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Foreword  

  
With the growing focus on the Millennium Development Goals (MDGs) and on managing for 
development results, policy makers in developing countries and the international 
development community have become increasingly aware of the importance of statistics in 
informing development interventions and measuring achievements. In recognition of this 
transition to evidence-based policy making, the February 2004 Second International 
Roundtable on Managing for Development Results held in Marrakech called on countries to 
implement strategic planning activities to develop their statistical systems. PARIS21 was set 
up in November 1999 to promote and facilitate precisely such an agenda and culture. 
 
The present publication addresses this burning issue. Consistent with the role of PARIS21, it 
advocates the design of a National Strategy for the Development of Statistics (NSDS) in all 
developing countries by 2006 in order to have nationally owned and produced data for, inter 
alia, national Poverty Reduction Strategies and all MDG indicators by 2010. This paper, a 
companion and complement to the Guide to Designing a National Strategy for the 
Development of Statistics, recognises that the best-designed strategy does not serve its 
purpose if it is not implemented. This document therefore identifies some leading issues that 
need to be given careful thought through the NSDS processes (mainly during the design and 
implementation planning phases), provides possible solutions to these issues and illustrates 
how they have been handled in selected countries. 
 
As the NSDS is a framework for the coordination of all statistical activities within a country 
and also for all international and bilateral assistance for statistics to a country, this publication 
will be useful both to stakeholders in national statistical systems and donor institutions.  
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Executive Summary 

 
In recent years, national governments and the international development community have 
increasingly recognised the essential role that statistics play in development policy and, as a 
consequence, the need for strategic planning in the development of national statistical 
systems in developing countries. The Second International Roundtable on Managing for 
Development Results, held in Marrakech in February 2004, issued a Marrakech Action Plan 
for Statistics that urged countries to design a National Strategy for the Development of 
Statistics (NSDS) by 2006, with a view to start implementing these strategies by the 
following year and to have nationally produced and owned statistics, inter alia, for national 
development policies and Millennium Development Goals (MDGs) indicators by 2010. 
 
In late 2004, PARIS21 produced an advocacy paper and design guide to assist statistical 
strategy design teams in developing countries. As a strategy is only of use if it is 
implemented, PARIS21 commissioned this further guidance on planning for implementation 
to assist countries with this critical phase, by outlining certain issues that must be addressed 
(including in the design stage) and by providing case studies that demonstrate strategic 
planning in action. 
 
Among the leading design and implementation planning issues that need to be addressed in 
the NSDS process are the following: 
 
� Advocacy 
� Leadership and management 
� NSDS process roadmap 
� Participation, inclusion and technical assistance 
� How to undertake assessment of the NSS 
� From assessment to strategies 
� New organisational and institutional arrangements to support the NSDS 
� Managing change 
� From strategies to action 
� Donor coordination and managing funds 
 
In many countries, statistics still do not garner the moral, political, and financial support they 
deserve in light of the essential role they play as a strategic resource for planning, decision-
making, good governance, accountability and management. This under-appreciation often 
results in a “vicious cycle” of statistical under-development. To help countries advocate for 
the use of statistics, and to increase support for statistical development including strategy 
design and implementation, PARIS21 has produced a series of advocacy materials that 
includes films, papers, leaflets, and presentations.  
 
The NSDS process requires leadership and management at different levels — political, 
organisational, and operational. At the political level, ministers of finance and other high-
level champions should be encouraged to raise the profile of statistics within the country. At 
the organisational and operational levels, particularly within the national statistical office, 
leaders should internalise and drive the NSDS process to ensure ownership and 
empowerment within the statistical system. 
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A successful NSDS requires good forward planning. At the earliest stages of statistical 
strategy design, an NSDS process roadmap should be produced to outline how the design 
process will move forward and define the roles of all stakeholders in the process. In the 
roadmap, drafters must ensure that participation, inclusion and technical assistance issues 
are addressed. Stakeholder participation in statistical strategy design has historically been 
rather weak, with an over-reliance on international consultants. The participation and 
inclusion of all stakeholders is however crucial to instil a sense of ownership in the change 
process. Likewise, caution must be exercised to make the best use of external technical 
assistance, following the United Nations’ guiding principles for good practices in technical 
co-operation for statistics.  
 
Once a roadmap is approved, the design process typically begins with an assessment of the 
national statistical system (NSS). The assessment should not only include a Strengths, 
Weakness, Opportunities and Threats (SWOT) analysis of the NSS but also consider how to 
mainstream sectoral statistics issues into the overall NSDS. This phase of strategy design will 
also assess data needs and how to prioritise them. 
 
In progressing from assessment to strategies, NSDS design teams define strategic objectives 
— what is to be achieved and what outputs or outcomes are required. These objectives must 
be Specific, Measurable, Achievable, Relevant and Time-bound (SMART). The strategic 
objectives that are developed often lead to new organisational and institutional 
arrangements to support the NSDS, including revised statistical legislation, a raised profile 
of the national statistical office, improved arrangements for coordination across the NSS, and 
strengthened support for statistical development. The United Nations’ Handbook on 
Statistical Organization provides valuable advice on how to address these particular issues. 
 
With new organisational and institutional arrangements, the need to manage change 
invariably follows. Within the NSS, three levels — individual, organisational and systemic 
— often undergo change. While change is intended to be for the benefit of all, NSDS 
managers may encounter resistance at these three levels. Managing this change will require, 
inter alia, staff motivation, a modification of organisational culture, and the recognition that 
improvements are rarely immediate. 
 
In progressing from strategies to action, NSDS design teams produce action plans that are 
intended to define short-term or annual objectives, guide and represent a basis for resource 
allocation, focus activities towards meeting strategic objectives, establish priorities and 
outline indicators for measuring progress, and serve as major instruments for setting 
standards of performance and for monitoring progress towards achieving long-term goals and 
objectives. 
 
The NSDS process must also account for donor coordination and managing funds to 
finance the implementation of the strategy. Strategies must be realistically budgeted, and 
these budgets must not scare off governments and potential donor partners. For this reason, 
donors and national budget decision-makers must be involved in the strategy design from the 
very beginning. 
 
The PARIS21 Secretariat has prepared an NSDS checklist that provides a common reference 
for the quality of an NSDS and its design and implementation processes. The checklist offers 
a list of possible indicators to assist the review process. The evaluation of an NSDS and its 
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process must remain the responsibility of countries and the intention is that the checklist 
would be used primarily for self-assessment by countries and/or as part of peer reviews. 
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Chapter 1. Introduction 

 

1.1. Strategic Planning for Statistical Development 

In his book titled Discover Your True Potential, R. Ian Seymour justifies the need for a plan 
thus: “You see, when you have a plan you have something to focus on, you have a vision, an 
understanding of how things will be. This gives you hope and inspiration. It gives you the 
motivation to get into action and do something. Without a plan you don’t have any of this, 
instead you just have wishful thinking that things will turn out all right in the end!” (2001). 
  
Strategic planning is essential for statistical agencies and systems whether or not they are 
doing well. Where they are weak and under-performing as is the case in many developing 
countries, strategic planning will help to reengineer them to perform better and to set long-
term objectives for improved performance and prioritised use of limited resources among 
different activities. And those statistical agencies and systems which are doing well, 
especially in industrialised countries, also need strategic planning to achieve improved 
performance in specific areas such as quality enhancement, innovation, and enhanced IT 
applications. 
 
Strategic planning provides a basis for more effective management, division of work and 
coordination. It clarifies which goals are valid, which activities need to be completed, 
timelines within which to implement activities, availability of resources, monitoring, 
reporting and evaluation. Indeed without planning, wrong decisions could be made, resources 
could be wasted, and people could be working towards mistaken goals. 
 
Since 2003, added emphasis has been given to supporting strategic planning for statistics as a 
key element in promoting a culture of evidence-based policy and decision-making in order to 
improve effectiveness in reducing poverty and achieving the Millennium Development Goals 
(MDGs). PARIS21 is focussing its efforts on assisting all low-income countries to design and 
implement NSDSs by the end of 2006, with a view to starting to implement them by the 
following year and producing better national statistics by the time of the next Millennium 
review in 2010. This aim was a key element in the Marrakech Action Plan for Statistics 
(MAPS) adopted by the Second International Roundtable on Managing for Development 
Results in February 2004. The NSDS was also recently adopted by the Reference Regional 
Strategic Framework for Statistical Capacity Building in Africa (RRSF), which aims to 
provide strategic directions and appropriate mechanisms for guiding and accelerating the 
development of sustainable statistical capacity in Africa for managing for results.  
 
The NSDS is essentially a new benchmark in statistical planning. It covers all sectors and 
users, and introduces modern and proven management principles in administering official 
statistics. The NSDS is a catalyst for change and an approach that aims to develop statistics in 
a holistic manner. Countries designing and implementing the NSDS have faced a number of 
issues that previous materials produced by PARIS21 may not have covered in a consolidated 
manner, for instance, in the Guide to Designing a National Strategy for the Development of 
Statistics (NSDS) aimed mainly at those who will be involved in leading the NSDS process 
and especially the design process. And yet without addressing these issues squarely, it is 
unlikely that the NSDS will achieve its intended objectives. This document has, therefore, 
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been produced as an accompaniment to the NSDS design guide. It identifies and deals with 
issues that could make both the design and implementation of NSDS difficult. The document 
highlights possible solutions to the issues raised and provides, where possible, examples of 
where the solutions have worked reasonably well. 
 

1.2. Phases in NSDS Process 

It is important to recall that the NSDS process consists of three main inter-linked stages, 
namely the preliminary, design (strategy formulation) and implementation phases. 

Preliminary phase 
 
This is a critical phase in the NSDS process, yet normally it gets inadequate attention. This 
preliminary phase involves the organisation of the NSDS design process, including 
identifying and assigning responsibility to various stakeholders at policy, institutional and 
operational levels; determining timelines; and deciding on resource needs including sources, 
amounts and use. To a large measure, the success of the NSDS process will depend on how 
well the preliminary phase is undertaken.  

NSDS design (strategy formulation) phase 
 
This is the phase during which NSDS teams design the strategy. It involves: 
 
� Undertaking a visioning exercise, i.e. establishing a vision and mission. A vision answers 

the question: What do we want to become? And a mission answers the question: What is 
our business? 

� Undertaking a Strengths, Weaknesses, Opportunities and Threats (SWOT) analysis. The 
analysis identifies and evaluates controllable activities within the organisation that are 
performed especially well (Strengths) or poorly (Weaknesses). The strategy is to build on 
organisational strengths and mitigate or eliminate weaknesses. The SWOT analysis also 
involves environmental scanning which identifies and evaluates those economic, social, 
environmental, political, legal, governmental, technological trends and events that could 
benefit the organisation (Opportunities) or harm it (Threats). These trends and events are 
largely beyond the control of a single organisation. The strategy is to identify, evaluate 
and take advantage of opportunities and avoid or reduce the impact of threats. A summary 
of the SWOT analysis is usually presented in a table.  

� Setting strategic directions, i.e. setting strategic objectives, planning and generating 
alternative strategies.  

Strategy implementation phase 
 
Strategy implementation is perhaps the most critical aspect of the NSDS process as this is the 
phase when planned NSDS benefits are delivered. All other phases are, therefore, essentially 
supportive of the implementation phase. It has been observed that many effectively 
formulated strategies fail because they are not successfully implemented. Robert S. Kaplan 
and David P. Norton report that “fewer than 10 percent of effectively formulated strategies 
were successfully implemented” (Kaplan and Norton, 2001). The authors thus conclude that 
“the ability to execute a strategy is more important than the quality of the strategy itself” 
(ibid.). What is the purpose of strategy implementation? When should plans for 
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implementation be conceived? Who should do the implementation? These and related 
questions and issues are covered in the next chapter. 
 
The purpose of strategy implementation is to: 
 
� Deliver the results, achieve purpose and contribute effectively to the overall NSDS goals 
� Manage the available resources efficiently 
� Monitor and report on progress to support performance management 
 
Strategy implementation is invariably more difficult than strategy design. While strategy 
design involves positioning forces before action, focuses on effectiveness (doing the right 
things), requires good intuitive and analytical skills and coordination among a few people, 
implementation on the other hand involves managing forces during action, focuses on 
efficiency (doing right things well), is primarily an operational process requiring considerable 
funds, requires special motivation and leadership skills, and involves coordination among 
many people. 
  
For implementation to be successfully and efficiently done, it should be well planned for at 
the stage of designing the NSDS. It is very important, therefore, that at the NSDS design 
stage, possible implementation problems are identified and appropriate, feasible and realistic 
solutions are provided.  
 
This document identifies some leading issues that need to be given careful thought 
through the NSDS processes (mainly design and implementation phases), provides 
possible solutions to these issues and illustrates how they have been handled in selected 
countries. 
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Chapter 2. Key Design and Implementation Issues 

 

2.1. Introduction 

The following are leading design and implementation issues that need to be addressed in the 
NSDS process: 
 
� Advocacy 
� Leadership and management 
� NSDS process roadmap 
� Participation, inclusion and technical assistance 
� How to undertake assessment of the NSS 
� From assessment to strategies 
� New organisational and institutional arrangements to support the NSDS 
� Managing change 
� Going from strategies to action  
� Donor coordination and managing funds 
 

2.2. Advocacy 

Statement of the problem 
 
Statistical advocacy 
 
In many countries, there is still little or lack of appreciation at many levels of the role, power 
and importance of statistics as a strategic resource for planning, decision-making, good 
governance, accountability and management. As a result, low priority is being attached to 
statistical production, and there remains domestic under-funding of statistical production in 
these countries. This has consequently led to limited organisational and institutional 
development as well as limited quantity and quality of statistical data which, in turn, has led 
to lower demand for data and further under-funding of statistical production. Vigorous and 
sustained statistical advocacy can contribute to the breaking of this “vicious cycle” of 
statistical under-development. Statistical advocacy should, therefore, be an important part of 
the NSDS process. Every opportunity should be taken at the NSDS stage to sensitise 
stakeholders about the NSDS and how its implementation will contribute to statistical 
development in the country. So the roadmap for the design of the NSDS should earmark 
advocacy activities for high-level policy and decision-makers, ministers and legislators, 
government planners, analysts and policy and decision-makers, e.g. technical and 
administrative Heads of Ministries and government departments), data producers and users at 
different levels in the public, private and civil society sectors, and the donor community.  
 
Strategy awareness 
 
It is well known that often strategies are designed but not communicated to staff; that staff do 
not know why some changes are proposed; and that many agencies have a learning disability 
with their staff unable to think systematically (recognise how events and activities in an 
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organisation are related), leading to a “silo mentality.” There is evidence that for 
organisational performance to improve, staff should have a good understanding of the NSDS, 
the changes it will bring about and the benefits of these changes. It is important, therefore, 
that everyone in the NSO and all key stakeholders in the NSS get educated about, understand, 
share and embrace the vision and mission of the NSDS, the strategies for achieving them and 
how their individual actions and those of others will contribute to the achievement of the 
NSDS goals and objectives. 

Possible solutions 
 
Statistical advocacy 
 
Statistical advocacy should be taken as a priority activity in the roadmap for the design of the 
NSDS. Advantage should be taken of the process of assessing the National Statistical System 
(NSS) to advocate for statistics. Some countries have enlisted the support of an influential 
public figure (not necessarily a statistician) or some international consultant to assist with 
advocating for statistics especially at a high level. Some countries have organised special 
meetings for target groups such as Parliamentarians and Permanent Secretaries. It is 
important to mention the need to make advocacy a continuous activity, given that in many 
countries there are changes at high policy and decision-making levels.  
 
There should be advocacy for evidence-based policy and decision-making, stakeholder-
driven and user-focused strategic planning and the way in which this is done, more funding 
and technical support for statistical capacity building, and harmonisation of donor 
interventions and support. Since its establishment in 1999, PARIS21 has been at the forefront 
of statistical advocacy. Its target audiences and messages are given in the following table 
(PARIS21, 2005a): 
 

Table 2.1. Target Audiences and Advocacy Messages 
 

Target Audience Aim and Key Messages 

Policy makers, senior 
managers and funders in 
developing countries 

Aim: Make better use of statistics and provide appropriate allocation in 
national budgets 
 
Key Messages: 
� Role and importance of statistics in improving development 

outcomes 
� Desirability of developing a culture of evidence-based policy and 

decision-making 
� Integration of statistics into policy frameworks (PRSs, SWAps, etc.) 
� Need for better statistics and better use of statistics to improve use of 

resources, including aid effectiveness 
� NSDSs as a coherent framework to organise the development of 

their statistical system 
� Appropriate and sustained financing for statistics from national 

budget 
Policy makers, senior 
managers and funders in 
OECD countries and 
multilateral agencies 

Aim: Make better use of statistics and support statistical capacity 
building in partner countries 
 
Key Messages: 
� Better understanding of the role and importance of statistics in 
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Target Audience Aim and Key Messages 

improving development outcomes and integration both into national 
policy frameworks and donor country assistance strategies 

� Need for better statistics and use of statistics to improve aid 
effectiveness, by informing aid allocations and monitoring 
implementation and outcomes, including aid channelled through 
partner government budgets 

� Desirability of supporting the design and implementation of NSDSs 
to help countries to develop their statistical systems 

� More financial and technical assistance, placed within the context of 
NSDSs (alignment and coherence) 

� Donors and specialised agencies should coordinate better; and 
harmonise their demands for statistics and align their reporting 
procedures with national systems 

Statisticians and analysts 
in developing countries 

Aim: Make best use of available resources to produce quality statistics 
in support of national policy frameworks 
 
Key Messages: 
� Role of statistics to underpin development progress and to address 

the key priorities for statistics 
� NSDSs to serve as a coherence framework for all national/official 

statistics and statistical programmes, however they are funded, 
including to coordinate donor programmes 

Statisticians and analysts 
in OECD countries and 
multilateral development 
agencies 

Aim: Provide quality technical assistance to support the development of 
statistics in partner countries 
 
Key Messages: 
� Role of statistics in development and of new priorities for statistics 

to underpin development progress 
� Importance of NSDSs as a coherence framework and for technical 

assistance to be provided within the context of NSDSs 
� Donors and specialised agencies should be better coordinated; and 

should harmonise their demands for statistics and align their 
reporting procedures with national systems 

� NSOs to provide more technical support to developing countries 
(scaled up and better organisation and collaboration) 

 
The advocacy aims can be grouped into the following seven key messages about:  
 
� Role and importance of statistics in improving development outcomes 
� Evidence-based policy/integration of statistics into policy frameworks 
� Role of statistics for better allocation of resources and increased aid effectiveness 
� NSDSs as a coherence framework  
� Better coordination of donors  
� Appropriate and sustained financing from national budgets 
� More financial and technical assistance from donors, within context of NSDSs 
 
These messages are developed in Annex IV, which presents both the generalised messages 
and any variations for different audiences. This material is extracted from PARIS21’s Draft 
Advocacy Strategy. There is repetition in the messages, but this is intentional since the 
messages are overlapping. 
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The PARIS21 Secretariat has developed the following advocacy materials to deliver these 
key messages: 
 

� Advocacy films 
� Measuring the Change in World Poverty (2002) for Anglophone Africa 
� La Statistique au Service du Développement (2005) targeting decision-makers 

in Francophone Africa 
� Les Statistiques Agricoles et Alimentaires au Service du Développement on 

agricultural statistics produced in collaboration with the Food and Agriculture 
Organization of the United Nations, available in both English and French 

� Measuring up to the Measurement Problem (MUMPs) paper and pamphlet 
(2005): target audience consists of senior policy makers in developing countries 
and development agencies. MUMPs gives examples of cases where the use of 
good statistics has had a positive effect on the policy process, as well as situations 
in which either the absence of data, or a failure to use available information, has 
had a negative effect on policy making 

� Better Statistics, Better Policies, Better Development Outcomes brochure based on 
MUMPs: target audience consists of even busier senior policy makers in 
developing countries and development agencies 

� Making the Case: The NSDS (2004) 
� PowerPoint presentations e.g. on Why Statistics? Why NSDS? (2005) 
� Several papers commissioned by the Secretariat (2005): 

� Models of Statistical Systems 
� Developing a Policy-based National Strategy for the Development of Statistics 
� Lessons Learnt from Strategic Planning 
� Technical Assistance for Strategic Statistical Planning in Developing 

Countries for EU Partnership Group 
� Frequently Asked Questions on NSDSs 

� PARIS21 website (http://www.paris21.org) 
 
Strategy awareness 
 
Once the NSDS has been designed, key stakeholders should be made aware of it. In 
particular, staff of the statistical agency should be mobilised to support it. The staff should be 
educated about changes to be brought about by it and how their individual contributions will 
affect the realisation of its goals, etc. The same applies to key stakeholders outside the 
statistical agencies. All this requires that a major NSDS communication programme is put in 
place. The programme should identify effective media to be used such as seminars and 
workshops, newsletters, brochures, bulletins and electronic means (e.g. Intranet and Internet) 
to raise awareness. The programme should also aim to break communication barriers (the silo 
mentality) at the NSO and in the NSS; encourage a free flow of information and ideas on 
initiatives for achieving NSDS objectives; and help to reposition the NSDS in the public eye 
(Government of the Republic of Kenya, 2003).  
 
