for each level are included in the mission-wide Performance Management Plan.


Monitoring and Evaluation During Implementation

Implementation

Project implementers submit an activity monitoring and evaluation (M&E)
plan within the first few months of an award.

The Portfolio Review should bring together various expertise and sources
of evidence to determine whether the program is “on track” or if course
corrections are needed to improve the likelihood of achieving results.

It is recommended that Missions should conduct at least two reviews per
year.

Portfolio reviews are an opportunity for learning and adapting programs.

Some missions have found partner collaboration in one portfolio review a
year provides real value.
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Let’s move on to implementation.   At the activity or implementing mechanism level, USAID implementers are usually expected to provide an M&E plan before implementation gets underway. USAID staff should work to ensure that these activity or mechanism-level M&E plans are consistent with and “feed into” the project-level M&E plans. 
 
The portfolio review, is an opportunity to step back and review progress across projects or Development Objectives (DOs). Missions are required to conduct two portfolio reviews per year. The first that often takes place soon before Program and Performance Reviews (PPRs) are due --enable the Mission to use the available evidence base, evaluation findings, and performance data to take stock of progress toward their Development Objectives. This portfolio review is meant to focus on whether results and objectives are being achieved, whether the causal logic undergirding the CDCS remains valid, and whether critical assumptions have affected project performance in any way.
 
The second portfolio review should focus on  operational issues. There may be important questions about implementation that have come up along the way, such as: “what is the procurement status of projects in the DG portfolio?” “Is the implementation of my health systems strengthening project going according to plan?” “Are funds being obligated and dispersed in a timely fashion?” This portfolio review provides an opportunity to resolve any such operational issues or to adapt according to any new evidence or learning. 
 
Missions should regard portfolio reviews as opportunities to learn and adapt from the vast amounts of data being collected and synthesized. 
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USAID's Integrated Program Cycle:

Evaluation
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In this section, we will discuss Evaluation.
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valuation Definec

Evaluation is the systematic collection and analysis of information about
programs and projects as a basis for judgments, to improve effectiveness, and
to inform programming and management decisions.

* Monitoring data — what happened
e Evaluation --“why” or “why not”
* Evaluation captures unintended consequences and competing

explanations for change

Evaluation has two purposes:

e Accountability
e Learning
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Evaluation is the systematic collection and analysis of information about programs and projects as a basis for judgments, to improve effectiveness, and to inform programming and management decisions. Evaluation should shed light on why we are seeing the results that we observe. For example: “Why are farmers using new seed varieties in the northern part of the country, but not the south?” “Why isn’t citizen confidence in government improving?” or “Why do men seem to be disproportionately benefitting from my projects?” 
 
Evaluation can also help you learn from any unintended consequences of your project. 
 
Evaluations are critical to our agency’s accountability to our stakeholders. Through evaluation, we can measure project effectiveness, relevance and efficiency; we can disclose those findings to our stakeholders, and we can use evaluation findings to inform resource allocation and other decisions.
 
We also use evaluation to learn. Through evaluation, USAID systematically generates knowledge about the magnitude and determinants of project performance to inform and improve project and strategy design and implementation. 
 
Evaluations should be useful to missions, and should be aimed at answering real world questions that USAID managers and decision makers have about their daily work.


When is Evaluation Required?

Evaluations are required for:

« Large projects at or above average dollar value for projects within
Development Objectives managed by an operating unit

 Innovative or pilot projects of any size: demonstrate new approaches that
are anticipated to be expanded in scale or scope if the approach is proven

successful

Evaluations are recommended for:

e Evaluations at the program or sector level, particularly valuable in
preparation for the development of a strategy

* Any other time an evaluation is identified by an operating unit as needed
for learning or management purposes.
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Evaluation is required for all “large projects” – that is, for all projects at or above the average dollar value for all projects within that development objective. 
 
USAID Missions and Washington Operating Units are also required to conduct evaluations for innovative or pilot projects of any size. The purpose of pilot projects is to test an idea or concept, to try something new and see if it works, so that it may be scaled up later on. 
  
Learning is as important as accountability, and it is crucial that before you write any Statement of Work for an evaluation, you think critically about what, specifically, you want to learn from that evaluation, and how that learning will influence your decision making in the future.


