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Executive summary 
Introduction & methodology 
The purpose of the review was twofold: (i) examine what has been achieved through the 
programme; and (ii) develop recommendations for the ongoing implementation of ONS 
international development work. The main focus of (i) was the effectiveness of ONS’s 
approach to development, rather than the specific outputs that have been achieved.  Since 
April 2021, ONS’s development work has been funded from a direct ODA budget allocation, 
hence recommendations under (ii) reflect this new way of working. 

The review framework comprised eight areas for review specified by ONS1 and the five OECD 
DAC evaluation criteria,2 and provided the basis for over 50 stakeholder interviews, focus 
group discussions and extensive document analysis. 

Programme overview and achievements 
PMOS ran from September 2017 to May 2021, with £6.1million total spend.  It was envisaged 
as a strategic partnership between FCDO and the ONS, to build ONS’s capacity to deliver 
technical assistance to developing countries to modernise their statistical systems. 

The programme structure evolved, ultimately comprising four core partnerships with national 
statistics offices in Kenya, Ghana and Rwanda and the UN Economic Commission for African 
(UNECA); work with six “Tier 2” countries; and global work including an open-source SDG 
monitoring platform, roll out of the Inclusive Development Charter (IDC) and establishment 
of the Data Science Hub jointly with FCDO. 

The programme completion review scored A+, i.e. all output targets achieved, and some 
exceeded.  Annual review scores improved over the last four years as lessons were learned. 

Governance & management structure  
The governance structure for the PMOS programme was appropriate, given that ONS acted 
as a “contractor” to implement an FCDO programme.  Management arrangements were 
flexible and adaptive - and evolved with rapid expansion of the programme.  Management 
was open, consultative and motivating, and effectively supported the multi-dimensional 
nature of the programme.  

While the governance framework served the PMOS programme, it is not sufficient for the 
longer-term delivery of international development as a core function of ONS. Failure to 
address strategic and governance challenges could result in a less coherent international 
development programme, and ultimately loss of ODA funding.  In addition, management 
arrangements for international development need to be more resilient to personnel changes 
– especially at the top – and to the challenges of operating in multiple developing countries. 

The new, direct ODA funding model is an opportunity to renew and formalise ONS’s 
commitment to international development strategically and organisationally.  Developing and 
launching an “ONS International Development Strategy” – covering all ONS international 
development work, not just IDT - would position ONS as the “go to” agency for statistics 
development internationally, including statistical aspects of wider UK development priorities. 

 
1 ONS specified the following areas for review in the terms of reference: governance structures & management 
arrangements; operating model; programme approach; cross-HMG working; monitoring, evaluation & learning; 
and gender 
2 Relevance, coherence, effectiveness, efficiency, impact and sustainability 
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A new governance structure reporting to the highest level would give the strategy teeth, and 
maximise ONS’s developmental impact by coordinating across its various development 
interventions. 

Existing management arrangements have many strengths, and with a little more 
systematisation they can be made more resilient, while retaining their essential adaptability 
to the challenges and opportunities of international development. 

Operating model & programme approach 
The “peer partnership” concept is powerful and opens doors.  Partners value ONS’s global 
reputation and the provision of relevant, high quality assistance covering “soft skills” as well 
as technical advice. A successful “entrepreneurial” approach has helped identify new 
opportunities.  Combining multilateral (UNECA ACS) and bilateral engagement has been 
effective, as has the mix of long-term embedded support and short-term TA. The Data Science 
Hub has provided valued, specialist support in a highly technical, in demand, area.   

Overall, the programme has delivered value for money, though there is scope for 
improvement. ONS has also benefited from the programme, building its international 
development capacity and motivating staff. 

In some cases, enthusiasm for engaging with new partners was arguably excessive, exposing 
ONS to reputational risk and staff stress.  The work of strategic advisers is subject to significant 
tensions, as they face “wicked problems” with many interdependent factors often making 
them seem impossible to solve. Short-term TA drawn from across ONS and the wider GSS is 
highly valuable but ensuring a timely and sufficient supply, cost-effectively, has been a 
challenge.   

ONS should retain the benefits of its entrepreneurial, flexible approach while making it more 
systematic, so the approach is sustainable as personnel change, risks are mitigated, and there 
are greater opportunities for learning from experience. 

There is scope for TA provision to be significantly expanded, but to do so cost effectively will 
require strengthened and more streamlined systems for sourcing and delivery.   

Cross-HMG working 
ONS is well engaged and well regarded by FCDO in the UK and in-country, and has 
progressively increased engagement with FCDO posts.  ONS has been open to learning from 
(and sharing with) other partner-to-partner (P2P) initiatives across HMG. 

However, engagement with FCDO in-country can be ad hoc, based on personal contacts 
rather than a systematic process.  Engaging with the wider GSS to provide expert TA to the 
programme has proved challenging.  

The new HMG framework for international development is an opportunity for ONS to 
promote its development offer. ONS needs to be politically astute and reflect wider HMG 
priorities. ONS should promote its ability to fill expertise gaps - particularly where FCDO 
statistics’ budgets have been cut. 
With ONS bidding for its own ODA funds, there is an opportunity to reframe the programme’s 
relationship with FCDO. It will continue to be an important one (alignment, profile-raising, 
logistics and collaboration) but more on a consultative rather than accountability basis. 
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Monitoring, evaluation and learning (MEL) 
Overall, MEL processes and tools have worked well. Case studies have been an effective 
means of monitoring and learning from a complex and adaptive programme. The programme 
has invested time in learning from others, and from its own experience. 
However, the role of capacity building in the theory of change needs to be clearer: i.e., what 
capacity is being built for, when it has been achieved, and if the programme is going off track.   
Bringing standard capacity building frameworks (e.g., PARIS 21 or OECD DAC) into the MEL 
system would improve coherence and help target and measure capacity building efforts on 
defined, critical, areas of capacity for a modern national statistical organisation. 

The current MEL design is unsuitable for impact evaluation; we do not recommend that one 
is undertaken. If ONS want an evaluation of the next phase it should be “designed-in” now.  

MEL is sometimes viewed as a bureaucratic chore or an unwelcome assessment of individual 
performance. We recommend that ONS better integrate MEL into programme management 
and delivery processes so that MEL becomes a learning, as well as an accountability, tool. MEL 
is not just for end-of-period reporting but also for informing (and improving) delivery.  

Gender 
ONS does not have a clear strategy for international gender statistics capacity building despite 
intentions in the original PMOS business case.  Although ONS does conduct work with gender 
equality impact (and achieves results) the approach is not fully thought through and impact 
is not meaningfully measured. The programme does not have targets on gender and the 
results that it has achieved are not well captured by the log frames used. There is a disjoint 
between the work of the Inclusive Data Charter team and the rest of the programme and 
missed opportunities to bring the two threads of work together around inclusion and gender. 

There are opportunities across the programme’s existing workstreams to better integrate 
gender statistics.  It could draw on ONS gender expertise such as the Centre for Equalities and 
Inclusion Team, and the experience of other NSOs with a track record for gender statistical 
capacity building such as Statistics Sweden.   

ONS  needs to tell the story of what it does on gender better and position itself at the forefront 
of statistical work supporting UK gender development priorities including girls’ education, 
health, climate change etc. 

Assessment against OECD DAC evaluation criteria 
The programme has been highly relevant to the capacity building needs of national statistics 
offices in developing countries. Interventions have been coherent with partner government 
plans and other development partner support, and wider UK government priorities. The 
programme has been effective at achieving its objectives, though it has not been explicit 
enough in addressing the different needs of men and women. The programme has used 
resources well, but there is scope for increased efficiency in future.  A significant proportion 
of changes supported by the programme are likely to be sustainable. 
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Abbreviations 
ACS African Centre for Statistics 

BHC British High Commission 

DCMS Department for Digital, Culture, Media and Sport (UK) 

DHSC Department of Health and Social Care (UK) 

FCDO Foreign, Commonwealth and Development Office 

GPSDD Global Partnership for Sustainable Development Data 

GSS Ghana Statistical Services 

GSS Government Statistical Service (UK) 

HMG Her Majesty’s Government 

HMRC Her Majesty’s Revenue and Customs 

IDC Inclusive Data Charter 

IDT International Development Team 

KNBS Kenya National Bureau of Statistics 

NAO National Audit Office 

NISR National Institute of Statistics Rwanda 

NLP Natural language programming 

NSA Namibia Statistics Agency 

NSO National Statistics Office (generic) 

ODA Official Development Assistance 

OGD Other Government Department (i.e., not ONS) 

ONS Office for National Statistics 

PARIS21 Partnership for Statistics in Development in the 21st Century 

PCR Project Completion Review 

PHE Public Health England 

PMOS Programme for the Modernisation of Official Statistics 

ToR Terms of Reference 

UKSA United Kingdom Statistics Authority 

UNECA United Nations Economic Commission for Africa 
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1 Introduction 
Delphic Consultancy was contracted by the UK Office of National Statistics (ONS) to undertake 
a review of the ONS/FDCO Programme for the Modernisation of Official Statistics (PMOS) in 
accordance with the terms of reference (ToR) of 4 May 2021 (Annex A). 

We are pleased to submit our final report for the review.  The report sets out our findings and 
recommendations which were presented and validated at the stakeholder workshop on 6 
September 2021 (attendee list at Annex B), and incorporates comments made at that 
workshop, and received in writing subsequently.  This final report also incorporates 
comments received3 on our draft report of 21 September 2021.   

We would like to take this opportunity to thank the ONS International Development Team 
(IDT), other ONS and FCDO staff, other HMG stakeholders, and representatives of partner 
national statistics offices, multilateral agencies and other development partners, who 
provided the utmost cooperation and support for our work (listed at Annex C). 

The remainder of the report is structured as follows: 

• Section 2 describes the methodology for the review, including the review framework, 
and summarises the review work performed; 

• Section 3 provides an overview of the PMOS programme and a summary of its main 
achievements; 

• Sections 4 to 8 set out our assessment of the strengths, challenges, opportunities and 
risks of the programme in each review area, and consequent recommendations.  
Recommendations in each section are highlighted thus and sequentially numbered (R1, 
R2 etc). Recommendations are also listed in Annex D; 

• Section 9 provides our assessment of the programme against each of the OECD DAC 
evaluation criteria (relevance, coherence etc); and 

• Section 10 suggests next steps to take forward the recommendations, including 
prioritisation in the light of resource constraints 

Note on terminology 
FCDO was established on 2 September 2020 following the merger of DFID and FCO.  Although 
most programme activities pre-date this merger, the term “FCDO” is used in this report to 
refer to both current FCDO and pre-merger DFID, unless the context requires a specific 
reference to DFID or FCO. 

The term “PMOS” in this report refers to the FCDO programme of support to statistics, 
implemented by ONS, that began in September 2017 and ended in May 2021. This 
programme is also referred to as the “Strategic Partnership with UK Office of National 
Statistics” in some FCDO publications.  

 
3 Consolidated comments on the draft report were sent to us by Emily Poskett, Head ONS/IDT, on 30/9/21.   We 
have provided ONS with a comment log, listing the comments received and how they have been addressed in 
this final report. 
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2 Methodology 
Purpose of review 
The purpose of the review is set out in the terms of reference: 

1. Examine what has been achieved through the programme 

2. Develop recommendations for the ongoing implementation of ONS international 
development work. 

This dual purpose was examined during the inception phase and the following interpretation 
agreed with ONS.  The primary focus of the review would be the effectiveness of ONS’s 
approach to development – rather than the specific outputs that have been achieved.  The 
review would still examine results and achievements of the programme, but primarily in order 
to gather information to inform findings about ONS’s approach, rather than report on, or 
score, the programme’s delivery performance.  A parallel programme completion review4 
(PCR) being conducted by FCDO provides an assessment of the programme’s success in 
achieving output and outcome targets, and associated scores.  The draft PCR report was 
available towards the end of our review, and its findings are summarised in Section 3 below. 

The two strands of the purpose span a change in the way that ONS funds and manages its 
development work.  The first strand, examining what has been done, relates almost entirely 
to work funded directly by FCDO. During the period 2017-2021, ONS was in effect a 
“contractor” implementing a statistical development programme (PMOS) on behalf of FCDO.  
Although in practice the approach was more collaborative than would be typical for a 
commercial contractor, the essential funding, oversight and accountability arrangements 
followed FCDO practice and reporting lines.  From April 2021 onwards, ONS’s development 
work has been funded from a direct official development assistance (ODA) budget allocation, 
initially for a one year programme following the Covid spending review.  As ODA, it will remain 
subject to overall FCDO oversight and approval, but for most practical purposes ONS will be 
pursuing its own international development approach rather than FCDO’s.  Hence 
recommendations under the second strand reflect this new way of working. 

Covid considerations 
Global restrictions in response to the Covid pandemic significantly affected the final year of 
PMOS implementation and continue to be a factor in the delivery and funding of development 
interventions. The main impact of the restrictions on the programme has been a cessation of 
in-person TA visits, some return of embedded advisers to the UK and disruption to the work 
of partner organisations (working from home or part-time working).   

This poses a challenge for our review, as we seek to develop recommendations that are 
relevant to a post-pandemic future. It was therefore necessary to unpick “Covid artefacts” 
from the broader sweep of programme experience on which to base these recommendations.  
The main focus of our interviews therefore related to the pre-Covid period (up to roughly 
March 2020). But there were also useful lessons from the Covid period, including the 
preparedness of different NSOs to work remotely, and the value and limitations of remotely 
delivered technical assistance (TA) and training.   

 
4 Draft Project Completion Review, August 2021 
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The direct impact of Covid on our review work was limited, and in our view has not materially 
affected our findings.  Most meetings were held remotely, though we were able to have some 
in-person meetings in Ghana and Kenya.  Generally, we found that remote one-to-one 
meetings worked well, and it is unlikely we lost much nuance or detail. Larger remote 
meetings – inception, focus groups and the review workshop – also worked well, though they 
presented less opportunity for creative interchange of ideas than equivalent in-person 
events.   

 

Review framework 
The review framework provided the basis for review interviews, focus group discussions and 
document analysis (Figure 1). The study ToR specified eight areas for review (Figure 1, left-
hand column).  To provide more context for analysis, these areas were expanded using the 
OECD DAC evaluation criteria5 (Figure 1, top row).  The ToR review areas were the primary 
dimension used to structure the review work, and the presentation of findings and 
recommendations in Sections 4-8 of this report.6  The DAC evaluation criteria helped ensure 
that the review was complete and did not miss key lessons, and are directly addressed in 
Section 9. The DAC criteria do have a broader scope than the current review, particularly on 
programme impact, and only those aspects most relevant to ONS learning needs have been 
included.   

 

 
5 The OECD DAC Network on Development Evaluation (EvalNet) has defined six evaluation criteria – relevance, 
coherence, effectiveness, efficiency, impact and sustainability – and two principles for their use. These criteria 
provide a normative framework used to determine the merit or worth of a development intervention (policy, 
strategy, programme, project or activity).  
6 Findings and recommendations relating to two review areas - ONS expertise and geographical context – do not 
have separate sections in this report and are presented under other review areas where appropriate. For 
example, the relevance of ONS expertise is considered under programme approach with regard to statistical 
capacity building expertise, and under MEL and gender with regard to expertise in these areas. 
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Review activities 
The review work was undertaken from July to September 2021, in three phases: inception, 
field work, and finalisation. 

During inception the review approach was tested and further developed with stakeholders, 
including through initial interviews in Kenya, and a workplan was prepared.  The review team 
confirmed the approach and workplan with ONS and programme steering committee 
representatives at the inception meeting on 12 July 2021, where the inception report was 
presented. 

The main, field work, phase of the review from mid-July to the end of August comprised 
individual interviews, document review and focus-group discussions.   Over 50 one-to-one 
interviews were held, covering: 

• ONS IDT  

• Other ONS departments 

• Data Science Hub 

• FCDO, both UK and Post 

• Other HMG departments involved in peer-to-peer learning 

• Partner NSOs and UNECA 

• Other international organisations involved in statistics development  

Interviewees provided much information and valuable insight, and the review team is very 
grateful for their willing and open participation.  In addition to one-to-one interviews, we held 
focus group discussions with programme management staff and strategic advisers, and  we 
participated in a consultative meeting of FCDO statistics advisers organised as part of the 
programme completion review.  People met as part of the review are listed at Annex C.   