Communication and statistical advocacy have in the past been weak points in statistical 
agencies in developing countries. Increasingly, these agencies are solving this problem by 
establishing posts of communication officers and recruiting experts in mass communication 
to handle the public relations and communication functions of the agencies. This has 
happened for instance in Mozambique, Tanzania, and Uganda. PARIS21 has produced the 
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following NSDS documentation and materials that will advance the statistical advocacy 
agenda: 
 
� NSDS Essentials which summarise the more detailed materials, drawing out the main 

messages to inform the NSDS process and serve as an agreed set of criteria against which 
the quality of NSDS and their processes can be judged;  

� Making the Case for an NSDS which sets out to encourage broader recognition by national 
and international policy makers and funders of the role of statistics in development and 
poverty reduction and of the necessity of strategic planning;  

� Guide to Designing an NSDS (for managers of statistical offices) which covers a broad 
range of issues to explain the rationale behind the NSDS and sets out the principles of 
strategic planning, assessment, consultations, costing, funding and implementation; 

� NSDS Knowledge Base1, a virtual library with general background documents especially 
those held by PARIS21 partners, notes to support the process with case study materials, 
strategy implementation and national strategy documents. 

 
Advocacy should be undertaken continuously because of the changes mentioned above and 
other factors. The best way to advocate for statistics is to produce the statistics that users need 
(relevance), when they need them (timeliness). Going further, the statistics should also be 
delivered in a style that is sensitive to how users need and understand the data (user-
friendliness) — and be presented in a form that can be used (usability). This calls for better 
data analysis, interpretation, presentation and reporting. It has been observed that non-
effective use of statistical information in a number of poor developing countries is partly 
attributable to poor data analysis, presentation and reporting. 
 

2.3. Leadership and Management  

Statement of the problem 
 

The issue of leadership is one of the most significant items on the agenda of private and 
public organisations all over the world today. Indeed, the success or failure of an organisation 
largely depends on the effectiveness of its leadership. Effective leadership of NSSs assumes a 
special dimension in developing countries where the systems are new (have a short history), 
fragile, vulnerable and lately over-taxed with demand for statistical information to manage 
for development results, including tracking progress in implementation of the Poverty 
Reduction Strategies, MDGs and various national and sector development programmes.  
 
But what is effective leadership? Effective leadership  
 
� Shows enthusiasm  
� Supports, develops, motivates and empowers other people  
� Procures, safeguards and continually enhances competencies  
� Provides a vision and direction  
� Practices what it preaches (walks the talk)  
� Encourages team work  
� Encourages communication and feedback  
� Engages in strategic and systemic thinking  
                                                 
1 http://www.paris21.org/pages/designing-nsds/NSDS-documents-knowledge-

base/index.asp?tab=KnowledgeBase 
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� Is an agent of change  
� Does not always tell you the time but rather, builds a great clock to continue telling the 

time after it is long gone 
 
However, the ultimate test of effective leadership is that it achieves set results. In addition to 
leadership, good management is required for effective results. It is important to point out that 
a manager is not necessarily a leader. But one must have good leadership qualities in order to 
be a good manager. Generally, a leader creates an agenda, establishes direction and develops 
a vision as well as strategies to achieve the vision. A manager plans and budgets; establishes 
detailed steps and timetables for achieving needed results; and allocates necessary resources. 
A leader develops a network for achieving the agenda and communicates direction (by words 
and deeds) while a manager organises and staffs, establishes structures, delegates 
responsibility and authority, develops policies and procedures to guide people, and creates 
monitoring systems. 
 
The NSDS process requires leadership and management at different levels — political level, 
organisational level and operational level. 
 
There is a need for high-level political commitment to statistical development in general and 
to the NSDS process in each country. Political commitment is not just about increasing 
funding for statistics, important as this may be. It is also about increased and extensive use of 
statistical information for policy and decision-making as well as paying greater attention to 
statistical issues such as reforming the statistical system and raising the profile of statistics in 
government. Leadership at the political level is, therefore, required to advocate for statistics, 
to create greater political will to develop and use statistics, to ensure that the NSDS process is 
appropriate, and to make or endorse major decisions, for instance on reforming and 
restructuring the NSS, revising the statistical legislation, creating coordination arrangements, 
and investing in statistics. The level of engagement of high-level officials will depend on 
decision-making processes in each country. The problem, however, is to find high-level 
policy or decision-makers who are sufficiently interested in statistics and willing to champion 
the NSDS and statistical development generally in the country. 
 
There is a need for strong leadership at the organisational level. This leadership should 
normally be provided by the Director of the NSO who would initiate the NSDS process in the 
first place, take on the NSDS as a key project, interface with political leadership about the 
NSDS process and statistical development in general, be overall coordinator of the NSDS 
process, appoint a competent NSDS team, etc. The Director should show a lot of enthusiasm 
for the NSDS and give it the necessary time, attention and leadership. The problem is that 
some Directors of NSOs are so busy with day-to-day issues including “fire fighting” such that 
they fail to devote sufficient time to the NSDS as an antidote for a lot of the problems they 
are trying to solve.  
 
At the operational level, it is important that a high-level NSDS design team is constituted. 
Having such a high-level team can be an indicator to stakeholders of the importance with 
which the government regards the NSDS exercise. A high-level team will find it easy to call 
for meetings and call for documents, and take quick decisions as necessary. It is also 
important that the team is able to work on the NSDS full-time and with passion and 
creativity. There are problems in constituting such a team. Many NSOs are understaffed, 
making it difficult to find very good staff members to work on NSDS full-time. Usually such 
good staff are few and are already overloaded with disparate assignments. 
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Possible solutions 
 
Political level 
 
At the political level, there should be a focus on engaging with the Minister of Finance and/or 
Planning, Permanent Secretary in the Ministry of Finance and/or Planning, or the Governor 
of the Central Bank as champions of statistical development as their agencies are among the 
main users of statistics in the country. Once the champions at this level have been identified, 
they should be encouraged to develop their interest in the NSDS processes. This may involve 
getting them to attend one of the NSDS workshops.  

 
Organisational level 
 
At the organisational level, the Director of the NSO should internalise and champion the 
NSDS as a framework that will, if properly implemented, change the course of statistical 
development and fortunes of the statistical profession in their countries. The requirements on 
his/her time and efforts will be even greater during the NSDS implementation stage when 
management skills and new management styles will be required.  
 
It is very important that the NSDS provides for leadership and management development at 
all levels through a carefully designed and professionally executed leadership and 
management development programme. The programme should include tested and proven 
methods such as education, experience and mentoring. It is also important that issues of 
leadership continuity and succession are addressed. 
 
Leadership and management styles supportive of strategy should be adopted. Bureaucracy, 
autocracy and top-down management styles should be avoided in preference for a 
streamlined, participatory and coordinated style of management that breaks down 
organisational silos and encourages cross-functional and problem-solving teamwork. To be 
able to do this, a number of layers of management should be developed and working groups 
to handle specific cross-functional tasks formed. Possible layers of management that could be 
formed include:   
 

Management Team: Management teams comprising of heads of departments and specialised 
units should be formed and encouraged to meet regularly, say once every week, under the 
chairpersonship of the Director of the NSO to discuss main issues and coordinate NSO 
activities. It is important that the meetings of the Management Team are taken seriously and 
are held as planned. In some institutions, a day of the week is set aside for holding 
management meetings and no other activities are scheduled on that day for the concerned 
officials. 
 

Departmental Teams: These should comprise the Head of the Department (as chair) and 
Heads of Divisions and Sections. This team should also meet regularly to discuss issues and 
matters affecting the departments and their sections and feed their deliberations into the 
Management Team meetings. 
 

Standing Committees and temporary working groups: These should be established to handle 
specific cross-functional tasks, such as trade statistics and agricultural statistics. 
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Operational level 
 
At the operational level, the NSO Director is unlikely to be able to work on the NSDS full-
time and should select one of his/her more enthusiastic senior members of staff to head the 
NSDS team. The Director should get some members of the team to work full-time on NSDS. 
The team should keep all key stakeholders consulted and informed. Consulting services 
might be hired to support the team, but not to substitute for it. The NSDS should ensure key 
stakeholder involvement in the implementation. It should also make arrangements for 
reporting progress to key stakeholders.  

Country experience 
 
Champion at political level: In South Africa, statistical reforms have been championed by the 
Minister of Finance himself. In Nigeria, it was the Chief Economic Adviser to the President 
and also the Chief Executive officer (CEO) of the National Planning Commission, while in 
Uganda, Kenya, Rwanda, Swaziland and Zimbabwe, the champions have been Permanent 
Secretaries in Ministries responsible for national planning and development. These are the 
main users of statistics who should understand well the need for statistical reform. They play 
a central role in government and are able to roll out the reforms. In Kenya, a special 
afternoon seminar was organised for the top leadership of the Ministry responsible for 
statistics. 

 
Leadership of the Design Team: The team that designed the Strategic Plan for Statistics South 
Africa was coordinated by the Statistician General. In Kenya, it was coordinated by the 
Director of the CBS assisted by high-level officials. In Zimbabwe, the team is headed by the 
Deputy Director of the CSO (the process is ongoing). In Namibia, the team was headed by a 
Deputy Director, while in Uganda the team is headed by a Principal Sociologist (the process 
is ongoing). In these countries, the process has been a lot smoother than in those countries 
where the teams have been headed by a low-level official. 
 
To keep key stakeholders informed of progress in the NSDS process, the NSDS design team 
in Uganda established a quarterly electronic newsletter that highlights activities undertaken 
during the ending quarter and the activities planned for the following quarter.  
 

2.4. NSDS Process Roadmap 

It cannot be overemphasised that for the NSDS process to succeed, there has to be good 
forward planning for it. It is, therefore, critical that as part of the preliminary phase of the 
NSDS process, a “process roadmap” is designed, documented and agreed by key 
stakeholders. The process roadmap essentially outlines the organisation of the work, 
identifies specific activities to be undertaken and the necessary resources to produce the 
strategy. It helps to answer a number of questions, namely: 
 
(i) How do we deliver the strategy in an efficient manner? 

� Who will be the main actors?  
� What are the timelines? 
� How do we ensure the strategy is practical and will be implemented? 
� What will be the mechanisms for political support, endorsement and reporting? 

(ii) Do we as a country have the capacity and skills to undertake the task? 
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� If not, what assistance is needed? 
� What form should this assistance take? 
� What will be the source for such assistance? 

(iii) How do we ensure that the strategy is relevant to national development objectives? 
� How do we ensure that the strategy is country-owned? 
� What type of outputs will be produced and when? 

 
The roadmap should engender a process that takes its cue from the Poverty Reduction 
Strategy (PRS) process. The latter process is participatory, inclusive and uses a consensus-
building approach that renders the PRSs country-specific and country-owned. Participation 
and ownership are essential for successful strategic management and are the key to the 
success of strategy. It is essential that the process is also empowering with statistical 
personnel exposed to more effective ways of communicating with data users; international 
statistical standards, concepts and frameworks; and experiences especially about what is 
happening in other countries, particularly those in the same sub-region or region. The process 
should also broaden and deepen both intra-institutional and inter-institutional communication. 
Finally, full advantage should be taken of the process to advocate for statistics especially 
among political leaders, decision-makers and development partners. 
 
PARIS21 has issued NSDS documentation that includes a Guide to Drafting a Roadmap for 
Designing the NSDS. The Guide emphasises the following: 
 
a) Overall organisation 
 
The organisation of the work should depend on the administrative setup of the country and 
arrangements for overall management of the NSS. Some countries already have National 
Statistical Committees or Councils with members drawn from a broad range of stakeholder 
groups. These Committees or Councils would have reporting arrangements to a Minister who 
should be validating at the highest level of government the results of the design effort. They 
should be used if they are already in place. In addition to existing structures, ad hoc structures 
might be established as need for them arises.  
 
As mentioned earlier, the core NSDS design team will preferably be led by the NSO and be 
fully dedicated to the process. This team will be the main body implementing the NSDS 
process. Its roles will include such activities as undertaking the various consultations and 
assessments, formulating proposals, writing reports, organising workshops, and presenting 
decisions to authorities.  
 
b) Breakdown of the roles of key stakeholders, including development partners, in the 

design process  
 
It is important that key stakeholders including development partners are identified and their 
roles clarified. These roles will need to be identified in relation to activities to be undertaken 
and their mandates. The activities should be specific to the country situation but in any case 
should include: 
 
� Making a decision to design the NSDS 
� Setting out the structure of the NSDS design process, including the NSDS design team 

and/or NSDS Steering Committee or such other bodies as may be deemed necessary 
� Organisation of activities including: 
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o review of documents 
o consultations and other information gathering from beneficiaries and stakeholders, 

including an assessment of key user needs for statistics  
o reviewing the statistical legislation 
o assessment of the NSS 
o visioning and strategising 
o action planning  
o report preparation and review 
o report printing and distribution 
o holding stakeholders’ workshops at appropriate times including a workshop to launch 

the NSDS process  
� Identifying inputs including logistics and resources 
� Mobilisation of resources (national and international) and technical assistance 
� Recruitment of consultants (if needed) 
 
These activities will be undertaken by different stakeholders including: 
 
� Policy and decision-makers in both central and sector ministries, who will have to approve 

statistical reforms and associated plans, allocate resources and advocate for statistics 
� Legislators who will decide on proposals for amending or repealing the statistical 

legislation 
� The leadership of the NSO which will normally oversee the whole process, put together 

structures including the NSDS design team, provide necessary logistics, ensure availability 
of resources including technical assistance, and present decisions and recommendations to 
authorities for approval, etc. 

� The NSDS design team who will do the bulk of the work in the design of the NSDS, 
schedule meetings including workshops, write reports, etc. 

� Potential development partners who might provide financial or technical assistance (where 
required), buy into the strategy, support strategy implementation (where required), etc. 

� Advisers such as consultants who will assist the design team in its work (where required). 
The role of advisers is elaborated in the next sub-section 

� Beneficiary institutions and organisations and their staff who should play an active role in 
the SWOT analysis, NSDS design and implementation 

 
The NSDS design roadmap for Zimbabwe is given in Annex I as an example. 
 

2.5. Participation, Inclusion and Technical Assistance 

Statement of the problems 
 
Among the problems associated with statistical planning in many countries, we deal here with 
two, namely limited stakeholder participation and over-dependence on international consultants. 
In a number of countries, statisticians have designed a strategic plan for the NSO without 
consulting key stakeholders. Such plans were condemned to failure from the start as they were 
badly designed and did not follow state-of-the-art methodology. For instance, many of them did 
not plan implementation, monitoring and reporting arrangements. They were also condemned to 
failure because the key stakeholders and especially those who dispense resources in ministries 
and development partners were not fully involved. No wonder many of these plans are gathering 
dust on the shelves of NSOs.  
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Principles of participatory approaches 
 

� Involving people as subjects and not objects 
� Respect for local knowledge and skills 
� Ensuring influence over development decisions, 

not simply involvement 
� A learning process as much as outcome 
� An approach and attitude rather than a specific 

set of technical skills 

 
There are also countries where international consultants were recruited to design the plan for the 
NSO without much involvement of national staff. Usually these consultants did not build local 
capacity, tended to follow a “one size fits all” approach, and did not confer ownership either to 
the country or the NSO. 
 

Possible solutions 
 
Participatory and inclusive approach 
 
It is crucial that the NSDS is stakeholder-
driven. Both its design and implementation 
should be done in a participatory and 
inclusive manner. It is well known that 
participation and inclusion generally lead to 
ownership and are fundamental to ensuring 
the NSDS outcomes i.e. relevance, 
effectiveness and sustainability of the NSS. 
The key principles of participatory and 
inclusive approach are highlighted in the text box (Commission of the European 
Communities, 2004).  
 
The participatory and inclusive approach leads to: 
 
(a) A critical mass of stakeholder commitment to own both the process and the product (the 

NSDS) and to become full participants in its implementation, thereby making the NSDS 
more relevant and effective.  

 
(b) Empowerment of national staff. Staff are able to learn best practices in user 

consultations, work programming and budgeting as well as being exposed to many 
international statistical standards, concepts, frameworks and experiences. Usually staff 
empowerment leads to more commitment and greater creativity, imagination, innovation 
and productivity, which are key ingredients for successful strategic management and to 
the successful implementation of the NSDS. When capacity is built through 
empowerment, we can expect more efficiency in statistical production. 

 
(c) Improved communication. The NSDS process facilitates improved internal and external 

communication and understanding about national statistical processes among 
stakeholders. 

 
In designing and implementing the NSDS, many countries are constrained by a number of 
factors. At the design stage, these factors include: there exists a lack of previous experience 
in statistical planning; for a number of reasons, previous plans were not deemed to have been 
successful; there is a wide range of ideas and/or concerns to be addressed; there are no 
recognised facilitation skills in the organisation; no one in the organisation feels committed to 
facilitating the process; there is belief that an inside facilitator may inhibit participation from 
others; etc. Experience has also shown that relying entirely on an inside team to develop the 
NSDS often does not bring an objective voice to bear on the process as, sometimes, old 
positions are rehashed and the status quo is not sufficiently challenged. Also, often there is a 
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conflict of interest. At the implementation stage, the constraining factors include lack of 
technical and administrative skills. In these and similar situations, it is advisable that 
countries seek technical assistance in the form of consultants/advisers. 
 