Required Evaluation Practices

All Evaluation Statements of Work require Mission in-house peer review

Goal of three percent (3%) of program funds allocated to external
evaluation.

External to USAID and Implementing Partner. Requires funding be set
aside in advance for REQUIRED evaluations outside of grant/contract to

implementing partner. Required evaluations are managed by the program
office.

The USAID Evaluation Policy is available in the additional references tab above.
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The Evaluation Policy mandates several important changes in the way USAID manages and conducts evaluations:
 
All evaluation Statements of Work now require Mission in-house peer review. USAID has set the goal of allocating at least 3 percent of all program funds to external evaluation efforts. 
 
To avoid conflict of interest, evaluations should be managed by the program office, not by technical teams. However, program offices will need to work with technical teams to make sure the evaluations are timely, reliable, and useful for making programming decisions. 
 
While implementing partners cannot evaluate their own projects, they can be integral to the evaluation process, and they should be consulted on an ongoing basis as key stakeholders.


=)
ypes of Evaluation at USAID

Performance Impact

Makes up the majority of evaluations at Appropriate when high degree of
USAID confidence is needed and if cost effective.

Uses qualitative and/or quantitative
methods determined on the basis of
evaluation purpose.

Mixed methods are best.

Requires a counterfactual or comparison
group and uses randomization
(experimental) or statistical methods
(quasi-experimental)”.

Measures the change attributable to a given
intervention with a high level of
confidence.
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There are two broad categories of evaluations at USAID: performance evaluations and impact evaluations. Performance evaluations represent the broadest category of evaluation, and make up the majority of evaluations conducted at USAID. Performance evaluations employ quantitative and/or qualitative methods, depending on the purpose and design of the evaluation in question. 
 
Impact evaluations tend to be costly and time-intensive, so they are most appropriate when you need a high degree of confidence in your findings and have a pretty narrow set of evaluation questions that are easily quantifiable. Impact evaluations ask counterfactual questions – questions about what WOULD have happened in the absence of the intervention
 
Impact evaluations at USAID are now defined by their method. Again, the main difference is that impact evaluations require a valid counterfactual; performance evaluations do not. Generally speaking, though, the important thing is not what type of evaluation you are conducting. 
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Learning and Adapting

USAID's Integrated Program Cycle:

Learning and Adapting
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When integrated throughout the program cycle, an emphasis on learning and adapting can help USAID and our implementing partners achieve higher quality results faster and more sustainably. 
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The substantive policies and strategies we have – for example, gender and climate change – are the product of deep analysis of the available evidence and should inform county strategies and project designs. They should also capture experience and provide feedback for revisions to these policies and strategies, allowing us to adapt as we learn more.
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The portfolio review can be an excellent learning opportunity if it is grounded in this broad approach to monitoring.
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CDCS
The CDCS should be seen as a living strategy. It informs project design and implementation over the five years of the Strategy, but may also need to be adapted as new learning or changes in the context dictate a change in course for implementation. 
 
Missions will review evidence and best practices periodically during its five years to ensure that the CDCS s aligned with the evolving direction of the program and vice versa.
 
We should also assume that even the firmest analytic basis for our programs will have some gaps, because there’s always more to know. Developing the CDCS will highlight those gaps, and a learning agenda is needed that identifies the critical questions that the technical and project teams need answers to, and that also plans for the resources and activities needed to implement the learning agenda. 
 
The learning agenda should also include testing key development hypotheses.
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Project Design 
Given the definition of a project as a collection of activities that together achieve an intermediate result, project design needs to embed coordination of those activities. Projects should also support collaborative learning and knowledge sharing among implementing partners, so that everyone has the information they need as well as ways to share knowledge and observations with each other. Coordination and knowledge sharing should be designed into project implementation, deliverables and budgets.
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Evaluation and Monitoring 
Monitoring for learning can mean many things, including participatory approaches so that partners and recipients’ perspectives are included; outcome mapping approaches so that feedback and learning loops are shorter and enable us to adapt quickly to new data and shifting conditions rather than waiting for midterm or final evaluations; monitoring game changers in order to understand deep trends that constrain or influence our effectiveness; monitoring our collaboration with other development actors; and so on. We need to include but go beyond monitoring specific indicators tied to results that come directly from our funded programs. 
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USAID's Integrated Program Cycle:

Budget
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The last section of our online training focuses on the budget.