Review of background documentation included programme reports, ONS, FCDO and relevant 
third party reports – see Annex E. 

The review team held an interim feedback meeting with ONS IDT on 28 July 2021, to present 
and discuss emerging findings.  This meeting was not part of the original workplan but was 
intended to help IDT in the development of their strategic plan.  IDT in turn provided guidance 
and suggestions for completion of the review work. 

Following completion of field work, the review team prepared an analysis of findings and draft 
recommendations which was presented to the programme steering committee and other 
stakeholders at a review workshop on 6 September.  The workshop validated the findings and 
recommendations, and participants provided helpful comments during the workshop and 
shortly thereafter. The team then prepared and submitted the draft review report on 21 
September 2021. 

The final review report (this document) incorporates comments received on the draft, and  
constitutes the final output of the review. 

 

  



PMOS Review: Final Report 

 13 

3 PMOS overview and summary of achievements 
Programme overview 
The PMOS programme ran from September 2017 to May 2021, with a total spend of 
£6.1million.  The programme was envisaged as a strategic partnership between FCDO and the 
ONS, which would build ONS’s capacity to deliver technical assistance to developing countries 
to modernise their statistical systems. 

The programme’s theory of change was developed during the life of the programme, though 
always with a focus on the modernisation of developing country statistical systems, rather 
than capacity building ONS. The latter aspect was, however, reflected in the logical framework 
(log frame).  

The theory of change initial outcome was enhanced data production, but was developed into 
two interlinked outcomes7 necessary to modernise statistical systems in developing countries 
– better data production (more trustworthy, higher quality, relevant, timely); and improved 
capacity in national statistics offices (NSO).  These changes were to be brought about by a 
combination of demand-led capacity building interventions largely comprising technical 
assistance (advice), training and mentoring.  Outcomes were measured through “stories of 
change” – longitudinal case studies tracked through the life of the programme; while outputs 
were measured largely through volume measurement of capacity building interventions (such 
as number of people trained). 

Programme interventions were adapted during implementation based on experience and 
funding available.  Initially the programme comprised four partnerships plus a flexible facility 
for networking events and exploring possible new partnerships.  The flexible facility raised 
the profile of the programme with potential partners in the early stages of the programme, 
when the emphasis changed to building new partnerships (with the greatest progress in 
Jordan and Namibia), and the introduction of the “Tier 2” partnership concept. 

The final structure of the programme is summarised below. 

The core of the programme (assigned 60% of the output weighting) was the establishment of 
long-term “Tier 1” partnerships with three national statistics offices in Kenya, Ghana and 
Rwanda and one multilateral, the UN Economic Commission for Africa, African Centre for 
Statistics (UNECA ACS).  ONS provided a long-term embedded strategic adviser (SA) to each 
Tier 1 partner, who in addition to providing strategic support and liaising with FCDO in-
country, facilitated the provision of short-term technical assistance (TA) from ONS and the 
wider UK Government Statistical Service (GSS). 

The programme also worked with a “Tier 2” of six additional countries (assigned 10% of 
output weighting) to explore the potential for expanding to full Tier 1 partnerships in a second 
phase.   

In addition to country partnerships, the programme had a range of “global” interventions, 
developing and supporting global public goods (assigned 30% of output weighting).  
Interventions included on open source SDG monitoring platform, roll out of the Inclusive 
Development Charter (IDC) and establishment of the Data Science Hub jointly with FCDO to 

 
7 We have some concerns about the clarity of the two outcomes of the ToC – see Section 7 
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build data science capacity in developing countries, and support the application of data 
science to broader development strategy. 

Programme achievements 
The achievements of the PMOS programme are set out in progress reports, case studies, 
annual reviews and the programme completion review.  The review team has not 
independently verified all of the results claimed, however the summary that follows is 
consistent with views obtained in our extensive interviews with the commissioners, 
implementers and beneficiaries of the programme. 

The programme scored an overall A+ in the completion review, meaning that it achieved all 
its output targets, and exceeded expectations in a number of areas.  The scores achieved in 
annual reviews, both for individual outputs and overall, generally improved over the life of 
the programme implying that lessons were learned from implementation experience and 
were factored into programming. 

At the outcome level, 21 case studies were scored as having a moderate or major impact with 
14 relating to capacity building and 7 to improved data delivery.  This result showed a greater 
emphasis on capacity building than the original target of 12 capacity building and 12 data case 
studies; but it is consistent with the theory of change, and lays the groundwork for newly built 
capacity to deliver better data outcomes in the next phase. 

At the output level, quantitative delivery targets were met or exceeded in nearly all areas. In 
the very few areas where there was shortfall it was marginal, and not significant to the overall 
delivery of programme objectives. 

ONS has identified the following key achievements of the programme:  

• Enabling the UNECA to build statistical leadership skills in African NSOs 

• Developing skills and tools which will directly improve collection, and future analysis of 
data from digital censuses across Africa 

• Strengthening UNECA’s role in delivering Pan-African Censuses 

• Improving data collection in Kenya’s first digital census in 2019 

• Improving data collection and coverage in Ghana Statistical Service’s 2020 Population 
and Housing Census 

• Shifting attitudes in partner organisations to becoming more user focussed 

• Professionalising communications at the Ghana Statistical Service 

• Shaping leadership and staff capabilities  

• Supporting NIS Rwanda in developing a sustainable approach to data science that can be 
scaled-up to support Rwanda and countries across Africa 

• Assessing the feasibility of a cattle census for South Sudan using satellite imagery 

• Exploring faster indicators of economic activity to help low and middle-income countries 
respond to COVID 19, and improve their trade 

• Building capability to deliver reproducible analytical pipelines in the Caribbean 

• Increasing the transparency of SDG data in a range of countries  



PMOS Review: Final Report 

 15 

• Building commitment to inclusive data with a range of countries and organisations 
through the Inclusive Data Charter 

• Improving the quality, consistency, and dissemination of labour statistics in a range of 
countries and globally 

• Developing data interoperability and tools for the FCDO and partners to keep track of 
their ODA programmes’ results 
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4 Governance & management structure  
The high-level governance arrangements of the PMOS programme are set out in the Terms of 
Reference for the Programme Steering Committee (July 2020).  The small programme steering 
committee was chaired jointly by the FCDO Chief Statistician and the ONS Chief of Staff, 
Central Policy Secretariat.  The other members were the Head of ONS IDT, the Head of FCDO 
Data for Development (D4D) and a representative from Government Partnerships 
International (GPI).  Other members could be invited as observers and speakers when 
required. The secretariat was provided by ONS IDT, and the Head, FCDO D4D.  

The steering committee reported to the ONS Chief Executive and National Statistician and to 
FCDO.8  

The committee met every 3 months, to review progress with programme implementation; 
consider and make decisions on important aspects of programme direction; review/approve 
funding allocations; and consider programme risks and mitigation measures. 

Management and delivery of the programme was provided primarily by the ONS International 
Development Team, within the ONS Central Policy Secretariat.  Other departments of ONS 
that had significant roles in management and delivery, and received funding, under the 
programme included: the Data Science Hub, located at FCDO East Kilbride but organisationally 
part of the ONS Data Science Campus; and the SDG team within the ONS Strategy Synthesis 
and Coordination Division (formerly within the Sustainability & Equality Division). 

In addition to managing its UK-based staff of programme managers and technical specialists, 
ONS IDT also recruited and managed in-county strategic advisers (SA) in four Tier 1 
partnerships, and sourced and deployed short-term TA from other ONS departments and the 
wider UK Government Statistical Service.  IDT also introduced the role of in-country 
programme coordinators who have so far been deployed in Kenya and Ghana. 

Strengths - governance and management structure 
The governance structure for the PMOS programme was appropriate for the size and 
complexity of the programme, given that PMOS was set up on a principle/agent model.  The 
steering committee provided the essential governance functions of direction, progress 
review, accountability, and risk management.  The steering committee was similar to 
structures set up to oversee contracted-out development programmes, in which FCDO 
engages a commercial consulting firm.  The main difference from a typical contracted-out 
model was provision for greater operational involvement of FCDO, which was appropriate 
given the “strategic partnership” envisaged between FCDO and ONS – and the intention to 
build the capacity of ONS as a development agency, learning from regular engagement with 
FCDO.   

Other than IDT, the official membership of the steering committee did not include ONS 
departments implementing programme activities, in particular the Data Science Hub and SDG 
team.  As a result, accountability to the steering committee for PMOS work and funding in 
these other departments was via the Head/IDT.  This may have helped streamline governance 
and emphasise the role of Head/IDT as leading on ONS ODA funded work; but may also in 

 
8The specific FCDO report is “tbc” in the ToR 
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some cases have blurred responsibilities as other departments have their own governance 
structures. 

In practice, regular informal consultation between IDT and other ONS departments 
implementing PMOS appears to have been effective in keeping the programme on track and 
ensuring a clear division of responsibilities and coordinated support to partners. 

Management arrangements were flexible and adaptive - and evolved with rapid expansion 
of the programme.  The management arrangements for implementing PMOS – in IDT and 
other departments – were largely established as a response to the programme, which 
enabled a step change in the volume and strategic focus of ONS development work.   
Programme management and technical delivery capabilities were built rapidly as staff were 
recruited and transferred from other ONS departments.  The background of the Head/IDT in 
FCDO, and the close ongoing engagement and support of FCDO, helped build management 
arrangements appropriate for delivering international development in an organisation where 
this function had not previously been attempted at scale.  Over the last 4 years management 
arrangements have evolved in response to challenges and opportunities of the programme – 
for example, strengthening “in-house” technical support within IDT; and engaging in-country 
programme coordinators to support strategic advisers. 

Management is open, consultative and motivating.  The review found a strong sense of 
common purpose and engagement in all interviews with ONS staff involved in international 
development.  In our view this reflects both the quality of the individuals, and also the 
environment in which they are working.  The management style appears to be open, with 
regular consultation about the direction of work, opportunities and challenges faced.   
International development work can at times be highly stressful and demanding, both in the 
field and UK; an engaged, responsive management style is important to motivate staff and 
mitigate these stresses. 

Management arrangements support the multi-dimensional nature of the programme. The 
programme requires effective engagement along several dimensions: across ONS 
departments; with FCDO in the UK, the Government Statistics Service and wider HMG; with 
FCDO in post; and – very importantly - with partner NSOs and multilateral organisations.  The 
management arrangements have supported these engagements and helped form the basis 
of very productive relationships.  The role of strategic advisers in Tier 1 partners has been 
central to the effective management of the relationship with the partner and FCDO post and, 
in coordination with HQ, the sourcing and deployment of technical assistance.  Programme 
governance arrangements have also been developed within partner NSOs to help coordinate 
support and increase ownership and sustainability within the recipient institution. 

Challenges - governance and management structure 
A new strategic and governance framework is needed for institutionalising international 
development in ONS.  While the governance framework served the implementation of the 
PMOS programme, it is not sufficient for the longer-term delivery of international 
development as a core function of ONS.  

Assuming that future ODA funding for ONS will be at a similar or greater level than under 
PMOS, ONS will require a clear vision of what it is seeking to achieve with its international 
development work.  It will not just be the implementor of a programme commissioned by 
FCDO, but will be responsible for formulating as well as delivering its own international 
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development strategy.  International development will presumably form a key element of 
ONS’s already extensive international engagements. It will require an overarching, coherent, 
strategic framework to ensure that development policies are clearly articulated, priorities 
identified and funding allocated.  Elements of such a strategy already exist - for example in 
the GSS International Strategy, and the ongoing strategic planning work by IDT. But the lack 
of an “ONS International Development Strategy” is a serious challenge to the effectiveness of 
ONS as a development organisation.  Such a strategy does not have to be a large or complex 
document – and should be proportionate to the likely ODA budget – but it should exist, and 
be owned at the highest level of the organisation.   

The governance framework for delivering ONS’s international development strategy should 
be integral to ONS’s organisation structure, as international development will be part of the 
”business” of ONS (alongside other international work).  It should enable clear lines of 
accountability for delivering international development objectives, through to the highest 
levels of the organisation. Extending the programme steering committee arrangements from 
PMOS would not be appropriate, as this tends to position international development as an 
appendix to core operations, with more diffuse accountability.  The governance framework 
needs to include all ONS departments engaged in significant international development 
including IDT, Data Science Hub, the SDG team – and other departments that may receive 
funding for development activities whether from official or private philanthropic sources.   

The governance structure could also benefit from involvement of partner representatives – 
perhaps a director general of a partner NSO representing all - to contribute design ideas and 
experience from the developing country perspective.  The PMOS structure had no provision 
for such engagement at the overall programme level (as opposed to country level).  

Management arrangements for international development need to be more resilient.  The 
establishment of management arrangements for the international development function in 
ONS has necessarily been very rapid, and has been driven by the vision and commitment of 
its founders and leaders.  That they have succeeded is evidenced by the high review scores 
achieved by the PMOS programme.  However, there are some management challenges arising 
from the rapid growth that could undermine future delivery (and especially scale up) if not 
addressed soon.   These challenges include: a tendency for management to be driven by 
personalities rather than systems; over-dependency on a single leader with too many direct 
reports; ambiguities in reporting lines between field and HQ; and inadequately reflecting the 
importance of programme management to international development.   Addressing these 
challenges should help ensure management arrangements are resilient to personnel changes 
– especially at the top – and to the challenges of operating in multiple developing countries. 

Lack of clarity on career paths in international development.  The role of “development 
professional” is a new one within ONS.  There is not yet a clear career path to follow, and skills 
and experience risk being lost as staff move away.  While there is clearly an “ambassadorial” 
benefit for IDT staff moving out into the wider ONS, there should be more and clearer 
opportunities to bring new staff in, and for staff to progress within the development role. 
Even if staff do not want a career in ONS international development, they do want that part 
of their career they spent in IDT (or Data Science Hub or SDG team) to be properly valued on 
their CV.  ONS as a whole needs to better understand international development work and 
the contribution it makes to ONS’s overall objectives, so enhancing the attraction of a spell in 
international development on an ONS or GSS CV.  
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The attraction of international development work may also be compromised by potential 
conflicts of interest where ONS staff engage in private consultancy work for international 
development organisations (such as the IMF) in their spare time – which may make them less 
motivated to provide similar services through ONS.  

 

Opportunities - governance and management structure 
The change in business model is an opportunity to renew and formalise ONS’s commitment 
to international development strategically and organisationally. ONS is transitioning to an 
exciting new era, when – subject to a successful budget submission – it will have its own 
international development programme.  While the PMOS governance and management 
structures have served ONS well, there is now the opportunity to revise them so they are fit 
for purpose in this new era, and ready for a significant scale up in the volume and value of 
work. 

Developing and launching an “ONS International Development Strategy” would be an 
opportunity to position ONS as the “go to” agency for statistics development 
internationally, including statistical aspects of wider UK international development priorities.  
A new governance structure would give the strategy teeth, and maximise the opportunity for 
ONS to make a developmental impact by coordinating across its various development 
interventions. 

Existing management arrangements have many strengths, and with a little more 
systematisation they can be made more resilient, while retaining their essential adaptability 
to the challenges and opportunities of international development. 

 

Risks - governance and management structure 
Failure to address strategic and governance challenges could result in a less coherent 
international development programme, and ultimately loss of ODA funding. The main risk 
is essentially one of missed opportunity.  The professionalism, technical capabilities and 
commitment of ONS staff mean that a serious failure, with reputational risk for the UK, is 
unlikely to occur.  But it is possible that development interventions could become less 
coherent without a clear strategy and governance framework. ONS’s international 
development work risks becoming a list of worthy projects; rather than a policy-led, strategic 
and impactful contribution to the statistics capacity of developing countries – which is the 
value proposition attracting ODA funds.  