Technical assistance 
 
Technical assistance can be good and useful when properly sourced, used and directed in 
accordance with the United Nations’ Some Guiding Principles for Good Practices in 
Technical Cooperation for Statistics. These principles reverse the traditional roles of outside 
experts (a reversal of learning — from extracting to empowerment) facilitating local people 
to undertake their own analysis (handing over the baton), self-critical awareness by 
facilitators and the sharing of ideas and information (Commission of the European 
Communities, 2004). The principles require that technical assistance should be used to 
exchange expertise and develop skills and expertise, should be demand-driven, and should 
not distort national priorities or undermine national institutions and authority. However, 
experience in many countries shows that sometimes technical assistance is donor-driven, is 
usually not coordinated and prioritised, and sometimes distorts national priorities and 
undermines authority/institutions. It is also often the case that advisers are not given 
counterparts to transfer technology to, and they end up doing the work of nationals. 
 
Technical assistance: What should be the role of consultants/advisers? 
 
First and foremost, consultants/advisers should not be hired to design or implement the NSDS 
but rather to facilitate its design and implementation. As outside facilitators, they should help 
the process by challenging the status quo and maintaining a climate of openness and 
participation. They should use their organisational and facilitation skills to minimise 
personality and departmental differences, and encourage opinions that may differ from those 
of the leader. They should also help to keep discussions on track, and bring new insights and 
perspectives to bear on the process using best practices and sharing experiences of similar 
processes in other countries. 
 
Consultants might be expected to assist in designing the roadmap for the NSDS process; train 
and empower national staff (expose staff to modern management principles, international 
statistical standards, concepts, frameworks and experiences); help with statistical advocacy 
(through meetings with high-level government officials, workshops and interviews with key 
policy and decision-makers); facilitate the process of assessing the NSS; help with review of 
the statistical legislation (propose revision or rewriting); help with visioning and strategising 
exercises; help with drafting the NSDS Report; help with presenting the report at 
stakeholders’ workshops; and help with revision. In doing all the above, the consultants must 
avoid the “one size fits all” syndrome. 
 
At the implementation stage, consultants/advisers might provide guidance and hands-on 
training to national staff especially in those areas where there is limited capacity or no 
capacity at all (e.g. in new areas). They might help in reviewing current procedures, 
methodologies and ways of working with a view to making them more efficient or designing 
better ones. They should help to build self-confidence, empower staff and contribute to 
institutional memory by promoting documentation of procedures and methodologies used in 
agencies. It is normally advisable to assign more than one staff member to work with 
consultants/advisers. All this should be built into the NSDS processes. 
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Choice of consultants/advisers 
 
Countries should be judicious in choosing which consultants/advisers to hire. They should 
aim to choose consultants/advisers with relevant subject-matter knowledge and who are 
familiar with the conditions in the country or sub-region. The consultants should also be 
familiar with initiatives on which the NSDS approach builds, for instance the GDDS and 
MAPS. The Terms of Reference (TOR) of the consultants should spell out all of this.  
 
Some countries such as Kenya, Nigeria, Uganda, Zambia, and Zimbabwe have found it 
necessary to use both a national consultant and an international consultant in the design of 
their NSDSs. While the national consultants assisted mainly in the review of the NSS and 
strategic planning, the international consultants undertook a number of country missions to 
help initiate activities and to review work done to ensure completeness and quality, 
measuring the work against agreed methodologies and frameworks including the guide to 
designing an NSDS.  
 

2.6. How to Undertake Assessment of the NSS 

Objective of the assessment 
 
The NSDS design guide provides a good deal of information on what the assessment of the 
NSS aims to achieve and what is assessed. The guide points out that the assessment should 
aim to create an understanding and paint a picture of where the NSS is now in terms of: 
 
� Legal and institutional framework for production of official statistics  
� Linkages and coordination arrangements among producers and between producers and 

users of statistics  
� Current and future user needs  
� Existing capacity (institutional, infrastructural, technical and resources) to meet these 

needs and fill existing capacity gaps  
� How statistics are produced — methods and procedures, adherence to international 

standards, constraints and problems, etc. 
� How statistical data are processed, analysed and archived (IT policies and standards, 

databases) 
 
The following paragraphs provide guidance on how these assessments might be carried out, 
based on the experience of countries that have been through the assessment processes.  

How should the assessment be done? 
 
Document review 
 
Typically the assessment starts with a review of policy documents for references to both met 
and unmet needs for statistics and as a guide to government priorities. These are likely to 
include national development policy frameworks and their reviews (such as poverty reduction 
and sectoral strategies), as well as sub-regional and international development policy 
documents (such as the Millennium Declaration and country MDG reports). It might also be 
appropriate at this stage to begin to review the country policy documents of potential donors 
(such as UNDAF, donor country assistance strategies, etc.).  
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In many countries there will be reports on statistical planning and development in the country 
(major capacity building initiatives and programmes in the last, say, five years), other country 
experiences in statistical planning, and the background to the statistical problem for the 
country. These are likely to include reports by consultants, international organisations (IMF 
etc.), reports on international meetings and workshops (PARIS21, etc.).These reports on the 
country’s statistical situation often concern only the NSO, but they sometimes have a broader 
scope. Drawing up a synthesis of these reports provides preliminary estimates of the current 
state of the country’s statistical development and steers information gathering towards sectors 
not covered by the reports. 
 
Identification and interviews with key stakeholders 
 
Key stakeholders will need to be identified and their interests in and relationship to the NSS 
determined, including their priorities with regard to the development of the NSS. Then a 
stakeholder mapping can be done to illustrate and analyse relationships among and between 
these stakeholders. 
 
Some countries have used their mailing lists (which are used normally for disseminating 
reports and other statistical information to data users) as the starting point in identifying their 
key stakeholders. These lists have first been updated to include new key stakeholders and to 
omit those that are no longer relevant. In order to determine the interests of stakeholders, 
information has to be collected from them. The information is usually obtained by means of a 
questionnaire or by actually visiting the stakeholders and interviewing them. The latter 
approach is usually preferred to avoid low response rates in administering questionnaires. 
Interviews with data users would aim to establish how they use statistical data; availability 
and non-availability of required data; their assessment of the adequacy of available data; and 
their current and perceived future data needs and priorities. Interviews with data producers 
would aim to establish their capacity to assess user needs and to meet these needs. The 
capacity can be assessed in terms of environment, resources, infrastructure (physical, 
technical, IT and organisational) and systems. The assessment should focus on issues such as: 
the inventory of their capacity; what data they produce; how data are produced; how they 
coordinate with data users and other data producers; how they process, analyse and archive 
data; how they disseminate data to users; appropriate strategies for improvement; capacity 
building programmes; and requirements for technical assistance. 
 
To ensure that no major categories of data users and producers are left out, data users and 
producers can be classified into broad user and producer groups and information collected 
from selected agencies within each group. The groups could be: government 
ministries/institutions, public sector institutions, private sector organisations, training and 
research institutions, and donors and international organisations. 
 
The interviewing approach can be very frustrating as it is often difficult to fix appointments. 
Sometimes appointments are made but the officials are not around (they will have been called 
to an urgent or more important meeting), and sometimes the officials met will not have the 
information needed (either because they are new or are too junior in the organisation), etc. It 
is, therefore, important that ample time is set aside in the roadmap for this process to play out.  
 
Strategic planning workshops and focus group discussions 
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Strategic planning workshops: Workshops are very important in the design of the NSDS as 
well as its implementation. At the NSDS design stage, workshops can help to empower 
stakeholders with tools that will enable them to play their role in both the design and 
implementation of the NSDS. These tools include strategic planning concepts, SWOT 
(Strengths, Weaknesses, Opportunities and Threats) analysis, the Balanced Score Card (a 
strategic management system aimed at translating strategy into action), etc. It may also be 
possible to show videos that encourage people to have hope and vision about life and 
whatever they do. With these tools, stakeholders should be able to participate meaningfully in 
crafting or revising the vision, mission and core values of the NSS, and in formulating NSDS 
strategic goals and business action strategies. 
 
Focus group discussions: Focus (small) group discussions can help to address specific issues 
and make specific recommendations. These issues may include: conducting a SWOT 
analysis; reviewing the “vision” and “mission”; defining requirements in terms of human 
resources, office infrastructure, equipment, communications and transport; planning and 
developing strategies; costing the strategies and associated programmes; and identifying 
training needs and technical assistance that may be required. These issues would take a much 
longer time to discuss in larger groups, where discussion might be inhibited and/or partial.  

Prioritisation process: how countries assess data needs and how they prioritise them 
 
Data needs assessment is a continuous rather than ad hoc or one-off activity, but an NSDS 
might be an appropriate opportunity to carry out a benchmark review to assess current and 
potential user needs. The following overlapping approaches were identified based on the 
experiences of participants at an NSDS briefing session held in Addis Ababa, Ethiopia in 
August 20052: 
 
Assessing user needs 
 
� Indirect approaches:  
o Identify all stakeholders and potential users, recognising differing levels of statistical 

sophistication 
o Discuss with users, understand their responsibilities, what statistics they get now and 

what would help in their work 
o Identify roles of stakeholders in PRSP processes 
o Review of PRSP and other national development plans, Parliamentary, poverty 

monitoring reports, MDGs, UNDAF, donor country programmes, etc. 
o Review international, regional and national mandates to compile statistics 
o Raise awareness and educate users about statistics and re-orient them to focus on their 

needs 
o Train statisticians on how to talk to Ministers and other users 
o Ask others (e.g. national consultants who work with Ministries) 

� Inter-ministerial Committee of users and producers with a high-level chairperson and 
technical working groups or task forces for key areas 

� Symposiums, workshops 
� User–producer meetings for individual censuses and surveys and to disseminate reports 

                                                 
2 The briefing was attended by 32 participants from Anglophone African countries. The participants included 

heads of National Statistical Offices and regional training centres serving those countries. In addition, 
representatives from sub-regional organisations as well as African statistical consultants with potential to 
help countries to facilitate their NSDS design process attended the briefing.  
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� Talk individually to major users: continuous dialogue 
� Respond to changes of structure and focus such as decentralisation and consequent needs 

for sub-national geographic data for which needs are not well articulated (e.g. at district 
level); and to loss of data sources (e.g. currency regulation controls) necessitating new 
collection instruments 

� Feedback from stakeholders (e.g. IMF) to Director of NSO 
� Meet with Chamber of Commerce 
� Readership surveys 
� Register of requests for publications and information 
 
Setting priorities 
 
� Inter-ministerial Committee of users and producers with a high-level chairperson 
� Priorities within national development plan such as PRSP and MDGs  
� Central government demands, including central government response to international 

agencies and donors and Economic Survey (such as in Kenya) or Background to the 
Budget (such as in Uganda) 

� Core set of statistics that must be provided: Gross Domestic Product, finance, prices, 
population, poverty, hunger, HIV/AIDS, etc. 

� Political ideology, commitment sets priorities: e.g. Poverty Action Fund (Uganda, 
Tanzania) 

� Stakeholder analysis: prioritising needs of most important and most influential 
stakeholders  

� Data demands balanced with the ability to deliver, depending on the level of funding 
available and capacity  

� Statistical surveys sequenced to keep within resources, based on frequency of usage of 
data 

� Statistics Act sets mandate, limits collections 
 
It is important to mention that often, users generally do not understand what is involved in 
producing what they are asking for — to compile a set of indicators requires a complex and 
consistent statistical system. They also require statistics more quickly than they can be 
produced. Some governments appear to make little direct use of statistics but still need to be 
held accountable to society: statistics are a public good. 
 
It should also be reiterated that it is often difficult to organise meetings with key people, for 
example in line ministries, because they send junior members of their staff. Workshops, 
whilst valuable, may be limited in representation and time available to elicit data needs. 
Personal visits to the main stakeholders are urged to establish needs and priorities. 
Consultants can help facilitate assessments of user needs but it needs to be an ongoing 
process. 
 
Many donor programmes have in the past disrupted national priorities, which emphasises the 
need for these programmes to be set within the context of the NSDS.  
 

2.7. From Assessment to Strategies 

Statement of the problem 
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From the assessment of the NSS (section 2.6), we are able to answer the following questions, 
among others: 
 
� What is expected of us? 
� What do we want to do to meet the said expectations? 
� What are things about ourselves which are likely to help us or hinder us? 
� How is the outside world likely to work for us or against us? 
� In light of what we have learnt, do we wish to review our mission statement? 
� What are the key or critical issues we must really do something about if we are to be 

successful?   
 
In strategic planning, issues in the last question are called strategic issues. Having identified 
these issues, we need to design appropriate strategic goals or objectives and strategies to deal 
with them. Strategic objectives are overall accomplishments to be achieved while strategies 
are overall methods to achieve them.  
 
Strategic objectives should define what we are striving to achieve, what outputs or outcomes 
are required. It is important that the objectives are SMART (Specific, Measurable, 
Achievable, Relevant and Time-bound). Key to an objective is that the results are tangible 
and unambiguously observable. The problem is that all too often we set objectives that are 
not SMART. In particular, while designing them, we do not stop to ask the question: “Are 
you sure you can do this?” 
 
Designers of strategies never consider all possible strategies that could benefit an 
organisation because there are too many of them. Therefore, a manageable set of the most 
attractive alternative strategies should be developed and considered, and the advantages, 
disadvantages, trade-offs, costs and benefits of these alternative strategies determined. 
Strategic analysis and choice requires comprehensive internal and external audit information 
as well as a measure of creativity. This information should lead to objective ranking of 
alternative strategies and a prioritised list of best strategies. The problem is that often, not all 
the information required for this purpose is available and hence non-objective considerations 
sometimes play a role in the strategy-formulation process (David, 1997).  

Solutions 
 
The NSDS design guide provides for use of input and output approaches to make strategic 
choices. The input approach, considered by some Data Quality Assessment Framework 
(DQAF) dimensions, looks at infrastructure issues such as institutional effectiveness, 
adequacy of physical or capital resources, adequacy of human resources, knowledge 
resources and management effectiveness. The output approach, such as GDDS and other 
dimensions of DQAF, looks at statistical products and services such as coverage, periodicity 
and timeliness of statistics, access by the public, integrity and quality. The guide also 
emphasises the need for the appropriate strategies to revolve around enablers or performance 
drivers. These include investments in skilling and re-skilling employees, technology and 
systems, and in enhanced organisational procedures. 
 
A comprehensive strategy-formulation framework has been developed (see David’s Concepts 
of Strategic Management) involving three stages: 
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Stage 1: Input stage 
 
At this stage, the basic input information is summarised. This information relates to both 
internal and external audit. 
 
Stage 2: Matching stage 
 
At this stage and using information from stage 1, feasible alternative strategies are generated 
by aligning key external and internal factors. In fact, strategy is sometimes defined as the 
match that an organisation makes between its internal resources and skills, and opportunities 
and risks created by external factors. Indeed matching internal and external critical factors is 
seen as the key to effectively generating feasible alternative strategies. 
 
Stage 3: Decision stage 
 
This stage involves use of input information from stage 1 to objectively evaluate feasible 
alternative strategies identified in stage 2 to arrive at the relative attractiveness of alternative 
strategies, and thus provide an objective basis for selecting specific strategies.  
 
It is important to recognize that strategies will achieve their objectives to the extent that 
they improve operations by identifying current and future user needs; by developing 
solutions to meet these needs in a sustainable manner; and by delivering quality value-
added statistical products and services to users in a timely manner. 
 

2.8. Mainstreaming Sectoral Issues 

Statement of the problem 
 
The thrust of efforts to build statistical capacity and concerns about resources for statistical 
production have tended to be NSO-centric, with a focus on the centre with peripheral 
attention to concerns of sectors. While the NSO collects a lot of data in censuses and surveys, 
it is by no means the only source of official statistics even in countries that are usually 
referred to as having centralised statistical systems. A lot of data are produced by sector 
ministries such as education, health, water and agriculture, and used for management of 
sector-specific programmes and projects. In addition, a wide range of cross-sectoral data 
required for monitoring input, process, intermediate outputs and some intermediate outcomes 
of the development agenda are generated by sector ministries. Use of data for monitoring 
development progress, PRSPs and MDGs has highlighted the importance of better sectoral 
statistics and exposed many weaknesses. NSDSs provide an important opportunity to develop 
an integrated approach to improving the coverage and quality of all official statistics, based 
on agreed national priorities. If they are to be effective, however, it is important that the 
NSDSs include both an assessment of the capacity of sectoral ministries to compile and use 
statistics; and proposals to address weaknesses and constraints. 
 
These weaknesses include, among others: 
 
� Lack of organised statistical function in some sectoral ministries. Some sectoral ministries 

carry out rudimentary statistical activities or at best ad hoc activities. 
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� Lack of a statistical law governing statistical operations in sectors. The tendency has been 
for statistical legislation to be NSO-focused. 

� Lack of coordination and coherence in statistical production across line ministries. 
� Low profile of statistics in the sector ministries with the statistical function usually placed 

within the Planning Departments, without established separate budget lines. 
� Limited capacity and statistical infrastructure, gaps in data coverage and lack of accuracy, 

consistency and timeliness.  
� Statisticians from line ministries rarely involved directly in discussions on capacity 

building, and many statistical projects and programs focused only on the needs of the 
NSO.  

 
It is important that the needs for sectoral statistics are addressed and that efforts are 
made to build capacity and improve sectoral data quality.  
 
Possible solution 
 
The NSDS provides the opportunity to reflect sectoral strategies and consider cross-sectoral 
issues in the design of a strategic plan covering the entire NSS. The importance of 
mainstreaming sectoral statistics in the NSDS process was reiterated at the Second Forum on 
African Statistical Development (FASDEV) in Addis Ababa, Ethiopia in February 2006. The 
NSDS process should provide space for assessing data needs and capacities of sectoral 
ministries to compile and use statistics, and for designing strategies to address weaknesses 
and constraints. Some sectors have already provided guidelines for doing so. For instance, the 
Health Metrics Network has developed a framework and situation analysis tool for this 
purpose. This framework has been adapted by the PARIS21–Intersect Task Team to draw up 
a framework with which to gather consistent information across sectors. The draft framework 
by the PARIS21–Intersect Task Team is presented in Annex III. This information has been 
collated initially from the UN specialised agencies dealing with the respective sectors: the 
United Nations Educational, Scientific and Cultural Organisation, the World Health 
Organization/Health Metrics Network, the Food and Agriculture Organization, and the 
International Labour Organization. This is being supplemented by case studies funded by the 
African Development Bank. These two streams of enquiry will be brought together in a 
manual for mainstreaming sectoral concerns. 
 
Example of Uganda NSDS: Uganda provides a good example of how the issue of sectors can 
be handled in the design of the NSDS. After weeks of high-level advocacy by the Uganda 
Bureau of Statistics (UBOS) including a meeting for all Permanent Secretaries in 
Government, Sector Statistics Committees were established with specific Terms of Reference 
and identified chairpersons (contact persons). A Uganda UBOS representative in the related 
area was attached to each Committee. The contact persons form the Inter-Agency Committee 
on Statistics, which is chaired by the Executive Director of UBOS.  
 
The remit of the Sector Statistics Committees was to get sectors to organise themselves 
internally and review their data production units. Specifically, they were to: identify and 
document core products of each unit and link them to the national and international results-
based agenda (PRS, MDGs, etc.); identify key data users as well as their needs and gaps for 
each product; agree on a reporting mechanism to the head of the Planning Department in the 
Ministry; nominate a representative to the NSDS Inter-Agency Committee; attend 
consultative meetings for integrating data/information from sectors/institutions; work closely 
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with the UBOS staff and consultants on NSDS activities as per the work plan; and design 
Sector Strategic Plans for Statistics (SSPS) which will be essential components of the NSDS.  
 
