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The challenge of coordination

Multidimensional (horizontal) problems

@ And individuals with inter-connected needs

Vulnerable youth, poor households, the elderly...

EE@E Yet separate (vertical) policy responses
 Ministry X, AgencyY, Program Z...

Community renewal, competitiveness, poverty reduction...




The quest for coordination

MDAs to work better together.
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“Perfect” coordination is not possible...

« Division of labor is inevitable in large organizations.

 And positive, too:

@ Specialization and expertise
@ Clear missions

=QIE| Political and legal accountability

Budget management




... But absence of coordination is harmful

o Duplication of efforts and
costs.

(@ Inconsistent or contradictory
&3 & interventions.

I\ Limited impact on the
Il outcomes of interest.




What can we do?




Two main options

1. Bureaucratic reorganizations (“boxology”)

2. Strengthening the Center of Government (CoG)




1. Bureaucratic reorganizations

« Consolidating multiple entities and programs under the same Department
(“superministry”)
« DHS in USA after9/11
« “Coordinating Ministries” in LAC (Social Development, Early Childhood, etc.)

« But limited evidence of effectiveness
« Sub-ministerial structure becomes more complex
« Minister faces similar challenge faced by PM before: how to get them to work together

« And potentially new challenges
« Lack of clear mission / conflicting priorities
« Slower processes (multiple layers for approval)



2. Strengthening the Center of Government

« Units and teams of direct support to the PM
and Cabinet that perform cross-government

functions.

« Offices of PM, Cabinet Offices, Planning
Departments, Delivery Units...

« Well suited to promote coordination:
 No bureaucratic “turf” to protect (honest broker) Reinventing the Center

. of Government in Latin America
« Whole-of-government perspective bbb batih
« High-level political backing




CoG tools for coordination

 Ensuring shared priorities across the government

« Establishing mechanisms for consultation and arbitration

« Conducting joint stocktakes for monitoring and unblocking obstacles




Coordination by shared priorities

« Leading the strategic management / planning of
the government priorities to ensure that:

« The objectives of different MDAs are consistent

« They are all aligned to the priorities of the
PM/Cabinet

 Promoting joint objectives:

« Cross-Agency Priority Goals (USA) / Public Service
Agreements (UK)

« Joint “delivery chains”

PSA Delivery Agreement 21:
Build more cohesive, empowered and
active communities

Oxctober 2007

@ HM Government

Exhibit 6: Office of Sport and other agencies are influencing both sporting organisations
and families to increase children’s activity

Delivery Chain: Active Kids vouchers
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Source: Audit NSW (2018)

Source: Department of Premier and Cabinet.




Coordination by consultation and arbitration

« “Classic” CoG-led inter-ministerial instances:
) Commlttees / SUb-CablnetS Figure Al: Coordinating Committees for Climate Change in the United States

Executive Office of the President 1
° I k f r UFice of Seience and Louncil an urhice of Management i+ Urhice of Energy and
a. S O C e S Technolegy Poliey Cvronmental Quality and Gudgot i Climate Change Poliey
""""" FnlmdmdlrrfnrrulInlnmnenu\;In&Fumuundlﬂu'Hmeups '.'.'.'.'.'-.......................E T —

. [ —
® W O r k I n g g r O u p S ﬂlmlnmnqm’nhullllmﬁ*lm;l I:Ii.uluumuTlTulkFu:um Fdifnlifﬁl'i;ﬂlr ﬂul‘t:h'luliF;::;ud AL Drzmter, LEQ G,

ART= Dot Secieliiime:

arbor L d 55 e
2 i b CEL WO and ST 7 RS s Searaae D Ao oL,
Panzizesirg 2gzreize Lod D, L2, Perizigaty ies L£D, Feticizmng 2gercics. hartiasal doear Gaarci (Za HFM%M stz
- . - - (1% 7)) ﬁmmﬁﬁﬁm% N OGF KN TG LG S F TN, DOF_ TG AR laviat g TIRTF el I
K, AL, DOT, CP, FRC, ChaD. 05T, 00T, [P 534 1115, Nocowcey frougt Rirzfit
« Ministers without portfolio (czars”) it e S
apenG es =0
—| Fational Bzience and lechnology Loancil agparkriim HEAL)

[ Curmniliug un Schncs Currmillaw un Sizlanea, Tuzhndugs, Coagbrane by, and Ml ISTOM Coucr i J

I(:r.nrmﬂ:an' Tachrabgy Eonrrittes no Fovrenmeant, Mol Basinoeea nnd Snstonns iy |

CueGheing [F4 WA CSTT

LEC T nC o v o ol o 1 L b A o L L N 1 EEN
FHe, HGSE W= - Smitheon e, DHE D519 LEES

Cramdimling oy ws HUD, Tait

» Risk of proliferation of coordinating m—

b Sustamniinity | ask -
1 = Disgsimr Medustion Heh M Dok bored
O I e S [ Wby A leaiiteand Durdty = [ 1Lv'u;u|-\.:5'.ﬂ:4:l1: Neszar- Mulicy ]

Lommis:

(RO RET AT R T
&l Matanal Secunts

LT T T T T e T T oy A P,
L5 Cluzal Churgs Fagsh T Fragram
" 15 G oo Eerlh Dhamatlon ProgramfSuhrammitae an Gichel sbomal Umeds
« Lower-level attendance; cease to be e 1) R
) TS —— Urasize Semar Lo Spzorhes, ULG E!:n:rlulm al:lg::ggiqu}u "“""‘;":’s L[f.cucn -
oundtab e an Clmal rmeaon = 0 A — LA 0I5 ., DAl SRETRCEEERERNC ) ] .
decision-making bodies [Frresimar=r= 1 | o v e i e v 30,05 B
- DL i HAZ, M RO HET 45 MG, Mak, LY, LS F,
g [ B AT G L L UBAD. LG
- USAD US04 LUSTER

« If we are coordinating all day... who is Qumssmmmmreycuaoenon Mo
implementing?

« Who coordinates the coordinators?

Source: GAO (2011)



Coordination by joint stocktakes

)
( \
Ministry Min. of Min. of Attorney
of & Public 4 Social 4 General’s
Security Works Develop. Office

« Monthly meetings: Mayor+ CoG + relevant
ministries

« Data-driven monitoring

* Problem-solving

« All presentat thetable

« No room for “passing the buck”




Some final lessons in CoG practice

« Clarity of roles and responsibilities of CoG units

* Prioritize: where can the CoG add more value?

« Political mandate + technical/managerial capabilities

* Integrated approachto planning - coordination - monitoring - unblocking obstacles
« The “spotlight” belongs to PM/Ministries

« Honestbrokervs. director of policy

« “Culture eats strategy for breakfast”
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