Failure to strengthen management arrangements could undermine performance,  morale 
and staff retention over the medium term. If foundational leaders leave without structures 
and systems in place that do not depend on their personal skills and contacts, performance is 
likely to deteriorate and staff motivation could suffer.  Hard-won skills and experience could 
be lost as staff move on in the absence of a clear career path.  
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Recommendations - governance and management structure: 
ONS has successfully developed a flexible and adaptive governance and management 
framework for implementing the PMOS programme.  The structure has enabled the 
programme to achieve its objectives and provide accountability to FCDO and other 
stakeholders. 

ONS now needs to adapt and develop its governance and management arrangements to meet 
its changing development role. The transition is already underway and we recommend that 
the following governance and management reforms are prioritised. 

R1: Develop an ONS International Development Strategy 
ONS as an institution has made a commitment to delivering international development 
alongside its other responsibilities.  This international development work will largely be 
financed through its own ODA budget but may also be financed from other HMG funds (e.g., 
CSSF), other international official development funders, or private philanthropic funds.  

For ONS’s international development work to be impactful and efficient it needs a clear, 
coherent strategic framework setting out what ONS’s international development objectives 
are and how they will be achieved.  An ONS International Development Strategy would 
provide the strategic, budget and accountability framework for all ONS international 
development work.  It would help determine what sort of interventions should be undertaken 
and, critically, to prioritise them and provide a basis for requesting and allocating budgets 
across the organisation.  It would also provide a framework for overarching accountability - 
did ONS achieve what it set out to do with regard to international development? 

The strategy should extend beyond IDT’s own strategic planning, as it needs to encompass 
activities across ONS including the Data Science Hub, SDG team and other departments who 
may receive development funding.  The strategy needs to bring clarity on who does what, and 
how the different parts fit together. The strategy should include international development 
services that ONS provides for other HMG departments; for example, the 50% of the DS Hub 
work that is R&D, primarily for FCDO.  It would also be an opportunity to clarify appropriate 
practice with regard to private development consultancy work undertaken by ONS staff.  As 
the champions for international development within ONS, IDT should be responsible for 
leading the development of the strategy, and form its secretariat. 

The strategy should ideally be normative, rather than responsive; i.e., it should set out a 
coherent intention for ONS as a whole, and provide direction to different departments of ONS 
who are implementing it; rather than attempt to retro-fit a structure to various international 
development initiatives emerging from different sources.  In practice, however, it is likely to 
have both normative and responsive elements, at least initially. 

The ONS International Development Strategy should not exist in isolation. It is important that 
it is positioned within, and leverages, other key strategies including the GSS International 
Strategy and the UKSA Strategy.  In particular, the third pillar of the GSS International Strategy 
- “build” - would appear to be a logical strategic home for ONS international development 
work. 
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R2: Establish a new governance structure for ONS international development work 
ONS should establish a governance structure (e.g., a board) which brings together all 
departments responsible for significant international development work, to oversee the 
implementation of the strategy and provide accountability.  The structure should be 
consistent with existing ONS arrangements for overseeing the work of the organisation; 
international development should be positioned as a core function not an appendix.  The 
structure should also facilitate close cooperation between international development and 
broader international relations aspects of ONS work.  The governance structure should ideally 
have leadership at the highest level of ONS, by an individual with a specific international 
development mandate as part of their explicit responsibilities. 

The institutional form of the governance structure should be subject to further consideration 
by ONS, but it should be directive rather than advisory - and it should be limited to those with 
executive power over the implementation of ONS’s development work to keep it relatively 
small, focused and action-oriented.  Broader engagement with stakeholders, in particular 
FCDO, will be essential for ONS’s strategic positioning as an efficient and effective spender of 
ODA funds.  This broader engagement could take place through a reference group, or advisory 
board, which can be larger and more consultative in nature.  The reference group should also 
include a senior-level representative of peer partners, to contribute design ideas and 
experience from a practical, developing country, perspective (with the widespread use of 
remote meeting platforms this should not be difficult to arrange). 

The proposed new international development governance structure, together with the 
reference group, would replace the PMOS programme steering committee. 

R3: Review the management structure of IDT 
The management structure of IDT has proved effective, but there is scope to streamline it, 
make it more resilient to changes in post-holders, and enable greater systemisation of 
workflow.  It is beyond the scope of this review to develop a new structure in detail, but we 
recommend that IDT review its structure taking into account the following: 

• Reduce the number of direct reports to the Head of IDT to a more manageable number  

• Greater recognition of the importance of the programme management (PM) function as 
being on a par with technical delivery, and clearer functional distinction between 
technical delivery and PM work.  One option would be a Senior Programme Manager 
position with overall responsibility for all PM work reporting directly to the 
Head/IDT.  [Note that this functional distinction should not impede opportunities for 
staff to move between PM and technical roles.] 

• Striking the right balance between technical statistical expertise and international 
development expertise.  Both are key to success, but the ONS’s unique offer is its 
technical statistics excellence (whereas DFID’s, for example, was development 
expertise).  The ONS’s development programme should be technically led, with 
development professionals providing the skills and approaches needed to enable 
technical skills transfer and effective capacity building. 

• Identifying and addressing any skill gaps, particularly related to adaptive programming 
(for example using theories of change and political economy analysis to scope and 
manage programmes) 
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• Clearer reporting lines for strategic advisers into HQ, for technical and programme 
management issues (for example, under whose direction does an SA act, to whom is an 
SA accountable for results, can an SA direct HQ to provide support and if so, who in HQ 
is accountable to the SA for that support?) 

• Specific responsibility and capacity for “new business” acquisition - identifying and 
following up on opportunities for engagement, and undertaking initial scoping.  

• Specific responsibility and capacity for MEL, with the emphasis on learning which can  
aid decision making and improve programming 

Figure 3 sets out some illustrative ideas for the IDT management structure.  The structures in 
Figure 3 are not recommendations  but are intended to illustrate some of the issues above, 
and to assist IDT’s own review and development of its management structure. The 
illustrations do not reflect or bear relation to current post-holders, nor do they necessarily 
take into account civil service grade levels.     

R4: Systemise international development career progression in ONS 
It is beyond the scope of the review to propose career paths in detail, but IDT should consider 
developing systematic career guidance for, inter alia: 

• ONS (and wider Government Statistical Service) staff to undertake development work 
for a limited period, with mentoring to support the transition (if appropriate) to full-time 
roles (building on examples of where this has already happened fortuitously) 

• Staff within IDT to progress to field roles, in particular strategic advisers 

• Strategic advisers to progress to HQ international development roles  

• Progression between development roles across OGDs (clearly including FCDO, but also 
HMRC, DCMS, Ordinance Survey etc) 

Career progression would not need to be limited to within IDT only – as this would be quite a 
small pool. There is scope to integrate international development experience and expertise 
into career paths across a wider pool. FCDO would have a key role to play in helping develop 
this career progression, as they provide the professional home for international development.  
For example, by drawing on FCDO (former DFID) job descriptions and career planning tools 
for development staff, and providing mentoring of IDT and other ONS and GSS staff involved 
in development work. 
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Figure 3: Some alternative ideas for IDT structure 
Important note: these structures are for illustration only, and do not relate to current post-holders nor necessarily reflect civil service grades

Illustration 1 

Illustration 3 

Illustration 2 
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5 Operating model & programme approach 
ONS has essentially been implementing only one development programme – PMOS – during 
the period under review and its mode of operation has been determined by the 
implementation needs of this programme.  Hence the operating model and programme 
approach are inextricably linked – one has in effect defined the other.  But the significance of 
the linkages between the programme approach and the operating model runs deeper – and 
will continue to be relevant as ONS implements its own development programmes.  The 
PMOS approach has been highly flexible and adaptive to the needs of partners and learning 
from what works – and does not work – in development of statistics capacity. We understand 
that ONS wishes to continue this approach, and based on our review we would support this 
decision.  A development agency can only sustain a flexible and adaptive programming 
approach if this approach is integral to its operations; hence we have combined our 
presentation of findings and recommendations relating to the two review areas: operating 
model and programme approach.   

Strengths – operating model & programme approach 
The programme is delivering a high quality “product” that is valued by partners. All partners 
interviewed during the review expressed satisfaction with the support provided by ONS, citing 
the combination of ONS’s global reputation and the provision of relevant, high quality advice 
and assistance. 

The programme has adopted an “entrepreneurial” approach to identifying and exploiting 
opportunities.  The programme has been open to new opportunities, including new 
partnerships and new areas of work with existing partners, and has responded to these 
opportunities where appropriate by adapting its approach and the services it offers.  For 
example, IDT fortuitously linked up with a statistician from the Namibia Statistics Agency 
(NSA) when she was studying in the UK with a Chevening scholarship.  IDT arranged for a 
secondment to the ONS Data Science Campus and she has now returned to NSA and is 
coordinating a new programme of ONS support. 

The “peer partnership” concept is powerful and opens doors for productive engagement.  
National statistics offices (and UNECA ACS) want to be associated with ONS through peer 
partnerships.  This is due to the strength of the ONS “brand” and prior institutional and 
personal relationships with ONS, and because the partnerships are viewed as more equal and 
mature relationships than the donor/recipient or supplier/client relationships typically found 
in international development. 

The combination of multilateral and bilateral engagement has been very effective. The 
decision to engage with a multilateral partner – UNECA ACS – has paid substantial dividends, 
successfully leveraging the programme’s bilateral support especially for censuses and 
leadership training.  As well as contributing directly to NSO capacity building through ACS, the 
programme has helped ACS to engage with NSOs across Africa, strengthening ACS/NSO 
relationships that should deliver sustainable long-term benefits. 

The focus on “soft skills” as well as technical capacity is highly valued.  The ability of ONS to 
support NSOs with leadership training and senior-level mentorship was cited by most 
partners as being valued as much as – in some cases even more than – more technical 
interventions.  There are few if any organisations that could provide mentorship to match 
ONS, especially at the most senior levels.  Mentees were highly appreciative of the willingness 



PMOS Review: Final Report 

 25 

of senior figures in ONS to act as their mentors, and their openness to discuss the political 
challenges of delivering accurate and impartial official statistics.  

The mix of long-term embedded support and short-term TA is an effective development 
model.  A commitment to long-term engagement supported by a strategic adviser who 
develops trust and a close working relationship with senior NSO staff, helps ensure that  short-
term technical assistance is well targeted and delivers lasting benefits.  The balance between 
UK-based and field technical delivery has worked well, supported by the programme team. 

The Data Science Hub has provided specialist support in a highly technical, in demand, area.  
Partner NSOs are at different levels of capacity and understanding to benefit from data 
science support. Their ambitions to progress in more advanced areas can cause them to 
overlook gaps in basic technical capabilities, e.g., in automation.  The Data Science Hub has 
been adept at providing appropriate support to partners that is focused on real needs, while 
still helping them work towards their ultimate ambitions, for example in Rwanda.  Mentoring 
has been particularly valuable. The support from the DS Hub has been generally well 
coordinated with data science inputs from strategic advisers, ONS and GSS secondees, ODI 
fellows and UNECA ACS.  

Overall, the programme appears to have delivered value for money.  The programme 
completion review reports that PMOS has been effective in delivering its objectives and 
economic in use of resources. ONS has delivered the programme efficiently, with ratios of 
support staff to technical delivery staff as good as, and probably better than,  a commercial 
contractor and other government departments providing international development services 
such as HMRC. 

ONS has also benefited from the programme. The building of ONS’s international 
development capacity under PMOS has exceeded FCDO expectations.  There have also been 
wider benefits across the organisation, as staff have been motived and developed through 
delivering short-term TA, and some have transferred to work for IDT full-time.  

Challenges – operating model & programme approach 
Strategic engagement decisions need to be systematised and de-risked. In some cases, 
enthusiasm for engaging with new partners drove the process forward, even where there 
were potentially serious constraints.  For example, in Rwanda the partner and ONS held very 
different expectations of the nature of support required (technical data science vs strategic 
advice) and in Jordan funding from CSSF was repeatedly delayed to the point that the strategic 
adviser left IDT, only to subsequently discover that the ambassador had opposed the 
engagement and blocked funding.  Both these engagements are now on track, but they could 
have failed with significant reputational risk - and in any case were very stressful for the staff 
involved. 

The strategic adviser role is subject to significant tensions.  Strategic advisers are a core and 
highly significant element of ONS’s development approach.  But there are unresolved 
tensions around the role: are they providing strategic advice to the NSO, or to the partnership 
programme itself (e.g., mainly identifying and fulfilling TA needs)?  In some countries, the NSO 
was strongly of the latter view – but this may not be making the best use of the SA’s skills and 
experience. There is also potential tension between a normative, policy-driven role (e.g., 
pursuing an agenda to make statistics more gender-balanced, or poverty-focused) and  
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responding to technical capacity needs only. This latter tension can be exacerbated by 
pressure from FCDO Post to leverage the SA’s position to push a UK policy agenda.   

The terms of reference for strategic advisers are necessarily broad, and SAs have a very wide 
range of potential areas they could engage in, and many different sorts of intervention and 
technical assistance they could draw on.   Navigating this ocean of possibilities is a real 
challenge – as the actual capacity issues which a SA can get to grips with will necessarily be 
much smaller than the total need.  SAs are unlikely to be familiar with all the possible services 
and products which ONS could offer, or how these have succeeded (or failed) elsewhere.  SAs 
tend to be facing “wicked problems” with many interdependent factors making them seem 
impossible to solve. Because the factors are often incomplete, in flux, and difficult to define, 
solving wicked problems requires a deep understanding of the stakeholders involved, and 
innovative approaches which may be iterative and experimental in nature.9 

Ensuring a timely and sufficient supply of short-term TA, cost-effectively, is a challenge. The 
provision of short-term TA drawn from across ONS and the wider GSS is an important part of 
ONS’s development offer to partners.  Senior advisers and HQ programme staff spend a 
substantial amount of time to identify, motivate, prepare and mobilise suitable individuals.  
The process involves persuasion of both the individual and their immediate line manager, as 
IDT has no authority to deploy staff outside its own department. There is currently no 
strategic, operational or financial motivation to release staff – beyond the personal job 
satisfaction of working in international development, which can be significant.  Similarly, 
there is no formal accountability mechanism for delivery of TA objectives, or follow up after 
returning to their UK job. IDT has developed various approaches for sourcing TA including 
prequalification from expressions of interest, and maintaining rosters of possible TA staff.  But 
the approach is not systematic, and the process is potentially inefficient. For example, in 
2019/20 a total of 212 person-days of non-IDT short-term TA was deployed in-country.  This 
is a significant amount but still less than one person year, spread across 4 Tier 1 partnerships 
and supported by a substantial programme management team.   

Significant investment is required to prepare individuals with no prior international 
development background to deliver short-term TA in a developing country.  Feedback from 
partners was highly positive about the support provided by TA, so this investment has not 
been wasted – but the return on the investment will be limited if the individuals only provide 
one or two short TA missions. 

Although VFM is good, there is likely to be scope for further improvement.  By the metrics 
used in the PCR, PMOS delivered good VFM at the effectiveness, efficiency and economy 
levels.  There is scope to improve the “fourth E” of VFM – equity – as outlined in Section 8 
below.  And a high-level comparison with Statistics Sweden suggests there could be scope for 
further efficiency improvements: in 2019 Statistics Sweden deployed 14 long-term resident 
advisers, plus associated short-term TA, in developing countries for a total programme budget 
of £5m,10 compared with 5 advisers and a budget of £2.4m for ONS.  Of course, this is a very 
broad-brush analysis and does not take account of other programme differences – but it is 
nevertheless suggestive of the potential for efficiency gains.  

 
9 Definition of wicked problems adapted from “What are Wicked Problems” International Design Foundation 
10 Statistics Sweden Annual Report 2019 
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Logistical support to field operations could be further strengthened. Early experience with 
field deployments was challenging, with arrangements for basic logistics (health insurance, 
duty of care, accommodation etc) lagging behind technical delivery.  Lessons were learned 
and the situation has significantly improved. But more could be done, including reviewing the 
balance between central and in-country programme support to ensure resources are used 
efficiently and avoid overlap; and coordinating and standardising field logistics with FCDO and 
other HMG departments.  