The SSPS will include implementation and funding plans for the next three years in line with 
the Medium-Term Expenditure Framework (MTEF). In addition, comprehensive training 
programmes for strengthening sector statistics in the longer term (5–10 years) are being 
designed. As the SSPS are prepared, the UBOS component of the NSDS is being prepared by 
a Committee at UBOS. 
 
The Coordinator of the whole NSDS process is a Principal Sociologist in the Coordination, 
Research and Methods Directorate at UBOS. The Coordinator works full-time on the NSDS 
and is assisted in her work by a national consultant and an international consultant. In order 
to keep all key stakeholders in the loop, UBOS publishes and widely distributes a quarterly 
electronic NSDS Bulletin. 
 

2.9. New Organisational and Institutional Arrangements to Support the 
NSDS 

Statement of the problem 
 
Many national statistical systems are riddled with organisational and institutional problems, 
including inappropriate statistical legislation; low profile of statistics and the NSO; weak 
arrangements for coordination, collaboration, networking and information sharing; and weak 
infrastructure. This manifests itself in poor management and leadership; and NSSs that are 
under-resourced (under-staffed and limited budget) and under-performing. It is important that 
these problems are addressed and that organisational and institutional arrangements are put in 
place to support the NSDS. 
 
Statistical legislation 
 
Statistical legislation (Statistics Act, decrees or proclamations in some countries) is a 
fundamental pre-requisite for an effective statistical system. As Roger Edmunds points out, 
“particularly for developing countries where the vicious circle of lack of resources leading to 
inferior statistics which lowers the status and image of the statistical agencies and hence 
reduces budgets even further can be broken by strengthening the statistical legislation and 
raising the status of official statistics” (2005). The statistical legislation defines the statistical 
system and the roles and responsibilities of the various players in the system, and safeguards 
the system and regulates collection and management of official statistics. Strong statistical 
legislation is also central to protection of confidentiality and the assurance of impartiality and 
objectivity.  
 
Most developing countries have statistical legislation. However, in many African countries, 
the legislation is out of date (some date as far back as the early 1970s) and no longer reflect 
the current realities in the countries. Much of the legislation which pre-date the UN 
fundamental principles of official statistics often do not provide for, among other things: 
establishment of the professional independence and objectivity of official statistics; national 
statistics to serve all users and to reaffirm the role of statistics in the democratic process and 
as a public good; the Head of the NSO to coordinate the NSS and promote data quality in 
national statistics throughout the system, determine the scope of official statistics, concepts, 
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definitions, methods and choice of data sources; coordination among data producers to 
minimise duplication of effort and avoid production of conflicting data; data linkage for 
statistical purposes (ability to link sets of data), equal and simultaneous access to statistical 
data and information; authority of the Head of the NSO to release suitably anonymised micro 
data; and responsibilities for annual reports e.g. to national Parliament. Outdated statistical 
legislation is inadequate for regulating production and management of official statistics given 
the policy, administrative and economic changes that will have taken place in the country in 
the period after they were enacted. Thomas Morris (2001) states that “in countries receiving 
technical assistance in statistics from the IMF, inadequate legislation is often a major reason 
for lack of clarity concerning responsibility for statistics, poor response rates, lack of a 
coordinating forum for statistical agencies, and inadequate authority for the statistical agency 
to implement the statistical program” (Khawaja and Morrison, 2002). 
 
Another problem with much statistical legislation is that it tends to conflict with other laws or 
regulations governing statistical work in line ministries and government departments e.g. 
department of civil registration. There is a need to harmonise the statistical legislation and 
these other laws and regulations. 
 
It should, however, be mentioned that it is one thing to have good and up-to-date statistical 
legislation and another thing to have it rigorously applied. While in some developing 
countries the statistical legislation is powerful and far-reaching, many “statistical institutions 
typically lack voice, and are unable or unwilling to enforce their authority” (Edwards, 2005). 
In some African countries, some non-complementary administrative arrangements have been 
put in place, for instance, to ensure that prior to publication, the statistical reports produced 
by the NSO are sanctioned by political leadership contrary to the provisions of the existing 
legislation. In line ministries generally, ministry accountability can leave statistical personnel 
susceptible to political interference and pressure to present statistics in a favourable light. It is 
important that production of official statistics is such that it does not lead to the perception 
that the statistics are “doctored” by the government and that the statistics are seen by the 
public to be credible and impartial.  
 
There is also the problem that sometimes stakeholders, especially external stakeholders, do 
not comply with the statistical legislation. While this is sometimes attributed to ignorance of 
the legislation, at times it is a result of lack of commitment to working within the confines of 
the law. Cases abound in Africa where rather than strengthen the weak NSOs, international 
agencies have set up parallel ad hoc structures or funded ad hoc national surveys, thereby 
undermining the authority of the NSOs and efforts to build sustainable statistical capacity.  
 
Low profile of statistics and the NSO 
 
As mentioned above, in many developing countries, statistical systems suffer from a lack of 
resources leading to inferior statistics which in turn lowers the status and image of the 
statistical agencies in government. For instance, in some countries, the NSO Director is at a 
lower grade than, say, the Director of Medical Services, the Director of Agriculture, etc. In 
Swaziland, for instance, the new Grade for the CSO Director is E5 instead of E6, the grade of 
other Directors in Government Departments. The grades of Principal Statisticians and Senior 
Statisticians are also a grade lower than comparable positions in the Civil Service (IMF, 
1998). Obviously, this affects the ability of the NSO to deliver on its mandate. When 
Zimbabwe became independent in 1980, the CSO became a “Grade 1” department in the 
Ministry of Finance. This meant that the CSO Director was slightly below the Permanent 
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Secretary level but above the Deputy Permanent Secretary level, and professional staff with 
suitable degrees started at a salary level higher than the starting salaries of graduates in 
ministries. Statistics flourished in the country. However, following a government-wide job 
evaluation exercise, the Public Service Commission removed the “Grade 1” status of the 
CSO. The post of Director was downgraded to the third Level in the civil service, down from 
second level. And professional statisticians started leaving the CSO to join ministries and 
other employers. It is, therefore, important that the NSDS process advocates for raising the 
status of statistics and the NSO to appropriate levels.  
 
Weak arrangements for coordination, collaboration and information sharing  
 
Coordination, collaboration, networking and information sharing are essential for an effective 
NSS as they lead to a shared view of goals and objectives; a clear understanding of and 
agreement on the roles and responsibilities of the different actors; reciprocal, open dialogue 
and good communication; mutual support, synergy and accountability; and trust (honesty and 
transparency) in official statistics. In particular, there is a need for good coordination and 
information sharing between data users and producers to make the statistical system user- 
responsive and user-driven; plus coordination and information sharing among data producers 
to achieve synergy and more effective use of resources for data production, and to minimise 
production of conflicting data. There is also a need for collaboration between data producers 
and researchers, analysts and training institutions to improve data analysis and reporting. 
 
Generally, there is weak coordination, collaboration, networking and information sharing 
among many actors in national statistical systems in many developing countries characterised 
by inability to identify and adequately respond to user needs, duplication of effort among data 
producing agencies, production of conflicting data, inadequate data analysis and poorly 
written reports (reports with masses of data and little information). 
 
Weak Infrastructure 
 
In many developing countries, one of the main obstacles to an effective NSS is a lack of 
adequate infrastructure, examples of which include: 
 
� Some NSOs operate from less than adequate buildings. 
� Statistical infrastructure is inadequate (often there is no master sample or if it is there, it is 

out of date). 
� There is no central business register. Instead there are different registers maintained by 

different institutions and usually they are out of date or incomplete. 
� There is no adequate human resources strategy. Schemes of service for statistical 

personnel are poor, leading to high staff turnover. 
� There is lack of strategic and special skills e.g. in management, sampling and data 

analysis. 
� There is no forward-looking dissemination policy.  
� Inadequate IT infrastructure (low level of computerisation, limiting the benefits from the 

IT revolution). 
� Geographic Information System (GIS) potential is not harnessed, limiting benefits from 

GIS functionality. 
� There is no user-friendly and readily accessible national socio-economic database, making 

it difficult to access official statistics and to do inter-linked and time series analyses. 
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� Where there are Intranet and Internet facilities, they are not put to optimum use, and Web 
dissemination is not yet the norm. 

� Statistical libraries are poor (under-stocked, no statistical journals, old books and usually 
no budgets for purchasing new books) and under-used.  

 

Possible solutions 
 
Reviewing the statistical legislation 
 
From the above, it is very important that as part of the NSDS process, the existing statistical 
legislation and its application are reviewed. Emphasis should be put on ensuring that the 
legislation is in concordance with the UN fundamental principles of official statistics and that 
there are no impediments to the application of the legislation. It is important that the drafting 
of the legislation is not left to lawyers. Rather, the initial draft — the “layman’s version” — 
should be produced by the statisticians and the draft should be passed on to key stakeholders 
for comment. There are guidelines on the content of good statistical legislation. Khawaja and 
Morrison (2002) suggest that as a minimum, the legislation should do the following:  
 
� List the functions of the statistical system, including the dissemination and publication of 

statistics as required for economic and social policy making and to satisfy the essential 
requirements of domestic and international users 

� Provide legal powers to collect information 
� Establish the professional independence of the statistical system from political 

intervention  
� Ensure the confidentiality of information provided by individual entities  
� Provide for the coordination of statistical activities.  
 
In addition, the United Nations’ Handbook on Statistical Organization provides an annotated 
model of a National Statistical Act. This can be used as a starting point in the design of a new 
legislation or in updating an existing one.  
 
It is important that the statistical legislation not only establishes the post of the Director of the 
NSO and the functions attached to the post but also it should provide for the appointment of 
the Director. The United Nations provides insightful advice on the status of the post of a 
Director. It states: “The external capability of a Statistics Office is much influenced by the 
status of the head of the statistical service in relation to colleagues in government hierarchy. 
There can be no doubt that the building of a robust statistical service is contingent on 
assigning top people to it. In view of the great national importance of many decisions which 
may be affected by statistics, it would appear to be in the national interest for the statistical 
service to have an equal opportunity to compete with other government departments for an 
outstanding individual of proven capability to be its leader and manager. He/she should be in 
a position to develop rapport with policy advisers of other government departments and to 
negotiate various proposals on statistics with authority and insight… He/she should have the 
same status as the top civil servant of a ministry” (2003). 
 
These rules for the appointment of the Director and their application “should be seen to be 
fair and demonstrably non-political. Open competition and limited term appointments will 
protect the impartiality of the post. Conversely, opaque mechanisms of government patronage 
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will raise suspicions of an unhealthy closeness between the Director of the NSO and policy-
makers” (Edmunds, 2005).  
 
It is an emerging trend to appoint the NSO Director on a fixed-term contract (renewable) and 
to provide legal safeguards to prevent his/her arbitrary appointment and dismissal.   
 
It is very important that once the statistical legislation is in place, all stakeholders must 
comply with it. However, its effectiveness will in practice depend on the management skills 
and calibre of the Director and staff of the NSO as well as the general regard by government 
for official statistics.  
 
Example of Zimbabwe: In 1999, the Government of Zimbabwe took a decision to make the 
Central Statistical Office (CSO) autonomous. This move was intended to improve the 
operational effectiveness of the Office. A Transformation Task Team chaired by the CSO’s 
Deputy Director was set up to carry out this decision. The team included, among others, an 
investment analyst and legal adviser both from the State Enterprise and Privatization Agency. 
 
The Task Team drafted a new Statistics Act with assistance from the legal adviser and an 
international consultant to replace the 1971 Act. The Draft was circulated among key 
stakeholders for discussion and comment. The draft was then improved and discussed at a 
specially organised stakeholders’ workshop. After the workshop, the draft was further revised 
before it was passed on to the Cabinet Committee on Legislation. After this stage, the 
Ministry of Legal Affairs would draft it into a Bill, to be taken to Parliament for passage. 
 
Raising the profile of statistics and NSO 

 
Roger Edmunds (2005) studied statistical systems in twenty countries from Africa, Asia and 
OECD countries based on information available from their web sites. This and other studies 
of statistical systems, especially in Africa, show that the profile of statistics may be raised 
either by making the NSO a special department in government or making the NSO an 
autonomous government agency. 
 
Making NSO a special department: In many countries, statistical reforms have led to the NSO 
becoming a special department in the parent ministry, with the NSO Director at the same 
level as the technical head of a Ministry (Permanent Secretary level). For instance, in 
Malawi, the NSO is under the Office of the President, and the Commissioner for Statistics (its 
Head) is a Permanent Secretary. In South Africa, Statistics South Africa enjoys a special 
status in the Ministry of Finance, with the Statistician General reporting directly to the 
Minister.  
 
Making the NSO an autonomous agency: Another way to raise the profile of the NSO is to 
de-link it from the government, and make it an autonomous agency. This will be consistent 
with the United Nations recommendation that “a statistical agency should be distinct from 
those parts of the government that carry out enforcement and policy making activities. It 
should be impartial and avoid even the appearance that its collection, analysis and reporting 
process might be manipulated for political purposes” (United Nations, 2003). In addition to 
raising its profile, giving agency status to an NSO will enhance its visibility and create 
positive perceptions about the impartiality of the data it produces. In November 2005, the UK 
government announced that it would make the Office of National Statistics (ONS) 
autonomous, declaring that the “governance and publication of official statistics would be the 
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responsibility of a wholly separate body at arm’s length from government and fully 
independent of it” (Royal Statistical Society, 2006). Reacting to this news, the National 
Statistician, Ms. Karen Dunnell, expressed belief that the announcement would increase 
public confidence in official statistics. She said: “ONS has always worked in an independent, 
open and transparent way but there has been a perception that this is not so, which has been 
very damaging for official statistics as a whole.” (ibid.) Making the NSO an autonomous 
agency will also make it more efficient by cutting out a lot of bureaucracy from its operations 
and by better motivating staff and retaining them through improved schemes of service. 
Reacting to the same UK announcement, Professor Tim Holt, President of the Royal 
Statistical Society (RSS) stated that “an independent statistical service was fundamental both 
to the effective functioning of the statistical service and to public confidence in official 
statistics” (ibid.). 
 
The concept of NSO autonomy is sometimes misconstrued to mean that the NSO will become 
self-financing. It is important first of all to emphasise that no NSO anywhere in the world can 
be self-financing. Secondly, official statistics, like roads, are the sort of “public good” 
normally provided by governments the world over. It is, therefore, expected that funding for 
an autonomous NSO will be provided by the government. However, this does not preclude 
the possibility of the NSO generating some revenue by undertaking commissioned studies 
and surveys as well as by selling some statistical products and services. So what is involved 
in making the NSO autonomous? 
 
Making the NSO an autonomous agency involves de-linking the NSO from government and 
entrusting it to a Governing Board with delegated responsibility for overseeing the work of 
the NSO and general development of official statistics in the country. Such a Board is usually 
small, focused and composed of high-level professionals in statistics and related subjects, 
representing key stakeholder constituencies like the government, private sector, civil society 
sector, and research and training institutions. Its responsibilities usually include, among 
others: 
 
� Promoting and protecting the credibility, integrity and impartiality of official statistics as 

well as the professional independence of the NSO 
� Formulating and monitoring the implementation of policies for more effective 

coordination of the NSS 
� Monitoring compliance with best practices and international recommendations on 

production of official statistics 
� Formulating and monitoring the implementation of policies pertaining to the organisation 

and management of the NSO 
� Approving terms and conditions of staff 
� Appointing, promoting and disciplining staff of the NSO 
� Approving the structure, corporate plans, work plans and budgets of the NSO 
 
There is a trend internationally towards giving agency status to NSOs. Developing countries 
where the NSO has agency status include Burkina Faso, Malaysia, Mozambique, Pakistan, 
Philippines, Tanzania, Côte d’Ivoire, and Uganda. In the following example, the concept of 
autonomy is illustrated with the experience of Uganda. 
 
Example of the Uganda Bureau of Statistics: In 1998, the Department of Statistics in the 
Ministry of Finance, Planning and Economic Development was transformed by an Act of 
Parliament into an autonomous agency, fully funded by government, to act “as the principal 
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data collecting and disseminating agency responsible for coordinating, monitoring and 
supervising the National Statistical System” (Government of the Republic of Uganda, 1998). 
The Bureau became operational with the swearing in of its Board of Directors in August 
1999. There are seven Board members including a non-executive chairperson and the 
Executive Director of the Bureau. Other members represent the parent ministry, the Institute 
of Statistics and Applied Economics (Makerere University), the private sector and civil 
society. The Board is required to present a progress report to the Minister of Finance every 
quarter and an Annual Report to Parliament. The Bureau has a separate budget vote, which is 
approved by Parliament. The government funds the core activities of the Bureau and recently, 
the government put the budget for the core activities of the Bureau under a Poverty Action 
Fund — this protects the budget for the Bureau against cuts, should government revenue fall.  
 
The first thing the Board did was to approve a transitional structure, attractive and 
competitive terms and conditions of service, and temporary recruitment procedures that 
emphasised meritocracy. The Board also appointed an Acting Executive Director. In order 
not to disrupt ongoing work, all employees of the Department of Statistics were deemed to 
have been seconded to the new Bureau on a temporary basis. The Board then advertised all 
posts from that of the Executive Director downwards in a phased manner. All temporary staff 
were encouraged to apply and compete with other applicants from the open market. All 
applications were processed, and candidates short-listed and interviewed. The best candidates 
were selected. Those who were not selected were sent back to the government, the original 
employer, for redeployment. The Act did not foresee this problem, so special negotiations 
had to take place with the government over the matter. This whole process took about one 
year to complete, and made it necessary for the Board and its committees to meet more 
frequently than provided for in the statistical legislation. 
 
It is important to mention that services of a Management Agent were hired from time to time 
to recruit some categories of personnel. Also, some experts in different areas were invited to 
join the interviewing panel of the Board as needed. While the responsibility for staff 
recruitment is vested in the Board, recruitment of non-professionals and temporary staff was 
delegated to management. However, the Board provided guidelines and procedures for 
recruitment of these categories of staff.  
 
Deepening coordination, collaboration, networking and information sharing 
 
The NSDS should review the effectiveness of arrangements for coordination, collaboration, 
networking and information sharing among key stakeholders (developing new arrangements 
where these do not exist and, where necessary, deepening them where they do exist) in order 
to achieve greater data relevance, synergy and cost-effectiveness in data production.  
 
What do effective arrangements provide? In particular, there should be arrangements for: 
 
User-producer coordination: There is a need for continuous dialogue between data producers 
and data users, especially planners and policy makers, chambers of commerce and industry, 
trade unions, and NGOs. It is recommended that this should take the form of inter-ministerial 
committees of users and producers of data chaired by high-level persons that would convene 
regularly, and technical working groups or task forces for key sectoral areas, symposiums and 
workshops on different statistical themes to, among other things (Reference Regional 
Strategic Framework, Kiregyera et al, 2006): 
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� Determine the core set of national statistics to produce 
� Discuss with policy makers to orient the statistical system’s response to changes in 

structure and focus, such as decentralisation and the consequent needs for data at the sub-
national (district) level 

� Discuss the conduct and content of censuses and large-scale sample surveys including data 
not previously well developed, such as gender-responsive statistics  

 
The statistical legislation should explicitly provide for these committees. It is also 
important that NSOs ensure the appropriate membership of the committees and that 
the committees meet regularly. The NSOs should prepare interesting agendas and send 
out invitations to the meetings in good time. 
 