2

Changes to the Integrated State/USAID planning, budgeting, and reporting

* High-profile deliverable under QDDR and USAID Forward
» Separates an annual budgeting from multi-year strategic planning

— Annual Mission resource requests (MRRs) and bureau resource requests
(BRRs), will be made within the context of new multi-year Joint State/USAID
Regional Strategies and Integrated Country Strategies

* Saves time, minimizes duplication, and improves quality by:
— Removing strategic planning effort from annual cycle
— Strengthening multi-year strategies to inform annual budget requests
— Moving to a common narrative organization based on “mission objectives”
— Reusing components, with needed updates, across multiple reporting needs

— Reducing number of performance indicators and aligning them with country
strategies
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In implementing the QDDR and USAID Forward reforms, USAID’s Office of Budget and Resource Management (BRM) and the Bureau for Policy, Planning and Learning are working closely with USAID Regional Bureaus and the State Department’s Office of the Director of Foreign Assistance (F) to streamline the annual budget and planning processes and connect them with USAID’s Program Cycle through an Integrated Budget Cycle. 
Key changes coming out of these reforms include: 
Replacing the Mission Strategic and Resource Plan (MSRP) and Bureau Strategic and Resource Plan (BSRP) with two products: 1) a multi-year strategic plan, and 2) a separate, shorter annual resource request that is directly informed by the multi-year strategic plan [the MRRs and BRRs]; 
Integrating objectives defined in the multi-year strategies into the annual planning and reporting processes, to reduce redundancy and streamline information gathered for resource requests, performance reporting, and external communications.
The key here is that, at both USAID and State, we will be doing country-level strategic planning once every 3-5 years (as opposed to annually), defining our key objectives through these plans, and requesting funds annually through a simpler process based on these longer-term objectives.  In turn, our required annual results reporting in the Performance Plan and Report (PPR) will be structured around these country-specific objectives, as opposed to the generic F Framework categories, such as “good governance” or “economic growth.” This will allow us to more clearly communicate the impact of our resources and help provide evidence with which to justify out-year resource requests. 
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USAID Role in Annual Integrated Budget Cycle

Stage 1
Annual Budget

Request

Mar-Jun

Stage 2
0])Y]:]
Submission

Jul-Sept

Stage 3
CBJ

Stage 5

PPRs

OMB reviews State/AID
submission, provides
passback; USAID & State
can appeal
CDCS strategic analysis helps
bolster our arguments

After final settlement with
OMB, USAID and State
prepare Congressional

Budget Justification (CBJ)
narratives for the
President’s Budget
Submission (February)
CBJ reuses elements from
MRRs, BRRs, and data from
Performance Plan and

FY appropriation enacted,
budget levels set for all
operating units
Congressional consultation
at this stage (653(a),
allocation of “earmarks”)
More hard choices
Reconciling and prioritizing
many objectives and
constraints

Country/Bureau Narratives
(CBNs) and Congressional
Notifications prepared

Opportunity to show
progress against CDCS DOs
and IRs
Reporting should focus on a
few best measures of program
performance and impact, in
addition to those required by
GPRA, Congress, and
Initiatives

To increase the utility of
performance data, indicators
are linked to Mission
Objectives

Indicators used for reporting
in the PPR should flow
directly to the new annual

Report (PPR) resource request
Utilize results data, linked to
DOs, to justify annual budget
request
Oct-Feb Mar-Apr Nov-Dec
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USAID and the Department of State follow the same basic federal budget process that all USG Agencies must follow, required by the same OMB annual budget guidance: OMB Circular A-11. All USG Agencies have the same basic deadlines established in the Circular, and in all Agencies, the process is informed by multiple actors.  The foreign assistance budget is part of the 150 Account – the Foreign Affairs account – of the U.S. budget. It is a discretionary account that tends to have less support than other parts of the U.S. Budget. This is why managing for results is essential – your work is under constant scrutiny. In this chart you can see all the stages of the federal budget cycle, including formulation, justification, and allocation. Each column highlights the various documents utilized for each stage. The timeline is illustrative as the actual dates depend on the specifics of each government fiscal year. 
 