Opportunities  – operating model & programme approach 
There are opportunities to develop the peer-partnership model to the mutual benefit of 
ONS and partners.  Partnerships enable ONS to deliver international development cost-
effectively compared to commercial contractors partly because it is leveraging its brand – in 
effect getting a development return on 80 years of goodwill.11   There are opportunities to 
benefit further from partnerships, but it is important that the term is not over-used and loses 
meaning; not all beneficiaries of ONS international development are necessarily “partners”.  
There are opportunities to build a limited number of true two-way partnerships, not solely 
dependent on ODA funding, where there is a long-term commitment on both sides to share 
and learn. There are real potential benefits for the UK.  For example, Rwanda has helped 
develop SDG indicators which ONS has adopted;  KNBS has itself provided development 
support (advice and loan of tablets) to other African countries on digital censuses.  Staff 
secondments from partner (and potential partners) to ONS create opportunities for 
development engagement, but may also bring skills and new ideas into ONS.   

There are opportunities to further improve value for money from short-term TA. Deploying 
short-term TA from outside IDT and the Data Science Hub has the potential to leverage ODA 
spend (as the staff costs are covered by ONS’s non-ODA budget), but the volume is currently 
fairly modest in comparison with the size of the development programme.  Opportunities to   
increase VFM include: 

• scaling up TA, including drawing from a wider pool across the Government Statistical 
Service, to achieve economies of scale; 

• systemising TA procurement, motivation and accountability; 

• considering use of local consultants as an alternative to UK-based TA where they are 
cheaper, and can add value, e.g., through understanding of the local political context; 
but only where quality can be assured, and with strong ONS oversight; and 

• clearer career paths for ONS staff to work within international development, either full 
time or periodically, to improve the return on investment in building their international 
development skills.  

There are opportunities for alternative, complementary, delivery models that can cost-
effectively enhance impact.  For example, in Namibia a Tier 1 partnership may be feasible 
using a Namibian national and employee of the Namibian Statistical Agency rather than a full 
time strategic adviser; and in several countries ODI fellows – fortuitously  engaged by the NSO 
- have complemented and extended the work of the SA.  Changes to ways of working due to 
Covid restrictions have also forced innovations that have lessons for future programming – 
for example, how best to design, deliver and follow up online training for maximum uptake. 

 
11 ONS was formerly the Central Statistical Office, established in 1941. 
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There are opportunities to extend networking partners.  The partnership with UNECA ACS 
has worked well, and there are opportunities to extend the concept.  In Africa, using UNECA’s 
close relationship with the African Union could provide a route for ONS to build AU’s statistical 
capacity and support FCDO’s objective of closer engagement with the AU. More widely, ONS 
could further build its developmental engagement with regional UN economic commissions 
with reference to the UNECA ACS support. 

There are opportunities to optimise the balance between policy-led and technical support.  
It is possible to balance the tension between policy-led and technical support to benefit both 
ONS engagement and FCDO objectives.  Trust built on the basis of high quality technical 
assistance to address the priority problems of partners, can help build bridges for constructive 
policy dialogue – either by the SA or FCDO Post.   Technical assistance to national statistics is 
not generally a high-risk engagement politically (compared, for example, to supporting a 
national electoral commission), but it can build links with high-level technocrats in partner 
governments that can be politically beneficial to the UK.  There are clearly risks to this 
approach and the right balance will need to be struck on a country by country basis, 
considering the local political context. 

Risks – operating model & programme approach 
A “business as usual” approach risks missed opportunities, and at worst serious setbacks.  
The operating model of PMOS has been successful, but if it continues without some reform, 
it may not serve so well in future.  The entrepreneurial zeal with which operations have been 
built has been a major factor in delivering a score of A+ i.e., outputs exceeding expectations. 
But as in any maturing business, this zeal needs to be tempered with systems and procedures 
to ensure the business is sustainable and not dependent on the founders’ support.   While it 
is important not to become excessively bureaucratic, and to retain flexibility and an 
appropriate risk appetite (especially for new engagements), systems are needed to mitigate 
against risks of over-reach, reputational damage and harm to staff well-being. 

There is a risk of duplication of effort. The development work of other ONS departments 
complements and supports the work of IDT, especially the SDG team and Data Science Hub.  
However, there is a risk of parallel tracking, duplicating development of engagement tools 
(e.g., project assessment matrix, mentee agreements) and overlapping engagement with 
partners.  This risk has been mitigated by cooperation at the country level, but the approach 
needs to be more systematised. 

There is a risk of diverging priorities between ONS and FCDO.  FCDO both centrally and in-
country has been supportive of ONS’s development work, and very satisfied with what has 
been achieved.  But, as discussed in Section 6 below, relationships especially with FCDO Post 
have tended to be based on personal contacts, rather than a systematic engagement.  There 
needs to be a clearer engagement framework to help ensure alignment and continue (and 
ideally increase) FCDO support which will be key to securing ODA funding. 

There is a risk that problems with team working across centre and field could undermine 
effectiveness.  Good working relationships between strategic advisers in the field and UK-
based technical and programme management staff has been a major factor in the success of 
the programme.  Everything we have seen suggests that staff right across the organisation 
are highly competent, hardworking and motivated to deliver results for partner institutions.  
Because of the multi-dimensional nature of the work, IDT contains many different roles within 
a small organisation, each requiring a different set of abilities and skills.  It is essential that 
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these roles continue to work together in an effective team, and all team members understand 
the tensions and challenges faced by the others.   

Clarity and guidance on roles and responsibilities, and possibly organisational reforms (as 
recommended in Section 4) will help mitigate the risks to effective team working, as will  
better use of MEL to inform operational decisions, and support quick and effective responses 
to the complex problems that ONS is looking to address (see Section 7).    

 

Recommendations – operating model & programme approach 

R5: More systematic long-term engagement approach 
IDT has succeeded with an entrepreneurial approach to identifying and following up long-
term engagement opportunities - particular for Tier 1 and larger Tier 2 work.  This has enabled 
a rapid expansion of the programme and led to valuable work done and in process.  But the 
approach carries risks, including reputational risk to ONS and the UK and stress and frustration 
for ONS staff.   The latest thinking on institutional development favours a more 
entrepreneurial approach, with a flexible and adaptive engagement driven by problems which 
matter to the recipient institution (sometimes referred to as “problem driven iterative 
adaption” or PDIA).  But one of the risks of this approach is that it is highly dependent on 
individual personalities and relationships, and may be difficult to sustain as personnel 
change.  The approach can also induce over-reach where excessive risks are taken on as 
attractive opportunities are pursued. It is also highly dependent on a thorough and up to date 
understanding of the political context. 

IDT should retain the benefits of its entrepreneurial, flexible approach while making it more 
systematic, so the approach is more sustainable as personnel change, risks are mitigated, and 
there are more opportunities for learning from experience.  Key elements of a more 
systematic approach to long-term engagements include: 

• A longer scoping period (3-6 months) rather than just a short scoping mission, at the end 
of which a go/no go decision should be taken.  The scoping period should be explicit in 
the approach, and should have “learning” as a specified output.  It is important that a 
properly considered and evidenced “no go” decision should not be viewed as a 
failure;  valuable learning will contribute to understanding of development challenges, 
staff will have gained experience, and relationships will be built than can be helpful in 
other contexts. 

• A frank assessment of the ability of the partner to absorb support and build sustainable 
capacity.  Initial impressions can be misleading;  DoS in Jordan unexpectedly proved to 
be less resilient to Covid working restrictions than African NSO partners, as DoS staff did 
not have the same facilities or aptitude for online home working as their more tech-
savvy African counterparts. 

• Close engagement with FCDO both centrally and in-country from the start, ensuring that 
relationships and roles are as clear as possible, ONS and FCDO’s objectives are aligned, 
and there is a mechanism to escalate if necessary to overcome blockages. 

• More explicit and regularly updated political economy analysis of relevant actors 
including HMG itself (e.g., whether key decision makers support ONS engagement, and 
will approve funding if relevant) 
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• More explicit risk analysis and mitigation strategies, including “no go” criteria 

R6: More clarity on role of Strategic adviser 
The strategic adviser role is a core element of IDT’s operating model and programming 
approach.  IDT identified early on that the role would demand a mix of strategic, 
developmental and statistical skills.  Identifying and recruiting suitable candidates has been a 
challenge, a there are few individuals with the relevant skills and willingness to work in 
potentially challenging developing country environments.  Notwithstanding these challenges, 
IDT succeeded in staffing all positions and the feedback from partner NSOs and FCDO Post 
has been universally positive as to their contribution and impact. 

To further enhance the effectiveness of strategic advisers it would be helpful to: 

• Develop a more systematic engagement approach (see above) 

• Clarify the balance between strategic advice on the partnership programme (e.g., 
identifying need and mediating TA) and strategic advice to the NSO.  We recognise that 
it is a balance and will evolve. Supporting the programme is an essential role for the SA, 
but it may not be good VFM if that is what she/he spends most of her/his time doing 

• Develop guidance on how to strike a balance between normative and 
responsive/technical advice, especially with regard to FCDO pressures (and 
opportunities) 

• Further strengthening support to SAs in field, including where appropriate in-country 
PM (but ensure a strong business case and avoid duplication with HQ).  

• Provide opportunities for SAs to share learning and discuss problems - create an 
environment where problems are seen as opportunities for engagement, not potential 
failure 

• Develop the MEL approach so that it is primarily seen as a management tool to support 
learning and problem solving, rather than accountability for individual performance 
(though of course robust systems are also required for the latter) – see Section 7. 

• Develop “how to” guides on development products and services (see below) 

R7: Develop simple “how to” guides on capacity building products and services  
Guidance on what products and services are available for statistical capacity building – and 
lessons on how they have been used, and their strengths and weaknesses – would help 
strategic advisers and HQ technical staff better respond to partner needs.  One way to do this 
is to draw up simple “how to” guides, no more than two or three pages long, setting out the 
main headlines, definitions and things to look out for.  These guides could cover mentorship, 
leadership training, digital census support, various aspects of data science support (see 
below), etc. 

R8: Common approach to data science support 
Data science support is one of the most in-demand capacity building interventions offered by 
ONS (the Rwanda partnership is almost exclusively focused on data science).  ONS, through 
the Data Science Hub and otherwise, has been quite successful in providing this support to 
partners.  However, there are areas where the approach could be tightened up and better 
coordinated, including: 
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• More clarity on terminology - what is data science, and how does it relate to “modern 
statistics”? 

• Clearer terms of reference and division of labour for the various ONS/DS Hub staff 
engaged in helping one NSO (in data science policy, strategy, technical, training roles 
etc).  In practice, it seems to have worked itself out as individual members of staff (who 
are talented and capable) ‘designed’ their roles once in post and did what they deemed 
useful. 

• How to identify and deliver data science TA needs, including what is feasible and 
appropriate linked to a logic model or ToC; in data science what an NSO wants is not 
necessarily what it needs (e.g., complex modelling such as machine learning vs more 
basic automation). 

R9: Strengthen systems for sourcing and delivering short-term TA 
The ability of IDT to deliver relevant, high quality short-term TA, drawn from across ONS (and 
occasionally the wider GSS), is a key strength of the operating model.  This TA has delivered 
valuable support to partner NSOs which has been acknowledged by recipients.  However, 
while valuable, the volume of TA is relatively small compared with the overall size of the 
programme, and there have been some challenges in providing it.   

Identifying suitable individuals to provide TA, motivating them to engage and their direct 
managers to release them, and provide follow up support - can be time consuming for both 
strategic advisers and HQ managers.  A considerable investment of time and resources is 
required to prepare a newcomer to international development to provide in-country TA. This 
investment may be difficult to recoup if an individual only provides one or two week’s input  - 
even of very high quality - before returning to their regular job.  ONS recognise additional 
benefits arising from TA, in particular for individual job satisfaction and personal development 
- and these are no doubt important but probably do not shift the value for money case very 
far. 

There is scope for TA provision to be significantly expanded, but to do it cost effectively will 
require strengthened and more streamlined systems for sourcing and delivery.  Aspects to 
address include: 

• Standard system for sourcing - e.g., roster or list with pre-qualification.  Build on existing 
evolving models (e.g., in communications).  Standardise across different ONS providers 
including Data Science Hub and IDT 

• Encourage repeater TA to recoup investment 

• Get development provision into departmental and individual targets to motivate staff to 
provide TA, and critically middle management to support it.  Help develop, and report 
into, accountability frameworks for these targets. 

• Look at benefit flow to the sourcing department: budgetary, status, staff development 

• Look at expanding the TA pool across the wider Government Statistical Service  - raising 
the profile of IDT outside ONS 

• Actively use former TA as ambassadors for ONS international development work 

• Develop a community of practice for statistics international development 
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• Recognise and exploit TA (especially short-term secondments, 2-3 months) as a 
recruitment avenue; de-risking the transition to a development role (“try before you 
buy”) 

• Expand in-house TA capability, with additional full time technical positions within IDT, 
when/if the volume of work justifies the cost.  One option would be to provide the 
opportunity for shorter postings (e.g. 1 year) so that staff do not initially have to make a 
fundamental career shift to international development, and can remain up-to-date with 
statistical technical developments. 

R10: Review delivery models for increased value for money 
Value for money is generally assessed against the “4 Es” of equity, effectiveness, efficiency 
and economy.  With regard to equity, there is scope for IDT to have a more explicit focus on 
gender and diversity in its programming (see Section 8). 

Overall, the programme appears to have delivered value for money in terms of effective 
delivery of its objectives and economic use of resources.  IDT has delivered the programme 
efficiently, with competitive ratios of support: technical delivery staff.  But there is still  scope 
for increasing efficiency going forwards, which would have several advantages: ONS could 
make efficiency arguments to support budget applications, and be able to deliver more to its 
partners for a given level of resources.  This could be a virtuous circle, as a larger programme 
would in term generate economies of scale, as support systems are standardised and 
learning-curve effects kick in for technical delivery in the field (including standard products 
such as training courses).  Some options to consider for increased efficiency are: 

• Increasing volumes of TA provision using streamlined systems to get economies of scale 

• New delivery models such as Namibia, using a national with ONS experience as the in-
country coordinator/lead – may be cheaper and more sustainable than a full-time SA 

• Coordination with ODI - facilitating deployment of ODI fellows to leverage ONS support, 
possibly providing funding to ODI for the UK costs of ODI statistics fellows (but note that 
ODI fellows work for partners and should be independent of HMG ).  

• Building the international development skills of ONS staff offers benefits to the 
individual and to ONS more widely.  But it is only an investment in the future efficiency 
of development work, if they continue to do development work. The development 
return on the investment could be enhanced with clearer international development 
career paths and staff retention. 

• Review different components of the overall ONS international development offer, 
including for example DS R&D work, to confirm it is efficiently and effectively supporting 
the wider strategy (which can of course include support to FCDO) 

• Consider using local consultants to complement UK sourced TA - daily rates can be good 
value and sourcing less time consuming.  Value is added locally and ONS can benefit 
from their knowledge of local political context - but quality assurance can be a concern 

R11: Further develop partnership concept 
Being an institutional partner of ONS is highly valued by developing country NSOs.  For ONS 
advisers it confers a “convening power”, opens doors for development engagement, creates 
opportunities for mentorship and gives advice and training more weight to help make 
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changes sustainable.   These benefits are shared by only a small number of other national 
statistics offices who provide development assistance, and confer a substantial VFM benefit 
to ONS services compared with a commercial contractor.   

But “partnership” is a term which risks being devalued if it is used too frequently and 
broadly.  We recommend further developing the partnership concept with respect to a 
relatively small set of core long-term relationships where ONS provides a broad range of 
support, and having a separate category - perhaps termed “client NSOs” - where ONS is 
providing shorter term or more prescribed inputs.  There would be no restriction on an NSO 
graduating from client to partner status - indeed this could be a valuable entry route to 
partnership as relationships are strengthened. 