Producer–producer coordination: It is essential that data producers coordinate their 
programmes to maximise coherence and efficiency of the NSS. It is recommended that they 
should establish a data user–producer committee to examine and advise on the statistical 
programmes of the various data producing institutions annually in order to foster greater 
coordination and avoid unnecessary duplication of efforts; design coordination tools 
including a national statistical work programme; and advise on strategies which will ensure 
use of uniform concepts, standards, definitions and classifications across the national 
statistical system to enhance data quality and comparability. This committee should not be ad 
hoc and should be provided for in the statistical legislation.  
 
Collaboration between data producers and researchers and analysts: It is crucial that 
researchers and analysts participate more actively in the production of national statistics. In 
particular, they should be encouraged to participate in defining the objectives for data 
collection, in determining the coverage of data collection, and in analysis especially policy-
related and targeted analyses and reporting. This type of collaboration serves two very 
important purposes:   
 
� It adds value to data through careful, rigorous and more detailed policy-related data 

analysis. This helps to elevate the function of data producing agencies from that of data 
providers to providers of information and knowledge support, especially for policy and 
decision-making. 

 
� It is expected that through feedback mechanisms, these arrangements will improve not only 

the analysis of data but will also lead to better data quality. From feedback, data producers 
will improve the design of questionnaires and data collection. The arrangements will also 
lead to wide stakeholder ownership of the collected data and the resulting statistics. 

 
Coordination of donor assistance: In the past, some donors funded statistical activities to 
collect specific data without regard for what other statistical activities were taking place in 
the country. This often led to distortion of national priorities for statistical development. In 
addition, such assistance did not have the lasting impact it might otherwise have had, were it 
to be coordinated. It is therefore important that a productive partnership is created between 
the NSO and donors to ensure that their support achieves its intended purpose, namely the 
exchange and development of know-how and technical expertise to build capacities to 
produce and use statistics (United Nations, 1998). In particular, the NSDS should provide for 
the creation of such partnership. 
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Common Statistical Service 
 
In decentralised statistical systems of both developing and developed countries, data 
production and management in line ministries is constrained by lack of motivation, 
despondency and high staff turnover. This is usually attributed to a small establishment that 
limits career prospects for staff as well as non-conducive terms and conditions of service. In 
addition, statistical personnel in line ministries have tended to lack peer advice and support, 
have missed out on training opportunities, and failed to share in joint professional standards 
and a common sense of purpose. They have also tended to be isolated and more susceptible to 
inappropriate political pressure.  
 
However, a number of countries are establishing a Common Statistical Service (cadre) under 
which all statistical personnel in the government belong to a pool and they are posted to 
various ministries as the need arises. The Common Statistical Service (cadre) has immense 
benefits for the NSS that include: 
 
� Promotion of professionalism and better coordination of statistical work in government 

ministries 
� Cost-effectiveness in statistical production through sharing of strategic human resources 

and skills 
� Improved career prospects for statistical personnel. Currently, both NSOs and line 

ministries have flat structures for statistical personnel. In a number of line ministries, for 
instance, there are two or so staff positions for statistical personnel, which do not offer 
career prospects. By having all statistical staff under one umbrella, an appropriate career 
path can be developed for them. 

� Better prospects for training and professional advancement for statistical staff 
� Improved quality of administrative data 
 
The Common Statistical Service (cadre) is found in France and the United Kingdom and was 
introduced in their former colonies. The system therefore exists in Australia, Botswana, 
Kenya, Malawi, etc. It is even stronger in Francophone Africa, which has an advanced 
statistical training school in Abidjan, Côte d’Ivoire. 
 

2.10. Managing Change 

Change is always underway at three levels — individual, organisational and systemic — and 
in every direction. These changes are caused by the ever-present social, economic and 
technological trends in society. While we cannot control much of the world changing around 
us, we can control how we respond. The stark choice is to anticipate, embrace and try to 
manage changes (take a proactive posture) or resist them. Implementation of the NSDS 
requires that a number of changes be made — changes in work ethics, mindsets, 
organisational culture and structures, procedures of doing things, etc.   
 
Managing change has become the “silver bullet” in successfully managing strategies, 
processes, people and culture in modern organisations. Indeed, breakthroughs in performance 
require that major changes be undertaken as drivers of strategic success. Fred R. David points 
out that “successful organizations effectively manage change, continuously adapting their 
bureaucracies, strategies, systems, products and cultures to survive the shocks and prosper 
from forces that decimate the competition” (David, 1997). It is for this reason that 
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understanding and managing change are now the dominant themes of management today. 
Taking a proactive approach to change and adopting a positive attitude toward it is the only 
way to take charge of the future. This approach requires that change be seen as an 
opportunity and be used to encourage new ideas and harness enthusiasm for future progress.  
 
Managing change requires that we look for areas where improvements can be made (e.g. in 
procedures and in quality), assess benefits against any potential problems that change may 
cause, consult with all concerned to get them to agree to proposed changes, implement plans 
for change and evaluate whether improvements have been achieved. It involves introducing 
new procedures, people or ways of working which will have direct effect on various 
stakeholders. In managing change, the following factors should be taken into account: 
 
(a)  Change should be well planned and implemented  

Proper planning involves, among other things, focusing on goals, identifying opportunities 
for improvements and defining the outcomes of change effort, or identifying the changes 
necessary to produce these outcomes, and on finding and implementing ways of effecting the 
desired changes. This requires that many “what” questions are asked: What are we trying to 
accomplish? What changes are necessary? What indicators will signal success? What 
standards apply? The planning should be accompanied by efforts to obtain buy-in, support 
and commitment from key stakeholders. These are essential for successful implementation 
of the NSDS. Those to be affected by change should be given full information and enough 
time to prepare effectively. People should have a chance to comment on the proposed 
changes and help in planning. A clear and convincing rationale for change should be given. 
And potential obstacles to change should be identified and effective ways to overcome them 
devised.  
 
Change should also be properly implemented. Implementing changes poorly can be worse 
than not implementing change at all, as poor implementation poisons attitudes and can lead to 
cynicism and resistance to change. In implementing change, focus should be placed on the 
things that move towards goals without losing sight of the big picture of achieving overall 
statistical development. 
 
(b) Change is more often resisted than supported in organisations  

Rather than seen as an opportunity, change is usually viewed as a threat and is always 
resisted by employees at all levels: front-line staff, middle managers, and senior managers. 
Indeed “resistance to change can be considered the single greatest threat to successful 
strategy implementation” (Kaplan and Norton, 2001). Fred R. David (1997) has identified the 
main causes for resistance to change as one or a combination of the following factors: 
 
� Feeling of loss of status 
� Implied criticism of present competence 
� Fear of failure in the new situation 
� Annoyance at not being consulted 
� Lack of understanding of the need for change 
� Insecurity in changing from well-known and fixed methodologies 
� False comfort in the status quo and working with a fixed mindset 
 
All this makes change management an important issue in the planning and 
implementation of the NSDS.  
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It is well known that lack of awareness about change is the main cause of resistance to it. It 
is, therefore, important that a change agenda be put in place to ensure that change is managed 
in such a way that individuals can see it as an opportunity to enrich their careers and personal 
lives. Change should be managed, among other things, by anticipating the focus of resistance, 
eliminating unnecessary resistance caused by misconceptions through communication (giving 
people a full picture), and creating a situation of participation (drawing people in) and full 
explanation when changes are envisaged. So the change agenda should involve education, 
communication, participation and involvement, facilitation and support, negotiation and 
agreement. Robert Heller presents ways to communicate change as follows (1998): 
 

Table 2.2. Ways to Communicate Change 

Methods When to use each method 

Media 
Pieces in newsletters, the website, Intranet, etc. 

To create awareness and provide information so 
that people can keep up to date and think about 
the change programme 

Presentations 
Presentations to large and small groups 
supplemented by media as above 

To sell a large-scale change programme and 
stimulate understanding, support and 
involvement from all the affected people 

Training 
Training sessions, ranging from management 
workshops to shopfloor-skills training 

To prepare those affected and to back up a 
forthcoming change programme while 
simultaneously building committed support 

Team meetings 
Full meetings at which people discuss issues, air 
problems and suggest solutions 

To advance the change programme by involving 
everyone, allowing them to voice opinions and 
discuss progress 

Troubleshooting 
Regular feedback, team problem-solving and 
progress-briefing sessions 

To maintain commitment, solve problems, 
advance, and monitor success and failure of the 
change programme 

 
Change programmes by their very nature call for dedicated, skilled and inspiring leadership 
as well as followers. The leadership should set the tone for change, and structure meetings 
and systems to stimulate and involve people. It helps if “change agents” can be identified and 
engaged early on in the change process to drive changes. Some of these agents will have 
influence because of their positions, some will have the ability to persuade and influence 
others, some will act as examples and stimuli to others, etc. Change agents are particularly 
useful in meetings where they can keep discussions going in the right direction, they take 
initiative over suggestions and planning, they act as conduits for delegation and for feedback 
from those undergoing change, etc. These change agents should make it a habit to learn new 
things and find new ways of communicating these things to their peers. 
 
(c) Change organisational culture 
 
Organisational culture captures the subtle, elusive and largely unconscious forces that shape a 
workplace. It can be an underlying reason for strengths or weaknesses in any major business 
function in an organisation and can inhibit strategic management in two basic ways: (i) 
managers frequently miss the significance of changing external conditions because they are 
blinded by strongly held beliefs, and (ii) when a particular culture has been effective in the 
past, the natural response is to stick with it in the future, even in times of major strategic 
changes. It is crucial, therefore, that issues of organisational culture are well studied to ensure 
that the culture does not inhibit implementation of the strategy (David, 1997). 
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In particular, the design of the NSDS should aim to preserve, emphasise and build upon 
aspects of an existing culture that supports proposed new strategies. Those aspects of 
existing culture that are antagonistic to a proposed strategy should be identified and changed. 
For the strategy to succeed, it should be strongly supported by a conducive organisational 
culture. So NSDS implementation should involve creating a new set of values (e.g. work 
ethics), value systems (e.g. code of conduct) and a performance-based culture that focuses on 
results and links everyone and every unit in the organisation to unique features of the 
strategy. One thing that should be singled out for promotion is the equipment maintenance 
culture. Often equipment and particularly ICT equipment are bought and not maintained. This 
naturally shortens their lifespan. It is, therefore, important that a maintenance culture is 
developed within organisations. Different techniques are available to alter an organisation’s 
culture including recruitment, training, goal-setting, transfer, promotion, praise, role 
modelling, positive reinforcement, etc.  
 
(d) Change does not lead to immediate improvements.  
 
Change involves time and the opportunity to learn, and learning is often inefficient. People 
need to be committed or to deepen their commitment. They have to be trained or retrained, 
deployed and redeployed. New procedures and methods of work need to be developed, tested 
and evaluated, while resources need to be obtained in order to implement planned activities. 
It may be unrealistic to expect immediate improvements because of the NSDS process. 

 
However, it is known that there are areas where “quick wins” can be achieved purely by 
doing things differently — in a better way. These areas should be identified and 
exploited. This point can be illustrated by Uganda’s experience in household surveys.  
 
Example from Uganda: Before the Uganda Bureau of Statistics was established as an 
autonomous government agency, the then Department of Statistics in the Ministry of Finance, 
Planning and Economic Development was conducting household surveys and it was taking 
well over a year after data were collected for results to be published and disseminated to 
users. The new Board of Directors of the Bureau demanded that survey results be published 
and disseminated within six months of completing field work. To the surprise of all users, the 
Bureau was able to produce preliminary results from the following survey even before field 
work ended. What was the magic? Capturing data at the same time as questionnaires were 
filled in, as opposed to getting all questionnaires filled in before data were captured as was 
the practice before. This was a quick win which did not require commitment of new resources 
but rather changing the method of doing things. 
 
(e) Managing people   
 
Statement of the problem 
 
The importance of staff to a statistical agency cannot be over-emphasised. The United 
Nations posits thus: “Nothing is as important to a statistical agency as its staff. For the 
difference between a well-organized, strongly motivated and technically competent staff, and 
one that only displays these attributes to a very modest extent is the difference between a 
good and credible office and one which is second rate. A decisive factor in the internal 
capability of a statistical agency is the calibre of its staff. An agency can only function well if 
good people are available to make it work. Organizational arrangements may contribute to 
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Principles of staff motivation 
 

� Participation 
� Communication 
� Recognition 
� Delegated authority 

enabling good people to do their work, but it is essential to give utmost attention to building 
up the right kind of staff in organizing and managing a statistical agency” (2003). 
 
Managing people is believed to be the most important step to ensure successful strategy 
implementation. It has been said that the key to effective management is the ability to get 
results from other people, through other people and in conjunction with other people. 
With the new emphasis on managing for results, managing people has become of the essence.  
 
Managing people involves deciding on staffing needs, how to fill positions within budget, 
recruiting, orienting and training employees, and ensuring that they perform well. Efforts to 
manage people should take into account that few “people problems” can be solved quickly; 
some are totally beyond the control of the statistics agency and can only be contained. 
However, the leadership of the agency has a lot of influence on what happens to staff under 
them and this influence should be used in a positive manner (more creatively).   
 
One aspect of managing people is staff motivation which is crucial for successful strategy 
implementation. As Fred R. David points out: “Objectives, strategies and policies have little 
chance of succeeding if employees and managers are not motivated” (1997). In many 
statistical agencies, staff motivation is poor. As a result, staff are despondent and 
demoralised. And a number of agencies are experiencing high levels of staff turnover. It is 
therefore important that everything should be done to motivate staff. But what is motivation 
and why is it important?  
 
Motivation is a force that makes us do things and results from our individual needs being 
satisfied so that we are able to complete tasks. Staff motivation is important for the following 
reasons: 
 
� Motivated staff are more productive and higher productivity leads to better performance. 
� Staff who are motivated will provide a better level of service to data users. 
� Staff who are motivated are more likely to stay with the agency. They grow in experience 

and become even more valuable to the agency. 
� An agency that is able to retain staff is able to minimise the cost of recruitment and 

training of new staff.  
 
Some demotivating factors have been identified as: poor management, work conditions and 
pay level. 
 
Principles of motivation 
 
The text box to the right lists principles of motivation: 
 
Participation: Staff should be involved in decision-
making and in matters which directly affect them. The 
more they are involved, the more they will have a 
sense of ownership in decisions and be prompted to 
achieve objectives.  
 
Communication: If staff do not know what they are supposed to be achieving, they will show 
little interest and have little motivation. On the other hand if they are informed of objectives 
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and the results to be achieved, they will be more inclined to cooperate and feel part of the 
agency. Staff should not only be informed of results but also of changes and progress. 
 
Recognition: If staff members receive recognition for work done, they will be inclined and 
motivated to work harder.  
 
Delegated authority: Delegating authority enhances the position of staff, contributes to 
personal development and makes it possible for more people to make decisions themselves in 
connection with their work, within set guidelines.  
 
Motivating staff 
 
There are a number of factors which can enhance or weaken motivation. These factors are 
directly linked to individual needs, behaviour, attitude and hence productivity. Some of these 
factors are financial but most are not.  
 
Non-financial motivators 
 
Most people work to satisfy needs of one type or another. Non-financial motivators are things 
other than money that motivate people to work. It has been observed that those factors 
encouraging motivation (job satisfaction) have little connection with money and are 
more associated with personal development and achievement. These motivators include: 
 
Basic needs:   A fair wage, a meal and a rest place 
Safety needs:  Job security, safe working conditions, pension schemes 
Social needs: Met by team work and perhaps by providing social facilities e.g. a club 

or sports 
Self-esteem needs: Reflecting how others see us at work, these needs can be met by 

rewarding staff with status symbols e.g. offices and new job titles. 
Allowing staff to gain qualifications at work can also boost self-
esteem. 

Self-actualisation:  Achievement of one’s full potential by providing space for personal 
initiative.  

 
Financial motivators 
 
It is well known that money and the way it is paid can affect motivation at work. Usual 
payment systems include time rates or wages, piece rates, overtime, bonus payments, loyalty 
bonuses (to induce staff to stay longer) and, where appropriate, perks (payment in kind e.g. 
free uniforms). 
 
Managers should bear in mind these factors in designing programmes to motivate their 
staff.  
 

2.11. From Strategies to Action 

Some people tend to use the terms vision, strategy and action plan interchangeably. It is 
important to distinguish between them. A vision is the long-term view or ideal that drives an 
organisation. The strategy provides directions: it is the articulation of the vision into practical 
reality, given the actual situation. The action plan is the tactical means of achieving the 
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strategy — the actions that need to be taken (Russell-Jones, 1998). The following figure 
shows the relationship between the three terms together with indicative time scales.   
 

Figure 1. Relationship between Vision, Strategy and Action Plans 

   

 

Statement of the problem 
 
It is worth noting that the vision and strategy are only the pinnacle of the planning process, 
with most of the work and content below them. So after strategic analysis (including SWOT 
analysis), identification of strategic issues, developing and/or updating the vision and mission 
statements, strategic goals or objectives should be set. These, however, need to be translated 
into action plans (annual work programmes and budgets), with appropriate mechanisms for 
monitoring and assessing progress. The action plans constitute the final stage of the strategic 
planning process to make sure that things are done effectively and efficiently. They are a tool 
for internal business management, informing users and other data producers regarding 
agencies’ products and are the key documents for negotiating with government and donors 
for resources. Action plans typically include deciding who is going to do what, by when, 
and in what order for an organisation to reach its strategic objectives. They thus ensure 
that everyone knows what needs to get done, coordinates their efforts when getting it done, 
and keeps close track of whether and how it is getting done. 
 
Indeed, it is at an operational level that an individual’s performance will be linked to the 
performance of the organisation as a whole. At this level, an individual’s performance and 
contribution towards achievement of the statistical agency’s strategic objectives and 
improving its performance will be measured.  
 
Thus, action plans are essential for: 
 
� Defining short-term or annual objectives 
� Guiding and representing a basis for resource allocation 
� Focusing activities towards meeting strategic objectives 
� Establishing priorities and outlining indicators for measuring progress 
� Serving as major instruments for setting standards of performance and for monitoring 

progress towards achieving long-term goals and objectives 

Vision                                    10-20+ years 

Strategy                                3-5 years 

Plans                                     1 year 

� The vision shapes the 
strategy, which in turn 
shapes the plans that 
support it. 

� The time horizon 
decreases as you 
descend, with plans 
typically looking only 
one year out.  

� Certainty generally 
increases as time 
horizon decreases. 
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Action planning is a detailed and meticulous process compared to earlier phases of strategic 
planning which often seem more creative. Also at this point in the process, NSDS designers 
are sometimes fatigued from completing the earlier phases. As a result, action planning tends 
to be ignored, rendering strategy implementation impossible. It is therefore important that a 
strategy is accompanied by an action plan with methods for verifying and evaluating the 
implementation of the plans. 
 