We are now focusing our attention on MRRs. MRRs are the relatively new whole-USG budget request formulated at the country level. As shown, it is a combination of all budget resources request for all USG agencies present at post, including Foreign Assistance. MRRs are informed by country strategies and are not brainstorming exercises or simple extrapolation of prior budget levels.
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This section outlines broadly how objectives defined through the strategic planning process inform and flow through the annual foreign assistance budgeting, planning and reporting cycle.   
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Stage 1 begins with the development of MRR and BRR  guidance, which is based on input from USAID’s Office of Budget and Resource Management (BRM) as well as State/F and State/RM and includes reference to Agency priorities, policies and strategies.  Final guidance is issued by the Deputy Secretary of State for Management & Resources.  
- MRRs are prepared under Chief of Mission authority and includes State Operations funding as well as foreign assistance.  
- Regional BRRs are prepared jointly by State and USAID; they are based on a review of the relevant MRRs as well as regional strategic priorities. Note that USAID Pillar Bureaus and Independent Offices also prepare BRRs.
- After review of all the MRRs and BRRs, as well as Administrator Priorities, the USAID Administrator presents a Comprehensive Development and Humanitarian Assistance Budget to Secretary of State. This review process is managed by BRM, with PPL, M, Pillar, and Regional Bureaus all playing key roles.  During this process, development hypotheses outlined in Missions’ CDCSs help Bureaus define their priorities, navigate tradeoffs, and, sometimes, negotiate earmarks and other directives.
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During Stage 2, USAID and State work towards a joint budget submission to the Office of Management and Budget.
First, State/F reviews the USAID budget proposal and joint BRRs and, in consultation with BRM, recommends levels to the Deputy Secretary of State for Management and Resources. At this point, the Secretary of State also makes decisions on key parameters of the OMB Submission.  Following considerable back-and-forth, including opportunities for the USAID Administrator to “reclama” (or, request reconsideration of) the Deputy Secretary of State decisions, BRM works with USAID bureaus and State/F to prepare joint budget submission to OMB, reusing material from the MRRs, BRRs, and the USAID budget presentation, with needed updates and modifications.
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Stage 3 begins with OMB’s review of the State/USAID submission in late September. During this review phase, OMB staff clarify policy and technical questions with State and USAID in order to make recommendations to the OMB director.  The budgetary decisions of the OMB director are passed back to the agencies, in what is known as an OMB “passback,” usually after Thanksgiving.   USAID and State can appeal these decisions, but usually only have a limited time to do so.  USAID must quickly negotiate with State to arrive at a joint appeal of the USAID passback.  
After final settlement with OMB, USAID and State prepare Congressional Budget Justification (CBJ) narratives for the President’s Budget Submission in February.  
 
Starting with FY 14, the CBJ will be organized by mission objective (with crosswalk to F framework), enabling a much clearer presentation of country strategy and the relation of resources to development impact.
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Stage 4 begins once Congress enacts an appropriation for the foreign assistance budget.  Once an appropriation is enacted, BRM and F work to establish budget levels for all operating units based on input from regional and pillar bureaus. Again, analysis from and priorities outlined in the CDCS should inform these decisions. The allocation of Congressional directives (“earmarks”) also occurs at this stage.
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Stage 5:
Operating Units submit their Performance Plan and Report in December. PPRs provide data on the previous fiscal year’s achievements regardless of the funds’ appropriation year. Missions should restrict their reporting to a few best measures of program performance and impact, in addition to those required for Initiative reporting and reporting to Congress through the Government Performance and Results Act (GPRA).  Whenever possible, the reported indicators should be the same as those being used to manage program performance.  
To increase the utility of performance data, indicators are now linked to Mission Objectives.  As a result, indicators used for reporting in the PPR will flow directly to the annual resource request and throughout the integrated cycle.  In other words, the same data sets used to justify a request in the MRR, and that ideally are being used for internal portfolio management, can be updated and reused again in the CBJ.
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Congratulations on completing the USAID Foreign Assistance Programming in 2013 module! 

https://www.google.com/
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