Criteria for partnership status would need to be developed, but could include: 

• Partnerships should be at a senior institution level between the NSO and ONS, not just 
with IDT 

• While partnership development activities would largely be funded by ODA, the 
NSO/ONS partnership should be a long-term commitment and not be dependent on the 
availability of ODA budget 

• Partnerships should where possible be two-way: not just a flow of aid from ONS to the 
NSO, but an opportunity for the NSO to contribute to ONS also. For example, assisting 
senior NSO staff to visit UK to study ONS practices and present on their own experiences 
which may be relevant to UK thinking on the use and development of statistics in a 
developing context (for example there are data science applications in some developing 
countries ahead of what the UK is currently doing).  Bringing more junior NSO staff into 
UK on secondment can also have pay off in terms of relationships and VFM delivery (for 
example in Namibia). 

• If adopted the partner/client categorisation could replace or complement the current 
tier 1/tier 2/flexible fund categories. 

The benefits of partnerships to ONS and more widely to the UK Government and private 
sector could be explicitly identified in programme targets, measured and communicated (as 
for example happens with the Prosperity Fund.) 
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6 Cross-HMG working 
ONS has necessarily worked with other UK government departments (OGDs) to deliver PMOS, 
principally FCDO in the UK and in-country, and with OGDs that have similar partnership 
programmes in developing countries including HMRC.  This cross-HMG working has enabled 
ONS to benefit from others’ experience in the design and delivery of international 
development programmes involving institutional capacity building in a technical context.  It 
has enabled ONS to open doors for policy engagement between FCDO Post and partner 
governments, and raised the profile of statistical capacity building in UK country plans.  It has 
strengthened the support that ONS is able to provide centrally to wider UK development 
programming especially for data science and SDG monitoring, and it has enabled ONS to 
access new funding sources, notably CSSF. 

In this section we review experience with this cross-HMG working, and recommend ways for 
it to be further strengthened. 

Strengths – cross-HMG working 
ONS appears to be well engaged and well regarded by FCDO in the UK and in-country.  We 
received very good feedback from FCDO post and centrally. 

Aligning to wider HMG work has been a priority from the start. The PMOS programme was 
designed to align with FCDO priorities, to add value to and take forward some of FCDO’s or 
its partner’s initiatives that, because of size or value could not have been taken forward 
otherwise.  FCDO recommendations in early annual reviews steered the programme to align 
better with wider UK work in-country and these recommendations were heeded. 

The programme has progressively increased its engagement with FCDO posts, raising the 
profile of statistics development, feeding into cross-HMG planning, and helping to strengthen 
relationships between NSOs and post. Examples include: Rwanda where ONS supported, and 
coordinated OGD input, into the UK country plan; in Kenya the IDC team has secured 
commitment from the BHC to actively support implementation of part of the Ministry of 
Labour and Social Protection’s Inclusive Data Action Plan and built FCDO confidence in KNBS; 
and in Ghana, ONS has strengthened relationships between the BHC and the Ghana Statistical 
Services.  

The programme has engaged strongly with former-DFID workstreams in FCDO,  particularly 
centrally where it has added value to FCDO work (e.g., Data Science Hub, SDGs, DART, 
GPSDD). FCDO has very much appreciated the collegiate working relationship with ONS 
towards shared objectives, in particular  taking forward HMG objectives on SDG data, where 
there was a joined up approach for messaging to senior management and ministers.  

ONS has been open to learning from (and sharing with) other P2P initiatives across HMG 
and has adapted the way it works in the light of others’ experience – particularly HMRC  – and 
made the most of support through the Government Partnerships Initiative (GPI).  

Challenges – cross-HMG working 
Engagement with FCDO in-country can be a little ad hoc. For example, the IDC team’s 
engagement with the FCDO in Kenya (and in Colombia) was very productive but, in other 
countries where interest from FCDO is not so strong it can be difficult for the IDC team to 
understand the political economy and build the relationships with wider government and 
other stakeholders it needs. In Jordan, communication with FCO and the CSSF team proved 
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problematic, which partly contributed to the very long delays in approving funding. Making 
FCDO contacts in new countries is often done on a personal contacts level rather than through 
a pre-agreed process or channel.   

It has become more difficult for ONS to maintain relationships with OGDs conducting P2P 
capacity building work overseas, following the defunding of GPI’s role supporting P2P work 
across HMG,  

Engaging with the wider GSS (i.e., HMG statistics cadre outside ONS) to provide expert TA 
to the programme has proved challenging. It will be key to a stronger cross-HMG offer to 
prioritise building those relationships, particularly in departments with high relevance to 
HMG’s development priorities (health, education, environment) so as to position ONS as the 
lead “go to” agency for statistical capacity building 

Opportunities – cross-HMG working 
Responding to wider HMG priorities. The new HMG framework for international 
development presents ONS with a narrative around which to weave its offer and structure its 
core areas of work. It needs to be politically astute in how it does this and bear in mind wider 
HMG priorities (e.g., trade, security and stability relationships and issues). 

Value of peer-to-peer partnerships.  P2P working as a way to share and promote UK expertise 
is still valued across HMG and needs to be highlighted as a core element of the ONS offer – it 
is a major selling point. 

Filling gaps in international development statistics capacity. ONS should be alert to 
opportunities to promote its ability to fill gaps in FCDO expertise - particularly relevant where 
budget cuts have resulted in FCDO losing staff and programmes. 

Reframe the FCDO relationship. With ONS bidding for its own ODA funds, there is an 
opportunity to reframe the programme’s relationship with FCDO. It will continue to be an 
important one (for alignment, profile-raising, logistical assistance and collaboration) but 
perhaps more on a consultative rather than accountability basis. It is debatable how much 
HQ collaboration will add to country-level relationships given the shift of strategic (and 
financial) leadership to FCDO Posts.  In that light, the promotion and leadership of cross-HMG 
working in-country should remain a priority for strategic advisers and country teams. 

Engage in and steer the P2P community of practice.  The P2P network is in a period of change 
and is open to active participation of members wishing to keep it going and help shape it into 
a useful forum. FCDO-funded Government Partners International (GPI) support for the P2P 
community of practice network has now ceased and ONS engagement has faltered, at least 
at HQ level (in Ghana there has been sharing of experience with HMRC). Global Partners 
Governance (a private consulting firm) has taken on the coordination of the network in the 
past few months and are keen for members to help shape it and revitalise it. There is an 
immediate opportunity for ONS to take part in this process. This is not purely a government 
network and includes private sector and civil society. There may be useful learning for ONS 
from non-governmental sources. However, if a dedicated governmental network is more 
useful, there does appear to be some appetite, from PHE for example, for such a group. 

 



PMOS Review: Final Report 

 36 

Risks – cross-HMG working 
ONS tends to be a small player in-country compared with other active OGDs. Unless it 
engages proactively with FCDO in-country it may miss opportunities to benefit from, and 
contribute to, local cross-HMG planning.  But it can “punch above its weight” by leveraging a 
strong relationship with Post (e.g., in Rwanda, the ONS Strategic adviser represented all OGDs 
in the FCDO country planning exercise). 

 

Recommendations – cross-HMG working 

R12: Raise ONS profile with FCDO and across HMG 
Combine forces with the International Relations team to position ONS as the “go to” agency 
for international statistical strengthening on UK development priorities – including climate 
change, health, girls’ education - with FCDO but also more widely across HMG.  There are 
opportunities to position ONS as a leader in this field, particularly given the gaps in expertise 
that FCDO is experiencing due to budget cuts.  One option could be a series of “data in 
development masterclasses” for senior civil servants, FCDO centrally and Post, and other 
agencies such as UN and World Bank. 

R13: Systematise HMG engagement 
Establish procedures / channels with FCDO HQ for IDT, DS and SDG teams to access contacts 
and advice to support work in new countries and reduce reliance on personal networks which 
are not sustainable should individuals move on.  

R14: Build a P2P community of practice 
Fill the gap left by GPI de-funding, approaching OGDs around country partnership work and 
form (and lead if possible)  “a coalition of the willing” e.g., in Rwanda where ONS, HMRC and 
NAO are all pursuing P2P. 

Explore opportunities to share learning on P2P working and capacity building across 
government and the private sector in the UK, initially at least through the current GPG 
leadership. This would not only support lesson learning but also profile raising within HMG.  

The P2P network is a broad church with both public and private sector members. There may 
be appetite for a sub-network of like-minded government agencies and departments that 
could be used to share lessons with e.g., PHE, HMRC.  
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7 Monitoring, evaluation and learning 

Development of the monitoring, evaluation and learning (MEL) system 
The PMOS logical framework (log frame) and supporting monitoring system has been 
developed over time to increasingly reflect the flexible and adaptive nature of the 
programme, mainly through adding and amending indicators as workplans developed and by 
refining the methodology for case studies (stories of change).  Weighting of outputs was also 
changed once the level of inputs became clearer.  

Even so, some results were not being captured – for example changes to Tier 1 workplans to 
reflect changes in context and Tier 2 work such as Jordan that did not develop as planned but 
nevertheless delivered results. To address this, basket indicators were adopted permitting 
more efficient support to adaptive programming (fewer and less frequent changes required 
to the log frame) and more effective capture of results whether foreseen or not (basket 
indicators capture results without specifying up front where they will be achieved or what 
they will look like in detail.) 

The use of basket indicators has been developed further in the current log frame that 
supports the one year ONS programme; and log frames (and theories of change) have been 
developed for individual partnerships and flexible facility initiatives. This enables flexibility in 
targets and workstreams in-country to reflect changing priorities and opportunities, without 
the need to amend the programme-level log frame.  

In addition to measuring ONS contributions to partner progress, the FCDO-funded 
programme (PMOS) log frame measured ONS’s increased capacity to undertake international 
development work. VFM indicators proposed by FCDO were reported against in 2020. 

Strengths – MEL 
Overall, the MEL processes and tools are effective and work well to support an adaptive 
and flexible programme. There was effective accountability to FCDO during the life of the 
FCDO-funded programme and to the steering committee.  The programme log frame with 
basket indicators, and partnership and initiative-level results frameworks, supported 
flexibility while helping to reduce reporting workload. 

The programme has invested time in learning from others. The programme learned from 
other governmental capacity building programmes and initiatives – both across HMG 
(including through the NSGI / GPI network) and internationally – at the start, and has taken 
what opportunities it can to continue that learning (see risks below).   And, in turn, ONS 
learning has been shared with other government departments.  Lessons from case studies 
have been particularly useful. 

The ONS has learnt from its experience working with its partners and from partners 
themselves,  building the capacity of staff in the UK and bringing new ideas to ONS core work.   

Case studies (stories of change) have proven an effective means of monitoring and learning 
from a complex and adaptive programme. The methodology for case studies has evolved as 
part of the increasing flexibility of the log frame.  Case studies have been used to evidence 
different levels of change at output and outcome level.  Results have been captured across 
all programme interventions, including on work through and with other delivery partners (UN, 
ILO, DFID etc). Lessons are identified in case studies and shared with other government 
institutions, internationally and also within the team. 
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Challenges – MEL 
MEL is sometimes viewed as a bureaucratic chore and/or an unwelcome assessment of 
individual performance. The concept of MEL and associated tools (log frames, ToC) largely 
comes from the development community rather than core ONS processes.  This is a challenge 
for ONS and can result in MEL being seen as a bureaucratic chore and/or a (potentially 
stressful) scoring of an individual’s performance - rather than a way of understanding the 
context and the changes ONS is supporting, so helping to make better decisions. MEL is 
obviously important for accountability purposes – what was achieved with the resources 
invested – but, if viewed as an add-on to programme delivery, loses much of its usefulness to 
the programme. The full value of MEL is achieved only when it is used to improve programme 
delivery – informing decisions relating to what to do and how to do it.  

The position of capacity building in the theory of change is unclear. There is a lack of clarity 
about capacity building – what the objective is, where it sits in the causal pathway and how 
to calibrate capacity changes that emerge. This issue has also been picked up by FCDO in the 
programme completion review. Capacity building as an end in itself is not helpful, without 
defining what the capacity is being built for and where it is leading. `It is evident from ONS’s 
approach that it knows what capacity is needed to build a modern NSO; however, the MEL 
tools – log frame and ToC - are muddled on this question. The two outcomes in the ToC are 
“improved institutional capacity” and better statistics.  The increased capacity is an 
improvement to do something but the something is not defined. It needs to be clear to ONS 
(and others) what exactly is aimed for, when it has been achieved, and if the programme is 
going off track.   Presumably capacity is being built in order to achieve better statistics; in 
which case improved capacity is a precondition to achieving better statistics and so is at the 
level below in the causal chain – not on par.  

The use of case studies to evidence both output and outcome level changes contributes to 
this lack of clarity about where capacity building sits in the results chain and how significant 
different changes are– although there are benefits to this methodology in terms of being able 
to keep a case study “live” and monitor increasing impact (from output to outcome) over 
time.  

The current MEL design is unsuitable for impact evaluation. We were asked to consider 
whether an impact evaluation would be useful. In our opinion an impact evaluation that 
generated useful learning would not be possible at this time. It would have needed forward 
planning (to identify available data, design impact indicators, set baselines etc) at an early 
stage in the programme, and more clarity on the impact statement and causal pathways. 
Impacts would need to be measurable with some degree of quantification. Currently the 
impact statement is described as; “The production of better statistics, which in turn (i) leads 
to improved user-engagement, (ii) better policies and decision making, and so (iii) improves 
the sustainability of NSOs”.  While it is possible to conceive of quantifiable indicators for this 
impact (e.g., examples of better policies/decisions made on the basis of better data) it would 
first be necessary to examine the logic of the impact chain, for example whether sustainability 
of NSOs is really the final aim – after better policies and decision making.  There is no apparent 
threat that any of the partner NSOs will cease to exist. 

The gender aspects of ONS statistics development work are not adequately captured in the 
MEL system.  This challenge is discussed in Section 8 below. 
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Opportunities – MEL 
There is an opportunity to bring the MEL tools together with the programme’s planning and 
delivery tools. For example, in relation to capacity building, the team’s approach has been 
informed by the PARIS21 capacity building framework. Scoping of several of the partnerships 
has used the OECD capacity assessment framework. By bringing one of these frameworks into 
the programme’s MEL system, the programme could achieve more coherence in its approach, 
and would have a mechanism to target and measure capacity building efforts focused on 
defined, critical, areas of capacity for a modern national statistical organisation. There are 
also opportunities to use MEL tools to better structure delivery processes such as team 
reflection events and intervention review meetings. 

There are opportunities to showcase and measure what the programme is doing on 
gender.  See Section 8. 

 

Risks – MEL 
There is a risk of missed opportunities for improved impact because MEL processes are not 
sufficiently integrated with delivery, so learning is not feeding back into management 
decisions in time for changes to have a useful effect during the life of the programme.  

There is a risk of duplicating others’ errors, or missing out on better approaches because of 
insufficient regular or sustained sharing and learning from other national statistics 
organisations undertaking similar capacity building work (although opportunities have been 
taken when available, they have been piecemeal and often in the margins of other meetings). 
This creates a risk of unnecessary inefficiencies in programme management and approach 
(through not having learnt from others’ successes and mistakes), duplication and potential 
opportunities for collaboration missed. 

There is risk of underrepresenting ONS’s achievements in gender-related aspects of 
statistics development through failure to identify and report results  

 

Recommendations – MEL 

R15: Review theory of change and log frame 
The theory of change and log frame should be reviewed as part of developing an overarching 
strategic framework for ONS international development work (Recommendation 1 in Section 
3).  It will be necessary to: 

• better articulate anticipated impact 

• check the logic of causal pathways at the higher level of the ToC (outcomes and impact) 
and in particular the role of capacity building in achieving programme objectives (see 
also recommendations in the programme completion review on outcomes) 

• if still needed, differentiate changes in capacity anticipated at different levels of the log 
frame to distinguish between output level changes and outcome (or intermediate 
outcome) level changes 
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R16: Develop a consistent framework for specifying and measuring capacity improvements 
Consider using the PARIS21 CD4.0 framework more explicitly in the MEL system to better 
define and measure capacity building measures proven to be essential to modern NSOs 

R17: Clarify use of case studies 
Review the use of case studies and consider how best to distinguish stories of more significant 
(outcome level) change - which should be fewer, robustly evidenced and capable of 
independent validation - from the documenting of activities and outputs / programme 
approaches which may be useful as learning tools (and capable of development into stories 
of significant change should further impact emerge over time). 