Solution: Development of an action plan 
 
It is essential that provision is made in the NSDS design process for the development and 
implementation of an action plan. It is, however, important to mention that there is a great 
deal of emphasis on objectives rather than detailed action plans at this stage. This may be a 
bit surprising but it reflects the emphasis in modern management on delegation and 
empowerment. While detailed action plans are still required, they are largely for individuals 
and teams to determine for themselves with control exercised through accountability for the 
results rather than through checking day-to-day activities.  
 
It is important to mention that action plans should be developed in such a way that: 
 
� They specify actions needed to address each strategic issue and reach each objective, who 

will complete each action and according to what timeline, and at what cost. 
� They provide a management tool showing what tasks and activities are planned, their start 

date, their finishing date and staff involved. 
� They provide a visual outline or illustration of the consequences of plan operations. They 

aid facilitation and negotiation. 
� They are developed for each major function in the organisation. So each Department in the 

statistical agency should be required to develop its own annual objectives linked to the 
objectives of the NSDS. Everything should be done to ensure that the annual objectives 
and action plans are well conceived and consistent with the overall NSDS goals. The 
action plans will be compiled outlining the specific actions to be taken, when and by 
whom in order to achieve the NSDS objectives within the budgetary and resource 
framework and will be monitored through quarterly reports. Typically a Gantt Chart is 
used to graphically depict the order in which various activities must be completed and the 
duration of each activity. It might also include resources (person days), outputs and costs. 
But it is important that the chart is made as simple as possible. Each member of staff 
should have their own work plans and should be required to have a clear idea of what they 
are supposed to achieve and how their individual performance will be assessed. Managers 
should be assured that they will have the resources needed to achieve set goals and targets. 
The successful completion or progress towards achieving the annual objectives will ensure 
that the organisation’s strategic goals are being achieved.  

 
In action planning, the following should be kept in mind: 
 
� The need to set both long-term objectives (covering more than one year) and short-term 

(annual) objectives.  
� The need to identify who is going to be responsible (answerable) for particular outputs and 

outcomes.  
� The current year’s objectives should be used as performance criteria in each person’s job.  
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� Remember that objectives and timelines are only guidelines, not rules set in stone. They 
can be deviated from, but deviations should be understood and explained. 

� Performance indicators should be selected and used to track progress. These will make it 
possible to define success and to tell whether set objectives are being met. These should 
not be too numerous or unwieldy. 

� Effective monitoring requires that performance indicators be agreed in advance. The 
monitoring framework should build on the PARIS21 Statistical Capacity Building 
Indicators3 and the IMF’s Data Quality Assessment Framework4. Both qualitative and 
quantitative indicators should be used. Quantitative indicators should cover such aspects 
as annual budgets, staff, equipment, inputs, and statistical products; qualitative indicators 
will cover core statistical processes and relevant aspects of the statistical environment 
(legal, institutional and organisational). The indicators relate to the system as a whole 
(system-related indicators), to agencies producing data (agency-related indicators) and to 
data itself (data-related indicators). In addition, assistance-related indicators, such as 
amount of financing, type of assistance, and statistical areas supported by donors and 
international organisations, should be monitored in line with the MAPS (Reference 
Regional Strategic Framework, Kiregyera, et al., 2006). 

� Now that we can define success, we need to set targets or milestones which will indicate 
how much will have been achieved by a particular point in time. Targets provide the basis 
for monitoring performance. 

� The need for documentation and communication. We need to make sure that everybody 
involved knows what is expected of them. 

� The need to monitor performance by checking regularly how we are doing against set 
targets. 

� Evaluation. How did we do against objectives and targets, and what have we learnt?  
 

It is important that action plans are made simple, realistic and easy to understand. They 
should cover preparation and the implementation phases of the strategy. Activities covered 
should include technical tasks, support tasks and training tasks, and the plans should take into 
account local conditions, seasonal conditions and work habits. It is also instructive that every 
effort is made to minimise the factors that commonly prohibit effective resource allocation 
including too much emphasis on short-run financial criteria, organisational politics, vague 
strategy targets, a reluctance to take risks and a lack of sufficient knowledge (David, 1997).  
 
Finally, it is crucial that as part of the monitoring framework, reporting mechanisms are put 
in place. The reporting mechanism should provide for preparation and distribution of periodic 
progress, mid-term and final reports, specifying who is to prepare, distribute and receive 
which report and when, and what actions are expected from recommendations in the reports. 
The following table presents a sample format of an action plan. 
 

                                                 
3 http://www.paris21.org/documents/1024.pdf 
4 http://dsbb.imf.org/Applications/web/dqrs/dqrsdqaf/ 
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Table 2.3. Sample Format for an Action Plan 

 Strategic 
Objective 

Strategy Objective  Responsibility Timeline 

1. (Objective #1) 1.1 (First 
strategy to reach 
objective #1) 

1.1.1 (First 
objective to 
reach while 
implementing 
Strategy #1.1) 

(Who is going to 
accomplish that 
objective) 

(When the 
implementer is 
going to 
accomplish that 
objective) 

Budgeting process 
 
It was mentioned earlier that action plans are essentially annual work programmes and 
budgets. The above paragraphs on action plans have covered work programming. The 
following sub-section covers issues related to budgeting that are not covered in the NSDS 
design guide.  
 
A work programme should be underpinned by a budget. A budget is a management tool for 
controlling operations and results. Budgeting is the first step to successful resource 
management. However, the budgeting process tends to be constrained by two factors, namely 
the time and effort needed to start and maintain the budget, and the financial sacrifices that 
may be necessary to put the budget into operation. In their Managing Budgets Pocketbook, 
Anne Hawkins and Clive Turner give the following golden rules of budgeting (1995): 
 
� Draw everyone into the process. Successful budgeting cannot be achieved single-

handedly. In particular everyone who is responsible for spending money should be 
involved in the budgeting process as they have “hands-on” knowledge of where resources 
will be required, involvement encourages them to “buy into” the budget, etc. 

� Budgets are a key part of the planning process. Hence sufficient time should be invested in 
preparing a good budget. Too low a budget will constrain implementation of activities 
while too high a budget will deprive other activities of needed resources. 

� Budgets allocate resources to future needs. So there is a need for the budget to be forward 
looking.  

� Budgets allocate scarce resources to competing needs. It is important that budget 
assumptions are clearly stated, resource implications of alternative scenarios are explained 
and the budget is not padded. 

� The successful manager is not one with the largest budget; he/she is the one who makes 
best use of the available budget. 

� Time is a continuum. Budgeting and planning for the future must also be a continuous 
process. The budget should therefore be subject to continual review and revision as the 
future can be uncertain.  

� Budgets are determined according to future needs — not this year’s expenditure.   
� Budgets allocate resources based on current priorities and anticipated costs. These 

priorities and costs may change. A budget should therefore not be seen as a “license to 
spend.” Hence expenditure should be reviewed and challenged. 

 
Setting the budget can be depicted using an Input/Output analysis as follows: 
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Figure 2. Input/Output Analysis 
 

 
 
The budgeting process involves a number of steps. A typical process (based on the 
experience of Uganda) follows: 
 
Step 1:  Formation  

 
This involves the review of long-term plans based on both internal and external analysis and 
involves looking at the vision, mission, strategic objectives and strategies as well as 
mandates. 
 
Step 2:  Review of past results 

 
Determine where you are coming from, where you are and then plan for the future. If you are 
going to plan, say, for 2006, you need information for 2004 and probably 2005. The trend in 
these results will enable you to project figures for 2006. 
 
Step 3:  Implementation of long-term plan 

 
Formulate a medium-term work plan and budget (2–3 years). Then elaborate an annual work 
plan and budget (1 year).  
 
Step 4:  Budget organisation 

 
Before dealing with actual activities, a Budget Committee might be established. The 
Committee would typically include the Chief Executive Officer (chair), Finance Manager 
(budget coordinator) and Heads of responsibility centres (e.g. Heads of Departments, 
Managers of programmes and projects, etc.). The Committee would procure resources 
(including external resources), provide for the organisation’s priorities within the resource 
envelope and emphasise issues of sustainability.  
 

PROCESS OUTPUT INPUT 

“This is what I’ll 
do with them” 

“So this is what 
you can have” 

“This is what 
I’ve got” 

WRONG!! 

“This is how I’m 
going to do it” 

“This is what you 
need me to achieve” 

“So these are 
the resources 

I’ll need” 

RIGHT!! 
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Step 5:  Budget manual 

 
This manual would be prepared by the Finance Manager to guide the budgeting process. This 
manual which aims to ensure consistency in budget preparation should be studied and 
understood well by everyone involved in the budget process.  
 
Step 6:  Budget preparation 

 
The budget preparation should start at departmental level with those responsible for preparing 
their individual budgets using the guidelines in the budget manual. These budgets would 
cover all activities to be undertaken including data collection and management (right from 
preparation activities through data collection, analysis, reporting and dissemination), 
infrastructure (physical, technical, IT, equipment and transport) development and 
maintenance, management systems, training, technical assistance, etc. The budgets would 
then be forwarded to the Head of Department as inputs into the departmental budget. It is up 
to the budgetees to convince their superiors to accept their budgets. 
 
Step 7:  Finalisation and communication of the budget  

 
The Budget Committee should receive departmental budgets, review them and integrate them 
into a Master Budget. The final budget should be communicated to all concerned staff for 
implementation. 
 

2.12. Costing and Financing Implementation of the NSDS 

Costing the NSDS 
 
The NSDS design guide (section 8.2) distinguishes between the costs of developing the 
capacity of the NSS and the “steady-state” cost of running the NSS at its present level and 
after it is developed, including both recurrent and capital (investment) costs. As part of the 
budgetary processes, the cost of individual activities (e.g. surveys, censuses) will have to be 
calculated in order to “cost” implementation of the NSDS. In some cases, there are 
international norms that can help (e.g. for the cost of population and housing censuses) but 
always costs will need to be calculated based on country needs and situations. A Task Team 
on Costing and Funding of NSDSs was set up to provide guidance. 
 
The PARIS21 Secretariat engaged a consultant to review the available information on costs 
of NSDSs and investigate the feasibility of developing a standardised approach to calculating 
the costs of core statistical activities5. The analysis focused on Statistical Master Plans which 
had been designed with assistance from the World Bank’s Trust Fund for Statistical Capacity 
Building. The consultant concluded that the data presented were not consistent and that even 
after removing the (lumpy) costs of censuses there is considerable variation both between 
countries and between the various components of the strategies within countries. He 
concluded that “the evidence implies that a one size fits all approach to the costing of 
statistical capacity building that does not take local circumstances into account is not 
appropriate.” This was supported by Task Team members, who noted that there cannot be a 

                                                 
5 Edmunds, Roger (2005b), Strategic Planning – Costing and Funding, PARIS21, Paris. 
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standardised approach but that countries and partners would be helped by access to 
information about the volume and cost of inputs used for different statistical activities in 
different countries, based around the following core statistical activities: 

 
� Coordination and management of the national statistical system 
� Production of regular population data (e.g. through censuses) 
� Household survey programme (including collection of data on poverty, education, health, 

agriculture, labour force) 
� Economic statistics (national accounts, prices, production, trade, money and banking, 

employment) 
� Production of statistics from key administrative systems (health, education) 
� Dissemination of statistical products at national and local levels 

 
Collation of this information will be part of the PARIS21 Secretariat’s work 
programme, based on information provided by NSDS design teams as experience is 
gained in costing. 
 

Financing implementation of the NSDS 
 
In some countries governments will be able and willing to fund the entire costs of 
implementing the NSDS; but in most cases external finance and technical assistance will be 
needed to supplement national capacity. In these cases, the NSDS design teams need to 
ensure that they engage with the policy and funding cycles of both their governments and 
potential donors. With the new emphasis on managing for development results, a good NSDS 
should attract the needed funding, but NSDS design teams will need to be realistic and to not 
frighten off governments and potential donors. Financing requirements need to respond to 
user needs but be realistic about resources. This implies prioritisation, sequencing, cost-
effectiveness (e.g. considering alternative ways of compiling data such as between 
administrative sources and surveys) and implementation should be set within the context and 
time frame of national policy frameworks (e.g. PRS) and budgetary cycles and frameworks 
(such as the MTEF). There may be very little flexibility in the first year of implementation 
because budgets are likely to be already set and the scope for additional resources may be 
very limited.  
 
Potential external partners can be identified — e.g. through a review of country planning 
documents such as the UN Development Assistance Framework, the World Bank’s Country 
Assistance Strategy and the European Union’s National Indicative Programme, as well as 
country strategies of bilateral donors. It might be helpful to identify a focal point for 
anchoring inter-donor coordination (a donor champion) — such as the role that the 
Scandinavians play in Mozambique, UNDP in Zanzibar, etc. External funding cannot be 
guaranteed forever, and it is important that the NSDS emphasises how activities will be 
supported in the longer term, perhaps as indicated in the NSDS design guide, seeking external 
resources just for investment for improvement and leaving governments to meet new, higher 
“steady-state” recurrent costs in the longer term. The Implementation/Action Plan may need a 
number of iterations to achieve a realistic match between feasible potential finances and 
sustainable activities. 
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More detailed guidance is being commissioned by the PARIS21 Secretariat, drawing on the 
experiences of countries moving from design to implementation, to help statistical managers 
to address issues such as: 
 
� Experiences of integrating the NSDS into the government budgeting cycle, including the 

medium-term expenditure framework 
� Providing guidance on donor practices including their funding cycles and the importance 

of including statistics in their overall assistance strategy or funding programmes 
� Models for financing an NSDS, including sector-wide programmes, basket-funding 

arrangements and stand-alone investment projects 
� Integrating the NSDS within the PRSP financing cycle, including budget support 

programmes such as the IMF’s Poverty Reduction Growth Facility and the World Bank’s 
Poverty Reduction Support Credit  

 

2.13. Monitoring, Reporting and Reviewing Progress 

The need for a monitoring plan 
 
The NSDS design guide (section 9.3) identifies the need for an effective framework for 
monitoring the implementation of the NSDS, and identifies a number of key tasks that will 
need to be carried out throughout the implementation process, including: 
 
� Ensuring that stated goals are being achieved 
� Tracking inputs, activities and outputs  
� Determining if implementation is on course  
� Alerting management and stakeholders generally to problems or potential problems before 

the situation becomes critical 
� Identifying corrective actions to ensure that performance conforms to strategy or that the 

strategy is revised in the light of new experience 
 
As more countries gain experience with NSDS implementation, experience is being built up 
on good practice in monitoring and reporting and on reviewing progress. PARIS21 is in the 
process of compiling this material and will make it available shortly. In general, regardless of 
how well the strategy has been developed, and how good the consultative process has been, 
there will inevitably be times when some modifications to both the strategic priorities and the 
detailed implementation plans will be needed. Over the expected life of an NSDS, usually at 
least five years, there are many unforeseen events that may lead to changes in data needs and 
new opportunities that were not apparent when the plan was prepared. Already, therefore, 
good practice is indicating the need to monitor progress and implementation quite carefully, 
to have a regular process of reporting on what has been achieved so far and to establish a 
regular and frequent process of review. 

Components of the monitoring plan 
 
In general, the key elements of a comprehensive monitoring plan are as follows. 
 
� Setting out the main targets and objectives to be monitored. 
� Specifying the indicators that will be used to monitor progress and the processes 

whereby the data will be collected and compiled. It will be important to identify 
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indicators that monitor the provision of inputs and the achievement of outputs as well 
as broader objectives. 

� Compiling base-line information on each indicator to establish the position at the point 
at which the implementation programme starts. In many cases, these indicators may be 
compiled during the assessment process. 

� Identifying how each indicator will be compiled by whom and at what frequency. 
� Establishing a process for the reporting of indicators and the compilation of progress 

reports. 
� Dissemination of progress reports to stakeholders. 
� Regular reviews of progress, with agreement on changes to inputs, activities, outputs 

and goals. 
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Chapter 3. NSDS Essentials Checklist 

 

3.1. What is an NSDS? 

NSDS is a generic term for any strategic statistical development plan, which can take many 
forms (depending on country experiences and situations) and names — e.g. Statistical Master 
Plan, Plan for National Statistical Development, Strategic Plan. What is more important than 
the form or the name is the quality of the strategy, which depends largely on the design 
processes and whether or not it is implemented, which will in turn depend crucially on those 
processes. The PARIS21 documentation NSDS Essentials and Guide to Designing an NSDS 
set out key principles important to the success of an NSDS, including: 
 
� Importance of high-level political support and clearly defined leadership, typically by 

a country’s central statistics bureau 
� Need for a well-planned process (or roadmap) to the NSDS 
� Thorough process for identifying and prioritising user needs and to assess data gaps 

and weaknesses 
� Review of existing statistical production and analysis; capacity, legal and institutional 

framework and coordination arrangements 
� Agreeing (at the appropriate political level) on desired outcomes, building on what 

already exists and is in progress, e.g. in the context of PRS and MDG monitoring and 
the participation of many countries in the GDDS improvement programmes  

� Setting priorities and strategies for implementation 
� Managing change 
� Engaging and motivating staff 
 

3.2. NSDS Essentials Checklist 

Building on these key principles, the PARIS21 Secretariat has developed a checklist derived 
from the NSDS Essentials (see Annex II). The purpose of the checklist is to provide a 
common reference for the quality of an NSDS and its design and implementation processes. 
This can be used to assess the current status of the strategic management of statistical 
development of a country in a more precise and organised way. It can assist in the monitoring 
of progress towards the Marrakech objectives and the Paris Declaration on Aid Effectiveness 
in relation to support for statistical development, by countries as well as financial and 
technical partners.  
 
The checklist is organised around the following four domains: 
 
� The NSDS should be integrated into national development policy processes and contexts, 

taking account of regional and international commitments. 
� The NSDS should be developed in an inclusive way, incorporating results-based 

management principles and meeting quality standards. 
� The NSDS should be comprehensive and coherent and provide the basis for the 

sustainable development of statistics with quality “fit for purpose.” 
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� The NSDS should show where the statistical system is now, how it needs to be developed 
and how to accomplish this. 

 
Each of these domains is divided into their component parts and a list of possible indicators is 
suggested in each case to aid the review process. The indicators are distinguished according 
to the stage of NSDS design at which the suggested indicators are likely to be most relevant. 
These stages are the NSDS launch, assessment, vision and strategies, and implementation 
planning. The checklist does not yet include criteria for the review of implementation 
processes. The list of indicators is not intended to be exhaustive and countries may want to 
choose indicators of most relevance to them in relation to the principles. The examples given 
cover the inclusion of specific topics within the NSDS document, how the NSDS relates to 
other documents such as PRSP or MDG reports, and sometimes to the establishment of 
processes which could make the difference.  
 

3.3. Administering the Checklist 

The evaluation of NSDS status must remain the responsibility of countries. This information 
cannot usually be derived from the NSDS document alone and the intention is that the 
checklist would be used primarily for self-assessment by countries and/or as part of peer 
reviews. Administering the checklist on a comparable basis will allow comparisons between 
the current status of different countries’ statistical capacity and strategic management. A 
future refinement of this methodology could incorporate an index to measure statistical 
development and strategic planning, based on rating the review comments. 
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Annex I. Roadmap for the NSDS Process in Zimbabwe 

Period Activity What Is Involved Who Is Responsible? 