R18: Integrate MEL into management processes 
We recommend that ONS better integrate MEL into programme management and delivery 
processes so that MEL becomes a learning tool as well as an accountability tool - MEL is not 
just for end-of-period reporting but also for informing (and improving)  delivery.  

We were asked for more detail on this recommendation following the review workshop, so 
we expand below. 

We are not suggesting that ONS adopt new M&E tools; rather ONS use the tools already in 
use for accountability purposes – log frame, theory of change – to better support an adaptive 
approach. There should be opportunities to learn while the programme is being 
implemented, not just afterwards, to improve decision making about what is done and how. 

Political economy analysis (PEA) is another useful MEL tool (alongside the log frame and 
ToC).  The programme already uses it – formally during scoping and more informally during 
implementation. 

As this GLAM (Global Learning for Adaptive Management) blog of last year points out - it is 
not the MEL tools or approaches per se that are the magic bit, but how they are 
used https://medium.com/@glam_7768. The blog talks about MEL for learning as well as for 
accountability, and using the tools and approaches at hand not only to report results, but also 
to provide the basis for periods of reflection in which the team “intentionally” learns from 
experience and feeds that learning into new decisions. 

IDT already has a structure of (i) regular collective learning events, and (ii) progress review 
meetings with and without their NSO partners. We suggest that IDT continues with these 
meetings but uses existing tools – theory of change, log frame and political economy analysis 
– to structure them.   

For regular internal review meetings of each intervention / partnership we suggest ONS use 
the strategy testing idea developed by The Asia Foundation (TAF). This is a regular, structured 
and documented check-in on how things are going – including updating the PEA, identifying 
results or opportunities for results, capturing lessons, reflecting on whether change is being 
achieved as expected etc.  See here for a very practical paper on how TAF did it in their 
projects https://asiafoundation.org/wp-content/uploads/2015/10/Strategy-Testing-An-
Innovative-Approach-to-Monitoring-Highly-Flexible-Aid-Programs.pdf) and for how it was 
used in the Action on Climate Today (ACT) programme see section 3.4 of the paper “How to 
set up  and manage an adaptive programme” 

https://www.opml.co.uk/files/Publications/8617-action-on-climate-today-act/act-adaptive-
programme-management.pdf?noredirect=1 
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We will also forward a report describing how we adapted the strategy testing approach to 
use in DFID’s Legal Assistance for Economic Reform (LASER) programme. 12 

For IDT team collective learning events we suggest the theory of change as a structure so the 
team can, together, discuss whether their experience in implementing the programme agrees 
with the expected pathways for change set out in the ToC. There are several examples of how 
programmes have done this in the links already given and in the LASER paper. 

R19: Impact evaluation 
We do not recommend an impact evaluation of the programme to date, but ONS should 
decide whether it will want an evaluation of the next phase of its work.  If so, the impact 
evaluation should be “designed-in” from the start. 

R20: Share learning with others internationally 
Explore options for setting up a regular forum to exchange ideas, learning and identify 
opportunities for collaboration with like-minded NSOs carrying out capacity building work 
internationally.  

 
 

 

  

 
12 Work led by Richard Hooper & Deborah Mansfield, when working for The Law & Development Partnership 
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8 Gender 
The PMOS business case clearly sets out the programme’s intentions on gender; ONS will 
work throughout the data life-cycle to ensure women and girls are visible, including in the 
following areas: 

• Methodological standards: ONS will work with partners to ensure data tools include 
what women do e.g., work defined as paid labour; 

• Data production: ONS will work with partners to ensure data collection methods are not 
biased against women e.g., male enumerators used to speak to women; 

• Data analysis: ONS will work with partners to ensure data is disaggregated on the basis 
of sex, age, disability status and geography;  

• Data access and dissemination: ONS will work with partners to improve access to data. 
They recognise the risk of increasing the digital divide, that is the risk of increasing 
inequality, in terms of access and use of information. They will seek to address this by 
building this into the design of their programme; 

• Data use/ application: ONS will work with partners to address gaps in gender data to 
improve understanding of the impact on women and girls in policy, research and 
programmes;  

In practice, the programme has had a less explicit emphasis on the gender aspects of statistics 
development than envisaged in the business case. 

Strengths – gender 
Activities with potential impact on gender equity have taken place.  The programme has 
worked on gender issues through its Tier 1 and Tier 2 partnerships and through the SDG/IDC 
team: 

• The programme funds a full-time post in the SDG team to provide technical expertise to 
institutions developing and implementing Inclusive Data Charters that support 
disaggregated data reporting on the SDGs 

• ONS is  contributing to UK international development strategy goals on gender (girls’ 
education) through IDC support to Ministry of Basic and Senior Secondary Education in 
Sierra Leone Supporting girls' education in Sierra Leone through inclusive data systems 
(data4sdgs.org) 

• Disaggregation of data has been supported in the Kenya and Ghana census work, the 
UNECA census support, the NISR data science hub and work on labour market data. 

• ONS and UNECA have agreed to collaborate on a series of work areas including how to 
improve the collection and analysis of gender statistics and provision of mentoring 
sessions and ONS has worked with UNECA on a report assessing the impact of the 
pandemic on African NSOs’ gender statistics work 

• ONS has developed a Women into Leadership programme to help women meet their full 
potential in NSOs.  
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• Indirectly, there has been work in areas likely to bring benefits to women e.g.  to 
improve the quality consistency and dissemination of statistics on employment and 
productivity 

There has been some learning on gender. The disaggregation of trainee and mentee data by 
sex came about as a result of Python programming training in Kenya. Very few women signed 
up for the training, despite there being a good balance of men and women eligible at KNBS. 
ONS worked with KNBS to encourage more women to join, doubling the number of female 
participants (to 28%) and recognised the value of tracking participation of women in future 
training.  In Sierra Leone, ONS responded to the lack of senior women participation in the 
leadership training programme by developing a Women into Leadership programme which it 
is looking to roll out across other African countries in coordination with UNECA ACS. 

ONS’s diversity and equality policy was followed in internal processes such as recruitment.  

Challenges – gender 
Gender was not explicitly brought into programme design, and the business case for the 
one-year ONS programme is silent on gender. ONS does not have a strategy or vision for 
building capacity in gender statistics internationally despite intentions set out in the original 
PMOS business case that “all work with the ONS will consider the impact on gender equality” 
and “ONS will work throughout the data life-cycle to ensure women and girls are visible…” . 
Gender equity is not explicit in the GSS International Strategy although inclusion is one of the 
four principles that guide the GSS overarching strategy.  

There are missed opportunities to do more on gender.  Although ONS does design and 
conduct work with potential gender equality impact (and achieves results) the approach is 
not fully thought through and impact is not meaningfully measured.  

The programme does not have targets on gender and the gender-related results that it has 
achieved are not well captured by the log frames used: 

• The log frame for the FCDO-funded programme had no disaggregation of indicator data 
by sex (or any other characteristic). The log frame to support the ONS one year follow on 
has one output indicator disaggregated by age and sex relating to training and 
mentoring – a recommendation in the 2020 Annual Review.  

• The only indicators specifically related to measuring gender impact or targeting gender 
are output indicators monitoring progress on supporting the development and 
implementation of Inclusive Data Charters and better disaggregation of data for SDG 
reporting. 

Opportunities – gender 
ONS has the basis for a strategy on gender in the Government Statistical Service Strategy 
2020 – 2025.  One of four core principles is inclusion “Inclusive in our approach to workforce, 
talent management, and the design of data, statistics and analysis. This means ensuring our 
statistics and our workforce reflect the experiences of everyone in our society so that 
everyone counts, and is counted, and no one is forgotten” 

There is no need to develop gender-specific interventions. There are opportunities across 
the programme’s existing workstreams to better integrate gender statistics  e.g., by 
considering gender aspects in  all stages of census work – not just disaggregation of data but 
in data collection, data dissemination and user engagement 
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PARIS21 taking on the secretariat of the Gender Data Network is an opportunity for ONS 
centrally to join up with the work it is currently supporting UNECA to do through the network 
and establish some leadership credentials in this area. 

There is available gender statistics expertise at ONS that the programme is not currently 
drawing on e.g., the Centre for Equalities and Inclusion Team. 

There are opportunities to learn from - and collaborate with - other NSOs with long 
experience and proven methodologies for gender statistical capacity building such as 
Statistics Sweden.   

Opportunities to lead on gender in ONS partnerships will depend on other ongoing 
programmes and players and their respective expertise. ONS may not have a comparative 
advantage where agencies with long experience on working with gender statistical capacity 
building are already engaged.  

Risks – gender 
There is a risk of a disjoint between the work of the programme’s Inclusive Data Charter 
team and the rest of the programme and missed opportunities to bring the two threads of 
work together around inclusion and gender. The Kenya work demonstrates what can be 
achieved where ONS’s NSO partnership work is linked with the IDC work. A structured 
exercise of forward planning and joint strategizing with IDT and the SDG team has the 
potential to amplify and sustain the impact of the IDC work across the partner governments 
and also embed inclusive approaches and gender statistics in the partnership work.  

There is also a risk of under-reporting gender results. The log frame does not adequately 
capture or target gender impacts. For example, support to one (of three) of the IDC 
secretariat team is likely enabling results over and above those achieved by the funded 
individual alone. At present only the latter is reported.  

 

Recommendations – gender 
The programme needs to tell the story of what it does on gender better. It needs to make 
sure that gender considerations are embedded in all of its work where relevant, to reflect 
ONS’s reputation as a modern statistics agency. The programme should also decide whether 
it would like to do more on gender but, whether it does more or not, it needs to adopt a more 
strategic approach to supporting gender equity - to bring it into line with other aspects of its 
work.  Our recommendations for a more strategic gender approach are set out below. 

R21: Develop strategy and plan for integrating gender into programme design and delivery 
It is important for the programme to become more intentional and strategic on gender (and 
consider doing the same for inclusion more broadly) including alignment with HMG’s 
development priorities.  The strategic vision for gender in ONS’s international development 
work (or inclusion more broadly) should sit under the GSS Strategy (with inclusion a core 
principle) and the GSS International Strategy (currently silent on gender and inclusion).  It 
should explicitly position ONS at the forefront of statistical work supporting gender aspects 
of HMG international development priorities such as girls’ education, impact of climate 
change and biodiversity loss, health etc. 
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ONS can draw on the PARIS21 framework for data and statistical capacity gaps for better 
gender statistics (https://paris21.org/node/3286) for resources, examples and ideas and help 
in ensuring a standard approach for integrating gender into new and ongoing projects.  

Potential strategies and activities for integrating gender in ONS’s interventions include: 

• Assessing demand for gender statistics amongst NSO officials and statistics users in 
country e.g.,  line ministries, agencies or civil society organisations producing and using 
gender-specific information. What is needed and by whom? What data is already 
collected or analysed and by whom? (PARIS21 has developed questionnaires to help) 

• Supporting NSOs to create demand for gender statistics by identifying opportunities to 
showcase the kind of information that can be collected and how it can be analysed and 
used e.g., through censuses or new government policy development. 

• Supporting an existing - or promoting the setting up of - a national forum on gender 
statistics. PARIS21 is advocating the creation of an inter-agency group on gender 
statistics in each country, comprising the main producers and users of gender statistics 
at national level.  

• Identifying national and institutional priorities on gender and aligning workplans with 
them.  

• Aligning with FCDO global and country priorities on gender 

R22: Bring IDC work closer to other programme strands 
This will  help integrate gender inclusion issues better across the programme and, in turn, add 
value to the IDC component  - helping to support and sustain its impact in-country 

R23: Disaggregate indicators and targets and consider new gender specific indicators  
Disaggregate more of the existing indicators and targets in the log frame (e.g., case studies) 
by sex, and consider including new gender specific indicators.  Better measure and describe 
the programme’s results in terms of impact on gender equity, so that ONS’s efforts are not 
underrepresented.  

R24: Draw on gender expertise from across ONS  
There is a great deal of gender expertise across ONS that could help review and add value to 
the design and delivery of development programme interventions.  This should include but 
not be limited to: the IDC, SDG data teams and the Centre for Equalities and Inclusion teams. 
IDT, and particularly the country partnership teams, should familiarise themselves with the 
gender expertise available on these teams.  

R25: Work with partners to share the workload on gender issues. 
ONS does not have to deliver on all gender-related aspects of statistical development itself. 
For example, it can use its partnership with UNECA to amplify and sustain work on gender 
statistics through its to support member states.  ONS can also work on an efficient division of 
labour with other NSOs with specialised gender statistics development expertise, such as 
Statistics Sweden.  ONS could achieve some of its gender targets by delegating aspects of 
gender intervention to another NSO, in return for ONS support in other areas.    
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9 Assessment against OECD DAC evaluation criteria 
In this section we provide our assessment of the programme against the five OECD DAC 
evaluation criteria (which comprise the top row of the review framework, Figure 1 above).  
This assessment is based on the findings set out above and does not include new information; 
rather it analyses the information in a different way.   

Relevance 
The programme has been highly relevant to the capacity building needs of national statistics 
offices in developing countries. Relevant interventions were identified, implemented and 
quality assured.  ONS provided expertise relevant to partner needs (e.g., in leadership 
training, mentoring, data science, censuses) with a good balance between strategic advice, 
institutional capacity building and technical support.  Support was relevant to overall UK 
international development priorities, and performance indicators provided relevant 
information on progress (though insufficient on gender aspects).  In some cases, there were 
significantly different expectations between ONS and the partner as to support priorities, but 
these issues have mostly been resolved during implementation. Equity issues – especially 
gender – were well identified in design, but not given sufficient prominence during 
implementation. 

Coherence 
Interventions have mostly fitted well with partner government plans and other 
development partner support, and wider UK government priorities. The programme 
generally coordinated well with partner governments, other development partners and HMG 
in UK and Post, though the last relied on personal connections and should be more systematic.  
In one case, problems engaging with Post (Jordan) led to long delays in funding and disruption 
to the programme.  ONS operated effectively in developing country contexts, though logistical 
arrangements were initially problematic.  Interventions were coherent with partner plans and 
priorities, and worked with other HMG programmes where appropriate. MEL considered 
related programmes that benefited from PMOS support.  There could have been a more 
deliberate division of labour with other development partners in specific areas, particularly 
gender, to address gaps, and more scope for partners to participate in overall programme 
design and direction. 

Effectiveness 
The programme has been effective at achieving its objectives.  The governance, 
management and operations of the programme were effective at delivering and measuring 
intended results.  A flexible approach enabled problems to be identified and interventions 
adapted.  ONS exceeded the expectations of FCDO in its capabilities to be an effective 
provider of international development.  In addition to delivering specified outputs, there is 
some evidence that the programme influenced longer-term change in partner NSOs (e.g., 
through strengthening UNECA ACS; and digital census expertise embedded in KNBS that is 
now being transferred by KNBS to other NSOs).  The programme was mostly effective at 
understanding and responding to geographical and local political contexts, but there was 
often a long learning-curve especially where advisers did not have prior experience of the 
country.  The programme was not explicit enough in addressing the different needs of men 
and women. 
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Efficiency 
The programme has used resources well, but there is scope for increased efficiency in 
future. Technical delivery: support staff ratios compared well with commercial contractors 
and other HMG providers of international development.  VFM indicators were not reported 
until late in the programme but targets were largely met.  International comparisons suggest 
scope for further improvement, largely from more systematised approaches and economies 
of scale.  Better links between MEL learning and programme decision making could also help 
improve efficiency. 

Impact 
Impact was not assessed during the review.  The review considered the value of a possible 
separate impact evaluation, and concluded that it would be unlikely to contribute further 
useful learning at this time.  If ONS want an impact evaluation of the next phase they should 
start planning for it now.  The MEL system is robust and uses appropriate techniques to 
measure progress in an adaptable programme, and ultimately to assess impact - subject to 
clarifying causal pathways and identifying suitable indicators and baselines.  

Sustainability 
A significant proportion of changes supported by the programme are likely to be 
sustainable. It is too early to assess whether capacity improvements will be sustained in the 
longer term, however the programme approach – especially the investment in long-term 
peer-to-peer partnerships – makes it more likely they will. 
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10 Next steps  
In this section we suggest ways in which ONS can feasibly take forward the 25 
recommendations in this report.  We recognise that human and financial resources are 
limited, and to some extent uncertain pending outcome of the spending review.  We 
appreciate that ONS – especially IDT – have many other operational demands on them, and 
the effort allocated to implementing our recommendations should be proportional to the 
likely benefit. 

Prioritisation of recommendations 
It will therefore be important for ONS to prioritise its response.  To help this prioritisation, we 
have considered two dimensions: 1) the importance of a recommendation (i.e., the likely 
benefit to be gained and/or cost avoided); and 2) the difficulty of implementing it (i.e., the 
likely management and staff time required, cost, and risk of failure).   

Recommendations that are both important and relatively straightforward to implement 
should clearly be priorities; while less important, more difficult, recommendations could be 
put on the back burner.  Important but difficult recommendations need to be considered very 
carefully, and probably subject to further analysis before proceeding.  Recommendations that 
are of lower importance but easy to do, could help kick off the process as they are likely to be 
low risk and could be delegated, taking little senior management time. 

The result of our analysis is below.  Within categories, recommendations are in numerical 
order and are not prioritised.  Further details on each recommendation can be found in the 
relevant section above or in Annex E. 

This is only a first cut, and ONS is likely to want to adjust priorities as they consider the 
implications of our recommendations. 

Important and relatively straightforward to implement 

R4: Systemise international development career progression in ONS 
R5: More systematic long-term engagement approach 
R6: More clarity on role of Strategic adviser 
R12: Raise ONS profile with FCDO and across HMG 
R13: Systematise HMG engagement 
R15: Review theory of change and log frame 
R16: Consistent framework for specifying and measuring capacity improvements 
R17: Clarify use of case studies 
R18:  Integrate MEL into management processes 
R21:     Strategy for integrating gender into programme design and delivery 
R23: Disaggregate indicators and targets and consider new gender specific indicators  
 

Important but more difficult to implement 

R1: Develop an ONS International Development Strategy 
R2: Establish a new governance structure for ONS international development work 
R3: Review the management structure of IDT 
R9: Strengthen systems for sourcing and delivering short-term TA 
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Less important but fairly easy to implement 

R7: Develop simple “how to” guides on capacity building products and services 
R8: Common approach to data science support 
R11: Further develop partnership concept 
R14: Help to build P2P community of practice 
R20: Share learning with others internationally 
R22: Bring IDC work closer to other programme strands 
R24: Draw on gender expertise from across ONS  
 

Less important and more difficult to implement 

R10: Review delivery models for increased value for money 
R19: Impact evaluation 
R25: Work with partners to share the workload on gender issues 
 

 

Tasks, timelines and responsibilities 
We set out below our suggestions for the next steps. 

 

Task Approximate 
timing 

Responsibility 

Review  the prioritisation of 
recommendations (using the approach 
above or otherwise) and make a plan to 
implement the highest priorities, with 
clear targets and responsibilities for: (i) 6 
months’ time (start of FY2022) and (ii) 
end 2022. 

End Oct IDT to coordinate, working 
closely with ONS 
management and FCDO 
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Annex A: Terms of reference 

Review of the Office for National Statistics (ONS)/Foreign 
Commonwealth and Development Office (FDCO) Programme 
for the Modernisation of Official Statistics 
 
Purpose  
The purpose of the review is twofold: 

1. Examine what has been achieved through the programme 
2. Develop recommendations for the ongoing implementation of ONS 

international development work. 
 
Outputs 
The review team will need to produce: 

• An inception report, including a communications plan and delivery 
timescales; 

• A draft report (not exceeding 60 pages, excluding annexes). The report must 
include an executive summary that will provide an overview of the report, 
highlighting the main findings, conclusions and recommendations. 

 
Audience 
The main audience is the Programme Steering Group. The findings will also inform 
other donors and development partners working in statistical modernisation. 
 
Budget 
We expect this requirement to take in the region of 40 to 60 days. The maximum 
number of days for this contract is 60. It is expected that the evaluation will be 
conducted remotely. 
 
Key aspects to be included in the review 
The review should assess the following: 

• The governance and management structure of the programme: are they fit 
for purpose and effective? 

• The operating model and practical aspects of programme implementation: 
How efficient and effective are our practices? What could be improved? Does 
it offer good value for money? 

• The ONS expertise: does the ONS have the right tools and expertise to 
undertake this work? How have these developed over time? Are there any 
gaps? 

• The programme approach: is our approach helping to build capability and 
capacity in partner organisations? Is it likely to achieve sustainable outcomes 
in an effective way? What steps are being taken by the programme to ensure 
there is adequate room to operate and influence change in national statistical 
offices? Are these effective? Are these monitored and evaluated in a robust 
way? Is the right balance being struck between technical statistical capacity 
building and institution building? 

• Alignment to wider government priorities and relevant programmes in 
other government departments. How has this programme been supported or 
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undermined by other UK government programmes? Identify broader lessons 
on working across UK government. 

• Geographical context: to what extent is the current programme taking 
country context and needs into consideration and what steps are being taken 
to deliver proportionate interventions in response? How well do the 
partnerships take account of the political context at country level? How well 
does the current operating model take into account other work which may be 
going on within the country?  

• The programme’s monitoring and learning practices and the extent to 
which the programme can be evaluated in a reliable and credible manner. 
This assessment will be used to determine whether an impact evaluation 
would be desirable at a later stage. 

• Where possible and appropriate, the consultant(s) should consider how the 
ONS programme has addressed gender issues.   

 

Proposals should not exceed 10 pages.  
Bidders must include CVs of all proposed team members and their roles. The use of 
national experts would strengthen a proposal, but is not essential. 
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Annex B: Participants in review workshop  
 

ONS/FCDO 

Emily Poskett (Head IDT) 

Rachel Beavan (FCDO) 

Phil Cockerill (FCDO)  

Tim Harris (Data Science Hub) 

Tom Wilkinson Head of Data Science (FCDO) 

Marina Wright (IDT) 

Garnett Compton (SA UNECA) 

Jenny Fletcher (IDT) 

Bex Jakeway (IDT) 

Byron Kalies (IDT) 

Mike Bolton (ONS SDG team) 

Ann Corp – (ONS SDG team) 

Claudia Donati (IDT) 

Kay Bosanko-Sheady (IDT) 

Caroline Wangeci (SA Kenya) 

Theodore Joloza (SA Rwanda) 

 

Review Team 

Richard Hooper 

Deborah Mansfield 

Zsolt Kiss 
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Annex C: People interviewed 

Name Organisation Position 

Joseph Crispell Data Science Hub Data Scientist 

Tom Wilkinson Data Science Hub Head of the Data Science Hub 

Tim Harris Data Science Hub International Programme Manager 

Martine Wauben DHSC Lead Data Scientist (formerly secondee 
to NISR Rwanda) 

Joanne McFadden FCDO Senior Statistics Adviser 

Phil Cockerill FCDO Statistics Adviser 

Neil Jackson FCDO Chief Statistician 

Rachel Beaven FCDO Head of Data for Development Team 

Paula McLead*  FCDO Head of Profession - Statistics 

Martin Dyble* 
 

FCDO Formerly DFID Statistics Adviser in 
Ghana, Zambia and Ethiopia 

Mark Dunn* 
 

FCDO Statistics and Evaluation Adviser - DRC 

Claire Giry* 
 

FCDO Statistician, Sexual and Reproductive 
Health and Rights Team 

Madeleine Garlick FCDO   Ambassador to the African Union (Addis 
Ababa) 

Angelica Allotey FCDO Ghana Program Officer, ONS-GSS Partnership 
Programme 
 

Nikolai Hutchinson FCDO Kenya Senior Governance Adviser 

Adam Drury FCDO Rwanda Head Political & Governance Team 

Najem Ghraibeh FCDO Jordan Economic Policy Officer, Economics & 
Prosperity Team 

Aya Saidi FCDO Jordan Project officer 

Samuel Anim Ghana Statistical Service Government Statistician 

Emmanuel Cobbinah Ghana Statistical Service Coordinator Donor Programs and 
Partnerships 

Omar Seidu Ghana Statistical Service Demographic Statistics & SDGs 
Coordinator 

Emily Death Global Partners Governance Director 

* Person was met in the consultative meeting of FCDO statistics advisers organised by Philip Cockerill as part of 

the project completion review, and not interviewed one-on-one 
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Name Organisation Position 

Davis Adieno Global Partnership for Sustainable 
Development Data 

Director of Programmes  

Leila Brosnan Government Partnerships 
International 

International Adviser, Global Learning  

Kevin Miles Health Education England Director Global Health Partnerships 

Rachel Hughes HMRC Head of Capacity Building Unit 

Deborah Lock  HMRC Head of International Relations 

Ann Muthoni Mburu Kenya National Bureau of 
Statistics 

Director Corporate Services 

Ben Avusevwa Kenya National Bureau of 
Statistics 

Director Statistical Coordination and 
Methods. 

Macdonald Obudho Kenya National Bureau of 
Statistics 

Director General 

Ivan Murenzi National Institute of Statistics 
Rwanda 

Deputy Director General NISR 

Jean-Claude Nyirimanzi National Institute of Statistics 
Rwanda 

Director of Research for Statistical 
Methods 

Ottilie Mwazi Namibia Statistics Agency Deputy Statistician General  

Tulimegameno Amutenya Namibia Statistics Agency Data Processing Manager  

Robin Sherbourne Overseas Development Institute Head ODI Fellowship Scheme 

Garnett Compton ONS Strategic adviser UNECA ACS 

Sophie Alfar ONS Former Strategic Advisor GSS Ghana 

Byron Kalies ONS Training Manager IDT 

Robin Youll ONS Former head ONS IDT 

Caroline Wangeci ONS Strategic adviser KNBS Kenya 

Rose Drummond ONS Former Strategic adviser NISR Rwanda 

Helen Fox ONS Former Strategic adviser DoS Jordan 

Rebecca Jakeway ONS Communications Adviser IDT 

Edward Morgan ONS Head, Census Analysis Coordination 

Kay Bosanko-Sheady ONS Senior Project Officer IDT 

Marina Wright ONS  Deputy Head IDT 

Matthew Wellspring ONS Graphic Designer, Strategic 
Communications & Campaigns Division 

Nicola Shearman ONS Head ONS international 

Emily Poskett ONS Head ONS IDT 
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Name Organisation Position 

Jennifer Fletcher ONS Senior Project Officer 

Mark Gautrey ONS Deputy Head IDT 

Mike Bolton ONS SDG team 

Nick Palmer ONS Global Jobs Statistician 

Joanne Evans  ONS Head of International Collaboration, SDG 
Team 

Ann Corp ONS Lead UK SDG Platform, SDG Team 

Rasmus Larsson Statistics Sweden Statistics Adviser, Kenya 

Oliver Chinganya UNECA ACS Director 
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Annex D: Full list of recommendations 
All recommendations from the report are reproduced in numerical order below. 

Governance and management structure 
ONS has successfully developed a flexible and adaptive governance and management 
framework for implementing the PMOS programme.  The structure has enabled the 
programme to achieve its objectives and provide accountability to FCDO and other 
stakeholders. 

ONS now needs to adapt and develop its governance and management arrangements to meet 
its changing development role. The transition is already underway and we recommend that 
the following governance and management reforms are prioritised. 

R1: Develop an ONS International Development Strategy 
ONS as an institution has made a commitment to delivering international development 
alongside its other responsibilities.  This international development work will largely be 
financed through its own ODA budget but may also be financed from other HMG funds (e.g., 
CSSF), other international official development funders, or private philanthropic funds.  

For ONS’s international development work to be impactful and efficient it needs a clear, 
coherent strategic framework setting out what ONS’s international development objectives 
are and how they will be achieved.  An ONS International Development Strategy would 
provide the strategic, budget and accountability framework for all ONS international 
development work.  It would help determine what sort of interventions should be undertaken 
and, critically, to prioritise them and provide a basis for requesting and allocating budgets 
across the organisation.  It would also provide a framework for overarching accountability - 
did ONS achieve what it set out to do with regard to international development? 

The strategy should extend beyond IDT’s own strategic planning, as it needs to encompass 
activities across ONS including the Data Science Hub, SDG team and other departments who 
may receive development funding.  The strategy needs to bring clarity on who does what, and 
how the different parts fit together. The strategy should include international development 
services that ONS provides for other HMG departments; for example, the 50% of the DS Hub 
work that is R&D, primarily for FCDO.  It would also be an opportunity to clarify appropriate 
practice with regard to private development consultancy work undertaken by ONS staff.  As 
the champions for international development within ONS, IDT should be responsible for 
leading the development of the strategy, and form its secretariat. 

The strategy should ideally be normative, rather than responsive; i.e., it should set out a 
coherent intention for ONS as a whole, and provide direction to different departments of ONS 
who are implementing it; rather than attempt to retro-fit a structure to various international 
development initiatives emerging from different sources.  In practice, however, it is likely to 
have both normative and responsive elements, at least initially. 

The ONS International Development Strategy should not exist in isolation. It is important that 
it is positioned within, and leverages, other key strategies including the GSS International 
Strategy and the UKSA Strategy.  In particular, the third pillar of the GSS International Strategy 
- “build” - would appear to be a logical strategic home for ONS international development 
work. 
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R2: Establish a new governance structure for ONS international development work 
ONS should establish a governance structure (e.g., a board) which brings together all 
departments responsible for significant international development work, to oversee the 
implementation of the strategy and provide accountability.  The structure should be 
consistent with existing ONS arrangements for overseeing the work of the organisation; 
international development should be positioned as a core function not an appendix.  The 
structure should also facilitate close cooperation between international development and 
broader international relations aspects of ONS work.  The governance structure should ideally 
have leadership at the highest level of ONS, by an individual with a specific international 
development mandate as part of their explicit responsibilities. 

The institutional form of the governance structure should be subject to further consideration 
by ONS, but it should be directive rather than advisory - and it should be limited to those with 
executive power over the implementation of ONS’s development work to keep it relatively 
small, focused and action-oriented.  Broader engagement with stakeholders, in particular 
FCDO, will be essential for ONS’s strategic positioning as an efficient and effective spender of 
ODA funds.  This broader engagement could take place through a reference group, or advisory 
board, which can be larger and more consultative in nature.  The reference group should also 
include a senior-level representative of peer partners, to contribute design ideas and 
experience from a practical, developing country, perspective (with the widespread use of 
remote meeting platforms this should not be difficult to arrange). 

The proposed new international development governance structure, together with the 
reference group, would replace the PMOS programme steering committee. 

R3: Review the management structure of IDT 
The management structure of IDT has proved effective, but there is scope to streamline it, 
make it more resilient to changes in post-holders, and enable greater systemisation of 
workflow.  It is beyond the scope of this review to develop a new structure in detail, but we 
recommend that IDT review its structure taking into account the following: 

• Reduce the number of direct reports to the Head of IDT to a more manageable number  

• Greater recognition of the importance of the programme management (PM) function as 
being on a par with technical delivery, and clearer functional distinction between 
technical delivery and PM work.  One option would be a Senior Programme Manager 
position with overall responsibility for all PM work reporting directly to the 
Head/IDT.  [Note that this functional distinction should not impede opportunities for 
staff to move between PM and technical roles.] 

• Striking the right balance between technical statistical expertise and international 
development expertise.  Both are key to success, but the ONS’s unique offer is its 
technical statistics excellence (whereas DFID’s, for example, was development 
expertise).  The ONS’s development programme should be technically led, with 
development professionals providing the skills and approaches needed to enable 
technical skills transfer and effective capacity building. 

• Identifying and addressing any skill gaps, particularly related to adaptive programming 
(for example using theories of change and political economy analysis to scope and 
manage programmes) 
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• Clearer reporting lines for strategic advisers into HQ, for technical and programme 
management issues (for example, under whose direction does an SA act, to whom is an 
SA accountable for results, can an SA direct HQ to provide support and if so, who in HQ 
is accountable to the SA for that support?) 