13-18 June, 
2005 

Road Map for the 
NSDS Process 

� Meetings with the Ag. 
Director, Central Statistical 
Office (CSO) 

� Meetings with the 
Transformation Team 
chaired by Mr. C. 
Parirenyatwa, Deputy 
Director of CSO, with CSO 
members and the State 
Enterprise & Privatization 
Agency 

� Holding meetings with key 
policy makers  
- Permanent Secretary, 

Ministry of Economic 
Development 

- Permanent Secretary, 
Ministry of Trade and 
Industry 

- Deputy Governor, Central 
Bank 

- Heads of Planning 
Departments in Ministries 
of Health, Education, etc 

� Charting the road map for 
the NSDS process including 
approach, who will be 
involved, timelines, etc 

� International 
Consultants 

� Inter-agency 
Transformation 
Team  

� UNDP 

13-18 June Draft Statistics Act � Producing 1st Draft  
� Circulating Draft among key 

stakeholders for comment  

International 
Consultants & 
Transformation Team 

20 June-15 July Draft Statistics Act � Receive & incorporate 
comments on Draft Statistics 
Act and produce 2nd Draft 

Transformation Team 

20-21 July 1st NSDS Workshop Two days of diagnosing decline 
in statistical production, 
prescribing strategic 
management of the National 
Statistics System (NSS) and 
presentation of Highlights of the 
Draft Statistics Act 

International 
Consultants & 
Transformation Team 

22-26 July Prepare formats for 
data collection 

Questionnaire and other 
instruments for CSO, key data 
users, training institutions, 
development partners 

International 
Consultants & 
Transformation Team 

25-30 July Preparation of the 
Workshop Report 

Report to include: objectives, a 
summary of presentations, a 
summary of issues raised in 
discussions, evaluation of the 

Rapporteurs under 
direction of Ms. T. 
Mungate, Assistant 
Director, CSO 
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Period Activity What Is Involved Who Is Responsible? 

workshop, conclusions and the 
way forward, annexes including 
the workshop timetable & list of 
participants 

29 July-14 
August 

Get written 
comments on the 
Draft Statistics Act 

� Send reminders to 
institutions to submit 
comments within two weeks 

� Collate comments with those 
obtained from the 1st 
Workshop 

Transformation Team 

1-10 August Recruitment of a 
National Consultant 

Working out TOR, short-listing 
and sending the short-list to 
SADC WB Project on Statistical 
Capacity Building 

Ag. Director, CSO 

1-20 August Preparation of a 
Memorandum of 
Principles for the 
Cabinet Committee 
on Legislation 
(CCL) 

� Presenting:  
- Background information  
- Justification for 

development of NSDS  
- Justification for revision 

of the Current Statistics 
Act 

- Highlights of sections and 
articles of the Act that 
need to change or to be 
included  

- Way forward 
� CCL’s acceptance of the 

memorandum to be followed 
by drafting of a Bill 

� Bill goes back to CCL for 
scrutiny and endorsement 
before it goes to Cabinet 

� Publication of the Bill by 
Government Printer before it 
goes to parliament 

Transformation Team, 
Attorney General’s 
Office and Ministry for 
Economic 
Development 
 
 
 
 
 
 
 
Attorney General’s 
Office 
 
Attorney General’s 
Office 
 
Attorney General’s 
Office 

Assessment of the National Statistical System  
27 July- 
13 August 

Interview key 
stakeholders: data 
users, data 
producers, trainers, 
data suppliers 

Administer various instruments National Consultant & 
Transformation Team  

13-16 August Conduct a 
Strengths, 
Weaknesses, 
Opportunities and 
Threats (SWOT) 
Analysis 

Organising small group 
discussions with CSO staff and a 
few other stakeholders 

National Consultant & 
Transformation Team  

16-20 August Prepare a Draft 
Report 

Putting together results of the 
assessment including the SWOT 
analysis 

National Consultant & 
Transformation Team 

23 August Circulation of the 
Draft Report among 
few selected 

Check the report for 
completeness and accuracy 

Ag. Director, CSO 
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Period Activity What Is Involved Who Is Responsible? 

stakeholders for 
comment 

Visioning and strategising  
22-26 August � Visioning 

exercise 
 
 
 
� Select strategies 
 
� Profile the new 

agency, 
Zimbabwe 
Bureau of 
Statistics 
(ZIMSTAT) 

� Articulate a vision, mission 
and core values for the NSS 
consistent with the Draft 
Statistics Act and existing 
NSS 

� Expand on the strategies 
presented in the workshop 

� Vision, mission, core values, 
functions, structure, etc. of 
ZIMSTAT consistent with 
the Draft Statistics Act and 
building on what is at CSO 

 
 
 
National Consultant & 
Transformation Team 

Developing an Action Plan  
30 August- 
18 September  

� Prepare an 
Action Plan 

 
� Develop a plan 

for 
implementation, 
monitoring, 
evaluation and 
reporting  

 
� Develop an 

investment and 
financing plan 

� Mainly a prioritised work 
programme and capacity 
building programme 

� Address issues of 
performance culture, change 
management, management 
styles, standards, 
performance indicators, 
targets 

� Include recurrent and 
investment budget for each 
year. 

� Identify technical assistance 
that may be required 

 
 
 
National Consultant & 
Transformation Team 

Draft Reports and Workshop  
19-24 
September 

Assemble the Draft 
NSDS Report 

A summary of the assessment 
and then all the above issues to 
be included. 

International 
Consultants, National 
Consultant & 
Transformation Team 

28-29 
September 

2nd Stakeholders’ 
Workshop 

To receive and deliberate on the:  
� NSS Assessment Report 
� NSDS Report 

International 
Consultants, National 
Consultant & 
Transformation Team 

30 September- 
3 October 

Finalise the reports  Taking into account comments 
from the Workshop 

International 
Consultants, National 
Consultant & 
Transformation Team 

5 October Submit the Reports 
to Government  

Deliver printed reports to the 
Permanent Secretary, Ministry of 
Economic Development  

Ag. Director, CSO 

Early 2006 Create strategy 
awareness 

Implement an extensive and 
consistent communication 
programme to: 
� Develop an understanding of 

the strategy throughout the 

CSO Management with 
assistance from 
communication experts 



 
62 

Period Activity What Is Involved Who Is Responsible? 

NSO 
� Mobilise staff to support the 

strategy 
� Educate staff about 

management systems and 
� Break communication 

barriers (the silo mentality) 
at NSO 

� Encourage a two-way free 
flow of information and 
ideas on initiatives for 
achieving the strategic 
objectives (top-bottom and 
bottom-top) 

� Provide for feedback about 
the strategy 

� Publicise the strategy among 
the public as part of 
repositioning the NSO  

 
The programme will use 
different communication media 
including: seminars & 
workshops, newsletters, 
brochures & bulletins, 
electronically through Intranet, 
etc. 

 



 
63 

Annex II. NSDS Essentials Checklist 

 
 

1. Country  ______________________________________________ 

 

2. NSDS status    NSDS in place and under implementation 

      NSDS in place but NOT under implementation 

      NSDS expired and a new one under preparation 

      NSDS under preparation 

 
3. The titles of the past and/or current NSDSs 

 
Implementation period 

Title 
From (year) To (year) 
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L: Launch; A: Assessment; VS: Vision and strategies; IP: Implementation planning 
Chronology 

Theme Possible indicators 
L A VS IP 

Review 

1. The NSDS should be integrated into 
national development policy processes 
and context, taking account of regional 
and international commitments. It 
should: 

      

� have political support and commitment, 
and be championed by high-level national 
official(s) 

� Statement by high-level officials (president, ministers, 
parliament, etc.) on statistics development 

� National resources identified and request for donor 
assistance to develop statistics  

� Adoption of NSDS by government 

� 
 
� 

  � 
 
� 
 

��� 

 

� be demand-focused and user-friendly, 
responding to needs and priorities for 
information to enable national governments 
to manage for results 

 

� Existence of an assessment of user needs  
� Existence of a report on needs for PRS and/or MDG 

monitoring and evaluation 
� Existence of an evaluation report on how the needs of 

users have been met in the past 

 � 
� 
 
� 

   

� develop statistics as a public good, funded 
from government budgets, complemented 
(where appropriate) by international support  

� Estimation of funding from national budget 
� Estimation of funding from donors 
 

   � 
� 

 

� be mainstreamed as part of national 
development policy, including for the 
design, monitoring and evaluation of 
Poverty Reduction Strategies, sector 
strategies, and other national development 
plans, as well as assessing progress toward 
the MDGs 

� Review of overall development policy statements, e.g. 
PRSP, MDG Report, sector strategies: (1) to assess if 
statistics have been used to develop, implement and 
monitor the policies; and (2) to assess if statistical 
development is addressed as a part of development policy  

� NSDS responding to the statistical needs of national 
development policies 

 �   
 
 
 
 
� 

 

� respect all relevant legislation or 
regulation, recommending changes where 
appropriate 

� Review of the legislation related to statistics  
� Proposal of a new or revised law on statistics 

 �   
� 

 

� work within the national context, both 
cultural and institutional 

� Assessment of modalities of past donor programmes  
� Donor programmes set within the context of NSDS as a 

coherence framework for all national statistical activities 
� Donors programmes comply with UN’s Some Guiding 

Principles for Good Practices in Technical Cooperation 
for Statistics 

 �  
� 
 
� 
 

 
� 
 
� 

 

 * After completion of NSDS design 
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Chronology 

Theme Possible indicators 
L A VS IP 

Review 

2. The NSDS should be developed in an 
inclusive way, incorporating results-
based management principles and meet 
quality standards. It should: 

      

� be the output of a consensus-
building/advocacy process, which helps 
build commitment and partnerships, with 
clear processes for consultation 
throughout 

� Clear processes for consultation throughout NSDS design 
and implementation 

� Explicit advocacy programme to build national and 
international support to statistical development 

� � � � 
 
� 

 

� be the output of genuinely nationally led, 
owned and inclusive participatory 
processes including all stakeholder groups 
(e.g. users, analysts, producers; government, 
private sector, civil society; international 
and regional organisations, bilateral donors 
and specialised agencies) 

� National leadership in design and implementation 
processes, typically by NSO 

� Assessment of the role of external assistance in 
facilitating the design of NSDS  

� Existence of a mechanism of consultation of all 
stakeholders  

� 
 

�� 
 
� 
 

� 
 
 
 
� 
 
 

� 
 
 
 
� 
 
 

� 
 
 
 
� 
 
 

 

� incorporate results-based management 
principles in the design of the NSDS and 
manage its implementation with 
performance indicators (e.g. for the supply 
of statistical information, value for money, 
user satisfaction, governance, support to 
national policies, confidentiality) and a 
performance reporting, monitoring and 
evaluation plan  

� Existence of a monitoring and evaluation plan for NSDS 
implementation, incorporating performance indicators  

� Existence of a reporting strategy on NSDS 
implementation 

   � 
 
� 
 
 

 

� follow the values and principles portrayed 
by the UN Fundamental Principles of 
Official Statistics to produce useful high-
quality data that will have the confidence of 
users of statistics 

� UN Fundamental Principles of Official Statistics cited as 
reference framework in design and implementation of the 
strategy 

� Concerns of users about data integrity and quality 
addressed in the strategy  

   � 
 
 
� 
 

 

� draw on international standards, 
recommendations and experience to 
capitalise on worldwide knowledge and for 
consistency between countries 

� Evaluations and/or recommendations of GDDS or SDDS 
used 

� Follows UN’s Handbook of Statistical Organisation 

 � 
 

  
 
� 

 

* Prior to the NSDS process
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Chronology 

Theme Possible indicators 
L A VS IP 

Review 

3. The NSDS should be comprehensive and 
coherent and provide the basis for the 
sustainable development of statistics with 
quality “fit for purpose.” It should: 

      

� cover the whole National Statistical 
System (NSS) including all data collection, 
analysis, dissemination and use from 
censuses, surveys and administrative 
systems, as well as the mechanisms for 
coordination and consultation (recognising 
that implementation might need to be 
sequenced) 

� Coverage of all statistical production units: NSO, Central 
Bank, and sectoral and line ministries (Education, Health, 
Agriculture, Infrastructure, Finance, etc.) 

� Coverage of both census/survey statistics and 
administrative statistics 

� Coverage of analysis issues and inclusion of analysis units 
in the design process 

� Description of coordination and consultation mechanisms 

 � 
 
 
� 
 
� 
 
� 

 � 
 
 
� 
 
� 
 
� 

 

� provide a platform for the long-term, 
sustainable development of statistics whilst 
also addressing immediate data needs for 
development progress 

� Existence of a long-term vision for development of 
statistical capacity 

� Detailed work programme for the next years 
� Adequacy between statistics planned and key user needs 

  
 
 
� 

� 
 
 
 

 
 
� 
� 

 

� provide a resource for evidence-based 
decision making, with quality “fit for 
purpose” (relevance, accuracy, timeliness, 
independence) 

� Assessment based e.g. on Data Quality Assessment 
Framework, PARIS21 Statistical Capacity Building 
Indicators 

� Follows UN Fundamental Principles of Official Statistics 

 � 
 
 

  
 
 
� 

 

� serve as a coherence framework for 
international and bilateral assistance for 
statistics and to avoid parallel systems for 
monitoring and evaluation needs generally 
of donor programmes 

� Donor programmes set within the context of NSDS as a 
coherence framework  

� Description of donors’ coordination mechanisms  
� Reporting of donors’ activities and complementarities  

  � 
 

� 
 
� 
� 
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Annex III. Draft Cross-Sectoral Framework 

Categories Items in each 
category 

Explanations from health (HMN) Detail required for each 
sector 

Description of overall 
information/statistical systems 
across sectors 

Opportunities for achieving more 
consistency and efficiency across 
sectors 

Resources 
 
 

Policies, 
Financial 
resources, 
Human resources, 
Communication 
infrastructure, 
Coordination and 
leadership 

Policies: Legislation providing the 
framework for integrated collection, 
processing and use of health data, 
development planning, and HIS 
infrastructure development e.g. 
access to information, e-governance, 
electronic exchange of data, and 
electronic security measures 
Financial resources: No detail 
Human resources: Distribution of 
staff at different levels and facilities, 
capacity building activities, skills 
levels, guidelines, turnover 
Communication infrastructure: 
internet usage and availability, 
distribution of hardware and 
software 
Coordination and leadership: HIS 
strategic plan, national HIS 
committee, Coordinating 
mechanisms with NSO 

Policies: Classification and 
lists of major policies 
and their purpose 
Financial resources: 
available, sources, costs of 
components of the IS, 
common shortages 
Human resources: Types of 
HR with skills required, 
desired allocation and gaps 
Communication 
infrastructure: Internet, 
email, computers, 
telephones  
Coordination and 
leadership: Strategic plan, 
committees, programmes 
(at different levels) 

Policies: The Statistical Master 
Plan 
Financial resources: Table of 
budgets and sources of funding 
Human resources: Synthesis of 
types of staff used, their 
distribution and training 
Communication infrastructure: 
Comparison of equipment and 
methods used 
Coordination and leadership: 
Organize programme connecting 
NSO and all ministries 
 

Policies: Are there policies that can 
be harmonised? 
Human resources: Training and 
allocation of staff, 
Sharing of field staff and IT 
infrastructure 
Communication infrastructure: Are 
there ways of harmonising hardware, 
software and internet access? 
Coordination and leadership: 
Communities of practice, 
Potential for sharing equipment 

Indicators Minimum set of 
indicators, and 
related targets for 
each of the main 
information 
domains required 
by this sector 
 

Domains used 
Determinants: Socio-economic and 
demographic, environmental and 
behavioural risk factors 
Health system: Inputs (policy, 
financing, human resources, 
organisation), Outputs (information, 
service availability and quality) 
Outcomes: (Service coverage, 
utilisation) 
Health status: Mortality, morbidity, 
well-being 

Definition of domains, 
List of indicators, 
List of associated targets 

Synthesis of domains, indicators 
and targets 

Which sets of indicators are in 
common? 
Are they standardised? 
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Categories Items in each 
category 

Explanations from health (HMN) Detail required for each 
sector 

Description of overall 
information/statistical systems 
across sectors 

Opportunities for achieving more 
consistency and efficiency across 
sectors 

Data sources Types of data 
sources,  
Standards and 
strategies to 
achieve the 
standard for each 
data source  

Population-based: Census, vital 
registration, population-based 
surveys 
Health-services-based: 
Administrative records system, 
service record system, health status 
record system 

Classification of data 
sources, 
Standards, 
Strategies for reaching 
standards 

Synthesis of data sources Are there economies that can be 
achieved by sharing data sources, 
e.g. synchronising surveys?  

Data 
management 

Data definition 
and association 
with data sources 
(dictionary), 
Data flow, 
Data quality, 
Data storage and 
linkage 

Metadata dictionary, 
Data warehouse, 
Timeliness, periodicity, consistency 
and transparency of revisions, 
Representativeness, disaggregation, 
confidentiality 

Description of metadata 
dictionary, 
Description of data 
warehouse, 
Requirements for 
timeliness, periodicity, 
consistency and 
transparency of revisions, 
representativeness, 
disaggregation, 
confidentiality 

Synthesis of methods used Are there ways in which data 
dictionaries and warehouses can be 
shared or linked? 
Are there efficiencies that can be 
achieved by improving data flow? 
Is there consistency in data quality? 

Information 
products 

Users, 
User requirements, 
Data analysis, 
Data presentation 

Few details, more philosophical Lists of users. 
Domains of user 
requirements, 
Analytical methods used, 
Presentation methods used 

Synthesis of users and 
requirements in relation to cross-
sectional sources of data, 
Comparison of different analytical 
methods used and specialised 
software for analysis and 
presentation 

Is it possible to synchronise reports 
to the same users? Often they want 
cross-sectoral data? Are there 
opportunities for cross-sectoral data 
analysis and presentation? 

Cross-sectoral 
products 

User requirements (Not from HMN), MDGs, PRSPs, 
local governments, requirements by 
this sector from other sectors and 
vice versa 

Decisions in this sector 
made that require data from 
other sectors — which 
sectors and what 
information, what type of 
products/analysis? 
Data/information that are/ 
or need to be shared with 
other sectors. Which data, 
from which sectors, and in 
what form? 

Mapping of data and information 
flow between sectors and with 
NSO 

How do these intersectoral 
requirements for data affect the 
organisation of the NSS (in each of 
the other categories)? 
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Categories Items in each 
category 

Explanations from health (HMN) Detail required for each 
sector 

Description of overall 
information/statistical systems 
across sectors 

Opportunities for achieving more 
consistency and efficiency across 
sectors 

Dissemination 
and use 

Infrastructure for 
information use 
and demand, 
Information 
synthesis, 
Packaging and 
communication of 
information 

Integrated HIS summary reports 
with distribution lists, 
Advocacy strategies, 
Evaluation of HIS 
 
 

List of minimum reports 
and their distribution, 
Feedback mechanisms, 
Advocacy strategies, 
Means of evaluation of HIS 
 

Synthesis of reports and 
distribution lists,  
Advocacy strategies, 
Plan for coordinated evaluation of 
NSS 

Is it possible to synchronise reports 
to the same users?  
How can advocacy for statistics be 
made with one voice? 
Plan for coordinated evaluation of 
NSS 
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Annex IV. Advocacy Messages 

 
The following text was extracted from the PARIS21 Draft Advocacy Strategy. 
 
 
Introduction 
 
The objective of PARIS21’s advocacy strategy is to contribute to PARIS21’s goal to “develop a 
culture of evidence-based policy making and implementation which serves to improve governance 
and government effectiveness in reducing poverty and achieving the Millennium Development 
Goals (MDGs)”. The PARIS21 partnership aims to do this by stimulating “greater demand, 
availability and use of better statistics and statistical analysis in national, international, and civil 
society decision-making.” This is achieved by delivering key messages to key audiences through 
targeted advocacy materials and activities.  
 
The target audiences for our advocacy are the four broad groups who constitute PARIS21’s 
constituencies: 
 
1. Policy makers, senior managers and funders in developing countries 
2. Policy makers and funders in OECD countries and multilateral development agencies  
3. Statisticians and analysts in developing countries 
4. Statisticians and analysts in OECD countries and multilateral development agencies  
 
These advocacy audiences and linkages between them are represented in the following diagram. 
The bottom half of the diagram represents donor institutions; that is, essentially OECD countries 
and multilateral organisations. The top half represents developing countries. The left-hand side 
represents policy makers and the right-hand side statisticians.  
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Central Stat. 
Office, Sector 
Units, etc.

Ministers of 
Finance, 
Sector 
Ministers, etc.
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WB, IMF, 
RDB, etc.

Statistics 
Office Mngers, 
UN Specialised 
Agencies

Advocacy audiences: policy makers and statisticians in both 
developing and developed countries
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Advocacy aims and key messages  
 
The aims and key messages that PARIS21 wants to promote with each group are:  
 
1. Aim: Policy makers, senior managers and funders in developing countries make better use 
of statistics and provide an appropriate allocation from national budgets. 
 
Key messages: 
 
� Role and importance of statistics in improving development outcomes 
� Desirability of developing a culture of evidence-based policy and decision-making 
� Integration of statistics into policy frameworks (PRSs, SWAps, etc)  
� Need for better statistics and better use of statistics to improve use of resources, including aid 

effectiveness  
� NSDSs as a coherence framework to organise the development of their statistical system 
� Appropriate and sustained financing for statistics from national budget 
 
2. Aim: Policy makers, senior managers and funders in OECD countries and multilateral 
development agencies make better use of statistics and support statistical capacity building in 
partner countries. 
 
Key messages: 
 
� Better understanding of the role and importance of statistics in improving development outcomes 

and integration both into national policy frameworks and donor country assistance strategies 
� Need for better statistics and use of statistics to improve aid effectiveness, by informing aid 

allocations and monitoring implementation and outcomes, including aid channelled through 
partner government budgets  

� Desirability of supporting the design and implementation of NSDSs to help countries to develop 
their statistical systems 

� More financial and technical assistance, placed within the context of NSDSs (alignment and 
coherence) 

� Donors and specialised agencies should coordinate better; and harmonise their demands for 
statistics and align their reporting procedures with national systems  

 
3. Aim: Statisticians and analysts in developing countries make best use of available resources 
to produce quality statistics in support of national policy frameworks. 
 
Key messages: 
 
� Role of statistics to underpin development progress; and to address the key priorities for statistics 
� NSDSs to serve as a coherence framework for all national/official statistics and statistical 

programmes, however they are funded, including to coordinate donor programmes 
 

4. Aim: Statisticians and analysts in OECD countries and multilateral development agencies 
provide quality technical assistance to support the development of statistics in partner 
countries. 
 
Key messages: 
 
� Role of statistics in development and new priorities for statistics to underpin development 

progress 
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� Importance of NSDSs as a coherence framework and for technical assistance to be provided 
within the context of NSDSs 

� Donors and specialised agencies should be better coordinated; and should harmonise their 
demands for statistics and align their reporting procedures with national systems  

� NSOs to provide more technical support to developing countries (scaled up and better 
organisation and collaboration) 

 
The advocacy aims and messages can be grouped into the following seven key messages about:  
 
� Role and importance of statistics in improving development outcomes 
� Evidence-based policy/integration of statistics into policy frameworks 
� Role of statistics for better allocation of resources and increased aid effectiveness 
� NSDSs as a coherence framework  
� Better coordination of donors  
� Appropriate and sustained financing from national budgets 
� More financial and technical assistance from donors, within context of NSDSs 
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Role and importance of statistics in improving development outcomes 
 
Key points 
 

1. Better use of better statistics is needed both to influence the design of development 
policies and programmes and to monitor their outcomes. 

2. The likely success of development policies in achieving their aims can be greatly 
enhanced by the use of statistics at key stages.   

3. In many of the poorest developing countries, the availability of statistics is inadequate 
to support effective development progress. 

 
General message 
 
The successful design and implementation of Poverty Reduction Strategies, Sector-Wide 
Approaches, other national development policy frameworks and the Millennium Development 
Goals require better use of better statistics. Improved statistics are needed urgently to tackle the 
most pressing issues as part of the investment in the wider development frameworks and strategies. 
 
Statistics enable the detailed analysis of complex social or economic problems, appropriate policy 
interventions and monitoring of the impact of government policies over time. But in many of the 
poorest developing countries, the availability of statistics is currently inadequate to support 
effective development progress.  
 
There are well documented examples of cases where the use of good statistics has had a positive 
effect on policy processes, as well as situations in which either the absence of statistics, or the 
failure to use them, has had a negative effect on policy impact. For example: 
 
� In India, Population Census figures on the ratio of females to males have highlighted the key 

issue of reduced life expectancy amongst women. 
� In Uganda, a public expenditure tracking survey helped to increase the proportion of non-wage 

funds reaching schools from 13 percent to 80–90 percent 
� Using data to produce maps of poverty can highlight key areas for targeting interventions to 

reduce poverty. 
� Population Census and survey data played a key part in the design of relief efforts when 

Mozambique suffered devastating floods in 2000, and to assess the distribution of needs in 
Montserrat after the 1997 volcanic eruption. 

� In Tanzania, an innovative pilot scheme which compared data on the local disease burden and 
the distribution of local health expenditures had a major impact on health outcomes. 

� In Mexico, the decision to make cash transfers to mothers, rather than to fathers, to secure higher 
benefits to children’s health and education was based on evidence from research studies.  

 
But, …. 
 
� In Malawi, absence of accurate data about food production and the contents of the strategic grain 

reserve delayed an effective response to famine.  
� Most of the rural population of southern Africa has been beyond the reach of HIV/AIDS 

surveillance systems.   
 
Variation in message for different audiences 
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� Statisticians face new challenges and priorities in meeting the data needs of MDGs, PRSs and 
other development policies.  

� Statisticians need to be aware of, and advocate for, the above message but also need to put their 
houses in order so that they may be well placed to meet these needs. 
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Evidence-based policy/integration of statistics into policy frameworks 
 
Key points 
 

1. Monitoring and reporting on publicly agreed indicators, using reliable statistics, are a 
core part of Poverty Reduction Strategies. Reliable statistics also lie at the heart of 
the Millennium Development Goals and the new results measurement system agreed 
for the 14th replenishment of the International Development Association. 

2. Progress is being made, but much more still needs to be done to enable all countries to 
produce better statistics for national and international use by the time of the next 
major reviews of the Millennium Declaration in 2010 and 2015. 

3. Support for statistics should be channelled through locally owned national statistical 
development strategies that will themselves support Poverty Reduction Strategies. 

 
General message 
 
The demand for good quality statistical data is increasing. Timely and reliable statistics are a key 
input to the broad development strategy that is often referred to as “managing for results.”  
 
Better use of better statistics leads to better policy and better development outcomes. However, low-
income countries vary greatly in the quantity and quality of information available to policy makers 
and in the extent to which this information is used: 
  
� In vicious circle countries, statistics are weak and policy makers make little use of them. 

Evidence-based policy making is not practised which results in poor policy decisions and poor 
development outcomes. 

� In data supply-constrained countries, although statistics are weak they are increasingly used 
by policy makers. However, data deficiencies reduce the quality of decision-making which 
results in poor development outcomes. 

� In data demand-constrained countries, the quantity and quality of statistics are improving, but 
they are not used for decision-making because policy makers lack the incentives and/or the 
capacity to utilise them. This results in poor policy design and poor development outcomes. 

� In virtuous circle countries, statistics are improving and are being increasingly used for 
decision-making. The production of improved statistics is matched by their increased use in 
decision-making. These two processes mutually reinforce each other and result in better policy 
design and better development outcomes 

 
Statistics need to be integrated into policy frameworks, both national and international, and into 
donors’ country assistance strategies.  Progress is being made, but much more still needs to be done 
to enable developing countries to produce better statistics by the time of the next major reviews of 
the Millennium Declaration in 2010 and 2015 
 
NSDSs can help countries meet these challenges. A good statistical development strategy, 
adequately funded and successfully implemented, can make a big difference to the performance of a 
national statistical system and help resource-starved statistical services to break free from the 
vicious cycle of under-funding and under-performance. 
 
How does an NSDS fit into country processes? An NSDS should be aligned with wider national 
development programmes and strategies. In many countries, the processes of preparing and 
updating these programmes and strategies provide an important opportunity to identify data needs 
and to highlight the priority areas where investment and improvements are needed. An NSDS will 
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provide a framework for mobilising, harnessing, and leveraging resources (both national and 
international) and a basis for effective and results-oriented strategic management. 
 
Variation in message for different audiences 
 
� Set within the context of desirability of developing a culture of evidence-based policy and 

decision-making (all, but with focus on policy makers). 
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Role of statistics for better allocation of resources and increased aid effectiveness 
 
Key points 
 

1. Investment in statistical capacity will pay for itself many times over by improving the 
efficiency with which Governments allocate resources between public sector services. 

2. Better statistics will help donors by informing aid allocation decisions and by 
facilitating improved monitoring of the implementation and outcomes of previous 
investments: including aid channelled through direct budget support. 

 
General message 
 
Statistics are needed to ensure that scarce resources are used more effectively by improving the 
allocation of available funds to meet identified needs efficiently. Managing for results requires 
statistics to provide baseline estimates and to track progress. The trend towards spending aid 
through national budgets as direct budget support means that aid is more vulnerable to bad public 
policy decisions than ever before.  
 
The Paris Declaration on Aid Effectiveness stressed the need to: 
 
� Put control in the hands of partner countries 
� Align donor support with partner countries’ development strategies, institutions and procedures 
� Harmonise donor actions to be collectively more effective 
� While monitoring implementation and outcomes within a framework of mutual accountability.  
 
This requires a sound statistical base for more effective aid.  
 
But better statistics are needed most importantly for greater effectiveness of public expenditure 
generally, however it is funded, and much more remains to be done to ensure the better use of better 
statistics as part of the enabling environment for development. This means that governments and 
civil society need to demand better statistics and donors should stand ready to support this 
according to partner-country priorities, either directly or indirectly as part of budget or sector 
support. 
 
The NSDS approach enshrines the principles of: country ownership, leadership and demand focus; 
being developed in a consultative and inclusive way; comprehensiveness and coherence; and 
integration into national development policy processes. 
 
Variation in message for different audiences: None. 
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NSDSs as a coherence framework  
 
Key points 
 

1. The NSDS approach looks at statistical capacity building across the whole national 
statistical system; and through a development and management lens. It provides a 
linkage between statistical and information strategies and national development policy 
frameworks such as Poverty Reduction Strategies. 

2. An NSDS will provide a vision for where the NSS should be in five to ten years and 
provide a robust framework and action plan for building the statistical capacity to 
meet both the current and future data needs of Governments. 

3. Donors must avoid distortion of national priorities and ensure that they place their 
support within the context of well-designed nationally-owned NSDSs, in order to build 
long-term capacity for producing and using data.  

 
General message 
 
An NSDS is a strategic approach to planning statistical capacity building across the entire national 
statistical system (NSS), encompassing data production, analysis and use, and all actors in the 
system, including line ministries.  
 
An NSDS can help by:  
 
� Addressing data limitations which are constraining development progress 
� Providing a framework for prioritising the use of limited resources  
� Integrating statistics within policy processes 
� Providing a robust and coherent framework for all statistics and statistical capacity building 

programmes across the NSS   
� Acting as a catalyst for change.  
 
The NSDS approach looks at statistical capacity building through a development and management 
lens; and looks at development policy and best management practices through a statistical lens — 
all in pursuit of better development outcomes. A good strategy, adequately funded and successfully 
implemented, can make a big difference to the performance of a national statistical system and help 
those countries locked in the vicious cycle of under-funding and under-performance to break free.  
 
International initiatives have tended to focus on specific indicators or just one kind of activity such 
as household surveys. While, in many cases, these programmes have been able to improve data 
availability, often these improvements have not been sustained. Often there has been weak country 
commitment and ownership, and capacity has actually been reduced as scarce resources have been 
taken away from other activities. A basic problem has been that many of these programmes have 
been designed to meet immediate data needs rather than to build long-term capacity. Relatively few 
activities have been part of a well coordinated and prioritised programme, addressing organisational 
and institutional constraints as well as producing statistical data. Although it is vital that many of 
these international activities continue, it is equally important that developing countries regain 
control and that international support is placed within the context of an NSDS. 
 
NSDSs should: 
 
� Provide a coherent overview of national statistical needs and priorities across the whole 

statistical system, including the information needs of sectoral ministries 
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� And take a long-term view of needs and sustainability issues, looking both to, and beyond, 
immediate data needs. 

 
For their part, donors must avoid distortion of national priorities and make best use of scarce 
national and international resources. They need to ensure that they place their support within the 
context of well-designed nationally-owned NSDSs, in order to build long-term capacity for 
producing and using data.  
 
Countries need to be in control and be allowed to coordinate international support to improve 
relevance, effectiveness and efficiency. 
 
Variation in message for different audiences 
 
� NSDSs as a coherence framework to organise the development of their statistical system 

(developing country policy makers) 
� More financial and technical assistance, placed within the context of NSDSs (donor country 

policy makers) 
� NSDSs to serve as a coherence framework for all national/official statistics and statistical 

programmes, however they are funded (developing country statisticians) 
� TA for statistics should be placed within the context of NSDSs (donor country policy makers and 

statisticians) 
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Better coordination of donors  
 
Key points 
 

1. By funding activities solely to meet their own information needs, donors actively 
distort national statistical activities, reducing efficiency and encouraging duplication of 
effort. 

2. A well-thought-through policy-relevant NSDS will help national governments 
coordinate donor activities by providing a coherent strategy for donor support. 
Donors should seek to provide basket funding of nationally-owned, policy-relevant 
statistical activities and avoid sponsoring or funding activities not covered by the 
NSDS. 
 

General message 
 
Donor coordination is as important for statistical activities as for other aid investments. The Paris 
Declaration on Aid Effectiveness stresses the need for donors to harmonise their support and align 
activities with partner countries’ strategies, institutions and procedures. By promoting statistical 
surveys and other activities that meet their own special interests without regard for the wider 
national context, donors actively distort national efforts, reducing efficiency and encouraging 
duplication of effort. 
 
A well-thought-out, policy-relevant statistical strategy (NSDS) will help national governments who 
are seeking to improve their statistical systems to present a coherent and convincing case for 
coordinated funding to donors.  
 
Donors, for their part, should work towards providing coordinated funding of nationally-owned 
policy-relevant statistical activities and avoid sponsoring or funding activities not covered by the 
NSDS. 
 
Specialised UN agencies have a joint role in supporting development and promoting and monitoring 
activities in their own specific areas of specialisation. They should seek to promote their agendas in 
a sympathetic way that explicitly acknowledges the often fragile state of statistical systems in 
developing countries and avoids over-burdening them.  
 
Variation in message for different audiences 
 
� Use NSDSs to help to coordinate donor programmes (developing country statisticians) 
� Donors and specialised agencies should be better coordinated; and should harmonise their 

demands for statistics and align their reporting procedures with national systems (donor country 
policy makers and statisticians) 
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Appropriate and sustained financing from national budgets 
 
Key points 
 

1. Statistics deserves its fair share of funding from government budgets, no more and no 
less. 

2. Effective statistical systems require a long-term investment strategy with predictable 
annual financing streams. 

3. Funding for building statistical capacity must be increased. But for better use of better 
statistics, governments should also invest in building analytical skills to improve their 
ability to use information effectively in developing and implementing appropriate 
policies. 

 
General message 
 
Statistics are just one among many demands upon government finances. But they deserve a fair 
share of funding from government budgets, and in many cases an increase is needed. 
 
Statistics must be seen as a key cross-cutting component when governments allocate resources, and 
must be given an appropriate share of national budgets. The successful design and implementation 
of PRSs, Sector-Wide Approaches and other national development policy frameworks will be 
dependant on the availability and use of timely, relevant statistics. And unless sufficient funds are 
allocated to build appropriate statistical capacity, this simply will not happen.  
 
Moreover as sustainable statistical capacity takes time to build, and is easily lost with stop/go 
financing, investment in this area requires a long-term investment strategy with predictable annual 
financing streams. The NSDS approach provides an ideal basis for developing such a strategy. 
 
However, building statistical capacity will have no impact unless governments can also increase 
their ability to use this information in developing and implementing appropriate policies. Currently, 
even when countries do produce statistics, many lack relevant analytical skills. Developing these 
skills should be tackled at the same time as improving the supply of data. 
 
The contributions made by developing countries are the most important for sustainability as success 
depends on country commitment and ownership. However, for many low-income countries in the 
foreseeable future, additional support and technical assistance from donors is likely to be required. 
 
Variation in message for different audiences: None. 
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More financial and technical assistance from donors, within context of NSDSs 
 
Key points 
 

1. All donors agree on the importance of statistics to underpin development. However, 
too few take individual responsibility for providing appropriate financing or technical 
assistance. Donors should actively consider integrating support for statistical capacity 
building into their country assistance strategies and/or channelling funding for this 
purpose through regional and international development agencies.  

2. Donors must resist funding statistical activities that solely meet their own special 
interests in favour of supporting comprehensive and coherent nationally-owned 
strategies. 

 
General message 
 
While most donors recognise the importance of statistics, few see them as a priority in their own 
right. Statistics are just one amongst many demands made upon development funding but they 
deserve a fair share of funding, and an increase is needed. 
 
Statistics must be seen as a key cross-cutting component when aid resources are being allocated. 
The successful design and implementation of PRSs, Sector-Wide Approaches and other national 
development policy frameworks will be dependant on the availability and use of timely, relevant 
statistics. And unless sufficient funds are allocated to build appropriate statistical capacity, this 
simply will not happen.  
 
Moreover as sustainable statistical capacity takes time to build, and is easily lost with stop/go 
financing, investment in this area requires a long-term investment strategy with predictable annual 
financing streams. The NSDS approach provides an ideal basis for developing such a strategy. 
 
However, building statistical capacity will have no impact unless governments can also increase 
their ability to use this information in developing and implementing appropriate policies. Currently, 
even when countries do produce statistics, many lack relevant analytical skills. Developing these 
skills will have to be tackled at the same time as improving the supply of data. 
 
The contributions made by developing countries are the most important for sustainability as success 
depends on country commitment and ownership. However for many low-income countries in the 
foreseeable future, additional support and technical assistance from donors is likely to be required. 
 
Variation in message for different audiences 
 
� Technical partners need to focus more attention on providing technical assistance to enhance and 

sustain the capacity of national statistical services (donor country policy makers and, 
particularly, statisticians). 

 
Donor country NSOs need to provide more technical support to developing countries (scaled up and 
with better organisation and collaboration). 
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