• Specific responsibility and capacity for “new business” acquisition - identifying and 
following up on opportunities for engagement, and undertaking initial scoping.  

• Specific responsibility and capacity for MEL, with the emphasis on learning which can  
aid decision making and improve programming 

Figure 3 (page 22 in the main report)  sets out some illustrative ideas for the IDT management 
structure.  The structures in Figure 3 are not recommendations  but are intended to illustrate 
some of the issues above, and to assist IDT’s own review and development of its management 
structure. The illustrations do not reflect or bear relation to current post-holders, nor do they 
necessarily take into account civil service grade levels.     

R4: Systemise international development career progression in ONS 
It is beyond the scope of the review to propose career paths in detail, but IDT should consider 
developing systematic career guidance for, inter alia: 

• ONS (and wider Government Statistical Service) staff to undertake development work 
for a limited period, with mentoring to support the transition (if appropriate) to full-time 
roles (building on examples of where this has already happened fortuitously) 

• Staff within IDT to progress to field roles, in particular strategic advisers 

• Strategic advisers to progress to HQ international development roles  

• Progression between development roles across OGDs (clearly including FCDO, but also 
HMRC, DCMS, Ordinance Survey etc) 

Career progression would not need to be limited to within IDT only – as this would be quite a 
small pool. There is scope to integrate international development experience and expertise 
into career paths across a wider pool. FCDO would have a key role to play in helping develop 
this career progression, as they provide the professional home for international development.  
For example, by drawing on FCDO (former DFID) job descriptions and career planning tools 
for development staff, and providing mentoring of IDT and other ONS and GSS staff involved 
in development work. 

Operating model & programme approach 

R5: More systematic long-term engagement approach 
IDT has succeeded with an entrepreneurial approach to identifying and following up long-
term engagement opportunities - particular for Tier 1 and larger Tier 2 work.  This has enabled 
a rapid expansion of the programme and led to valuable work done and in process.  But the 
approach carries risks, including reputational risk to ONS and the UK and stress and frustration 
for ONS staff.   The latest thinking on institutional development favours a more 
entrepreneurial approach, with a flexible and adaptive engagement driven by problems which 
matter to the recipient institution (sometimes referred to as “problem driven iterative 
adaption” or PDIA).  But one of the risks of this approach is that it is highly dependent on 
individual personalities and relationships, and may be difficult to sustain as personnel 
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change.  The approach can also induce over-reach where excessive risks are taken on as 
attractive opportunities are pursued. It is also highly dependent on a thorough and up to date 
understanding of the political context. 

IDT should retain the benefits of its entrepreneurial, flexible approach while making it more 
systematic, so the approach is more sustainable as personnel change, risks are mitigated, and 
there are more opportunities for learning from experience.  Key elements of a more 
systematic approach to long-term engagements include: 

• A longer scoping period (3-6 months) rather than just a short scoping mission, at the end 
of which a go/no go decision should be taken.  The scoping period should be explicit in 
the approach, and should have “learning” as a specified output.  It is important that a 
properly considered and evidenced “no go” decision should not be viewed as a 
failure;  valuable learning will contribute to understanding of development challenges, 
staff will have gained experience, and relationships will be built than can be helpful in 
other contexts. 

• A frank assessment of the ability of the partner to absorb support and build sustainable 
capacity.  Initial impressions can be misleading;  DoS in Jordan unexpectedly proved to 
be less resilient to Covid working restrictions than African NSO partners, as DoS staff did 
not have the same facilities or aptitude for online home working as their more tech-
savvy African counterparts. 

• Close engagement with FCDO both centrally and in-country from the start, ensuring that 
relationships and roles are as clear as possible, ONS and FCDO’s objectives are aligned, 
and there is a mechanism to escalate if necessary to overcome blockages. 

• More explicit and regularly updated political economy analysis of relevant actors 
including HMG itself (e.g., whether key decision makers support ONS engagement, and 
will approve funding if relevant) 

• More explicit risk analysis and mitigation strategies, including “no go” criteria 

R6: More clarity on role of Strategic adviser 
The strategic adviser role is a core element of IDT’s operating model and programming 
approach.  IDT identified early on that the role would demand a mix of strategic, 
developmental and statistical skills.  Identifying and recruiting suitable candidates has been a 
challenge, a there are few individuals with the relevant skills and willingness to work in 
potentially challenging developing country environments.  Notwithstanding these challenges, 
IDT succeeded in staffing all positions and the feedback from partner NSOs and FCDO Post 
has been universally positive as to their contribution and impact. 

To further enhance the effectiveness of strategic advisers it would be helpful to: 

• Develop a more systematic engagement approach (see above) 

• Clarify the balance between strategic advice on the partnership programme (e.g., 
identifying need and mediating TA) and strategic advice to the NSO.  We recognise that 
it is a balance and will evolve. Supporting the programme is an essential role for the SA, 
but it may not be good VFM if that is what she/he spends most of her/his time doing 
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• Develop guidance on how to strike a balance between normative and 
responsive/technical advice, especially with regard to FCDO pressures (and 
opportunities) 

• Further strengthening support to SAs in field, including where appropriate in-country 
PM (but ensure a strong business case and avoid duplication with HQ).  

• Provide opportunities for SAs to share learning and discuss problems - create an 
environment where problems are seen as opportunities for engagement, not potential 
failure 

• Develop the MEL approach so that it is primarily seen as a management tool to support 
learning and problem solving, rather than accountability for individual performance 
(though of course robust systems are also required for the latter) – see Section 7. 

• Develop “how to” guides on development products and services (see below) 

R7: Develop simple “how to” guides on capacity building products and services  
Guidance on what products and services are available for statistical capacity building – and 
lessons on how they have been used, and their strengths and weaknesses – would help 
strategic advisers and HQ technical staff better respond to partner needs.  One way to do this 
is to draw up simple “how to” guides, no more than two or three pages long, setting out the 
main headlines, definitions and things to look out for.  These guides could cover mentorship, 
leadership training, digital census support, various aspects of data science support (see 
below), etc. 

R8: Common approach to data science support 
Data science support is one of the most in-demand capacity building interventions offered by 
ONS (the Rwanda partnership is almost exclusively focused on data science).  ONS, through 
the Data Science Hub and otherwise, has been quite successful in providing this support to 
partners.  However, there are areas where the approach could be tightened up and better 
coordinated, including: 

• More clarity on terminology - what is data science, and how does it relate to “modern 
statistics”? 

• Clearer terms of reference and division of labour for the various ONS/DS Hub staff 
engaged in helping one NSO (in data science policy, strategy, technical, training roles 
etc).  In practice, it seems to have worked itself out as individual members of staff (who 
are talented and capable) ‘designed’ their roles once in post and did what they deemed 
useful. 

• How to identify and deliver data science TA needs, including what is feasible and 
appropriate linked to a logic model or ToC; in data science what an NSO wants is not 
necessarily what it needs (e.g., complex modelling such as machine learning vs more 
basic automation). 

R9: Strengthen systems for sourcing and delivering short-term TA 
The ability of IDT to deliver relevant, high quality short-term TA, drawn from across ONS (and 
occasionally the wider GSS), is a key strength of the operating model.  This TA has delivered 
valuable support to partner NSOs which has been acknowledged by recipients.  However, 
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while valuable, the volume of TA is relatively small compared with the overall size of the 
programme, and there have been some challenges in providing it.   

Identifying suitable individuals to provide TA, motivating them to engage and their direct 
managers to release them, and provide follow up support - can be time consuming for both 
strategic advisers and HQ managers.  A considerable investment of time and resources is 
required to prepare a newcomer to international development to provide in-country TA. This 
investment may be difficult to recoup if an individual only provides one or two week’s input  - 
even of very high quality - before returning to their regular job.  ONS recognise additional 
benefits arising from TA, in particular for individual job satisfaction and personal development 
- and these are no doubt important but probably do not shift the value for money case very 
far. 

There is scope for TA provision to be significantly expanded, but to do it cost effectively will 
require strengthened and more streamlined systems for sourcing and delivery.  Aspects to 
address include: 

• Standard system for sourcing - e.g., roster or list with pre-qualification.  Build on existing 
evolving models (e.g., in communications).  Standardise across different ONS providers 
including Data Science Hub and IDT 

• Encourage repeater TA to recoup investment 

• Get development provision into departmental and individual targets to motivate staff to 
provide TA, and critically middle management to support it.  Help develop, and report 
into, accountability frameworks for these targets. 

• Look at benefit flow to the sourcing department: budgetary, status, staff development 

• Look at expanding the TA pool across the wider Government Statistical Service  - raising 
the profile of IDT outside ONS 

• Actively use former TA as ambassadors for ONS international development work 

• Develop a community of practice for statistics international development 

• Recognise and exploit TA (especially short-term secondments, 2-3 months) as a 
recruitment avenue; de-risking the transition to a development role (“try before you 
buy”) 

• Expand in-house TA capability, with additional full time technical positions within IDT, 
when/if the volume of work justifies the cost.  One option would be to provide the 
opportunity for shorter postings (e.g. 1 year) so that staff do not initially have to make a 
fundamental career shift to international development, and can remain up-to-date with 
statistical technical developments. 

R10: Review delivery models for increased value for money 
Value for money is generally assessed against the “4 Es” of equity, effectiveness, efficiency 
and economy.  With regard to equity, there is scope for IDT to have a more explicit focus on 
gender and diversity in its programming (see Section 8). 

Overall, the programme appears to have delivered value for money in terms of effective 
delivery of its objectives and economic use of resources.  IDT has delivered the programme 
efficiently, with competitive ratios of support: technical delivery staff.  But there is still  scope 
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for increasing efficiency going forwards, which would have several advantages: ONS could 
make efficiency arguments to support budget applications, and be able to deliver more to its 
partners for a given level of resources.  This could be a virtuous circle, as a larger programme 
would in term generate economies of scale, as support systems are standardised and 
learning-curve effects kick in for technical delivery in the field (including standard products 
such as training courses).  Some options to consider for increased efficiency are: 

• Increasing volumes of TA provision using streamlined systems to get economies of scale 

• New delivery models such as Namibia, using a national with ONS experience as the in-
country coordinator/lead - cheaper and more sustainable than an SA 

• Coordination with ODI - facilitating deployment of ODI fellows to leverage ONS support, 
possibly providing funding to ODI for the UK costs of ODI statistics fellows (but note that 
ODI fellows work for partners and should be independent of HMG ).  

• Building the international development skills of ONS staff offers benefits to the 
individual and to ONS more widely.  But it is only an investment in the future efficiency 
of development work, if they continue to do development work. The development 
return on the investment could be enhanced with clearer international development 
career paths and staff retention. 

• Review different components of the overall ONS international development offer, 
including for example DS R&D work, to confirm it is efficiently and effectively supporting 
the wider strategy (which can of course include support to FCDO) 

• Consider using local consultants to complement UK sourced TA - daily rates can be good 
value and sourcing less time consuming.  Value is added locally and ONS can benefit 
from their knowledge of local political context - but quality assurance can be a concern 

R11: Further develop partnership concept 
Being an institutional partner of ONS is highly valued by developing country NSOs.  For ONS 
advisers it confers a “convening power”, opens doors for development engagement, creates 
opportunities for mentorship and gives advice and training more weight to help make 
changes sustainable.   These benefits are shared by only a small number of other national 
statistics offices who provide development assistance, and confer a substantial VFM benefit 
to ONS services compared with a commercial contractor.   

But “partnership” is a term which risks being devalued if it is used too frequently and 
broadly.  We recommend further developing the partnership concept with respect to a 
relatively small set of core long-term relationships where ONS provides a broad range of 
support, and having a separate category - perhaps termed “client NSOs” - where ONS is 
providing shorter term or more prescribed inputs.  There would be no restriction on an NSO 
graduating from client to partner status - indeed this could be a valuable entry route to 
partnership as relationships are strengthened. 

Criteria for partnership status would need to be developed, but could include: 

• Partnerships should be at a senior institution level between the NSO and ONS, not just 
with IDT 
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• While partnership development activities would largely be funded by ODA, the 
NSO/ONS partnership should be a long-term commitment and not be dependent on 
ODA 

• Partnerships should where possible be two-way: not just a flow of aid from ONS to the 
NSO, but an opportunity for the NSO to contribute to ONS also. For example, assisting 
senior NSO staff to visit UK to study ONS practices and present on their own experiences 
which may be relevant to UK thinking on the use and development of statistics in a 
developing context (for example there are data science applications in some developing 
countries ahead of what the UK is currently doing).  Bringing more junior NSO staff into 
UK on secondment can also have pay off in terms of relationships and VFM delivery (for 
example in Namibia). 

• If adopted the partner/client categorisation could replace or complement the current 
tier 1/tier 2/flexible fund categories. 

The benefits of partnerships to ONS and more widely to the UK Government and private 
sector could be explicitly identified in programme targets, measured and communicated (as 
for example happens with the Prosperity Fund.) 

 

Cross--HMG working 

R12: Raise ONS profile with FCDO and across HMG 
Combine forces with the International Relations team to position ONS as the “go to” agency 
for international statistical strengthening on UK development priorities – including climate 
change, health, girls’ education - with FCDO but also more widely across HMG.  There are 
opportunities to position ONS as a leader in this field, particularly given the gaps in expertise 
that FCDO is experiencing due to budget cuts.  One option could be a series of “data in 
development masterclasses” for senior civil servants, FCDO centrally and Post, and other 
agencies such as UN and World Bank. 

R13: Systematise HMG engagement 
Establish procedures / channels with FCDO HQ for IDT, DS and SDG teams to access contacts 
and advice to support work in new countries and reduce reliance on personal networks which 
are not sustainable should individuals move on.  

R14: Build a P2P community of practice 
Fill the gap left by GPI de-funding, approaching OGDs around country partnership work and 
form (and lead if possible)  “a coalition of the willing” e.g., in Rwanda where ONS, HMRC and 
NAO are all pursuing P2P. 

Explore opportunities to share learning on P2P working and capacity building across 
government and the private sector in the UK, initially at least through the current GPG 
leadership. This would not only support lesson learning but also profile raising within HMG.  

The P2P network is a broad church with both public and private sector members. There may 
be appetite for a sub-network of like-minded government agencies and departments that 
could be used to share lessons with e.g., PHE, HMRC.  
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Monitoring evaluation & learning (MEL) 

R15: Review theory of change and log frame 
The theory of change and log frame should be reviewed as part of developing an overarching 
strategic framework for ONS international development work (Recommendation 1 in Section 
3).  It will be necessary to: 

• better articulate anticipated impact 

• check the logic of causal pathways at the higher level of the ToC (outcomes and impact) 
and in particular the role of capacity building in achieving programme objectives (see 
also recommendations in the programme completion review on outcomes) 

• if still needed, differentiate changes in capacity anticipated at different levels of the log 
frame to distinguish between output level changes and outcome (or intermediate 
outcome) level change 

R16: Develop a consistent framework for specifying and measuring capacity improvements 
Consider using the PARIS21 CD4.0 framework more explicitly in the MEL system to better 
define and measure capacity building measures proven to be essential to modern NSOs 

R17: Clarify use of case studies 
Review the use of case studies and consider how best to distinguish stories of more significant 
(outcome level) change - which should be fewer, robustly evidenced and capable of 
independent validation - from the documenting of activities and outputs / programme 
approaches which may be useful as learning tools (and capable of development into stories 
of significant change should further impact emerge over time). 

R18: Integrate MEL into management processes 
We recommend that ONS better integrate MEL into programme management and delivery 
processes so that MEL becomes a learning tool as well as an accountability tool - MEL is not 
just for end-of-period reporting but also for informing (and improving)  delivery.  

We were asked for more detail on this recommendation following the review workshop, so 
we expand below. 

We are not suggesting that ONS adopt new M&E tools; rather ONS use the tools already in 
use for accountability purposes – log frame, theory of change – to better support an adaptive 
approach. There should be opportunities to learn while the programme is being 
implemented, not just afterwards, to improve decision making about what is done and how. 

Political economy analysis (PEA) is another useful MEL tool (alongside the log frame and 
ToC).  The programme already uses it – formally during scoping and more informally during 
implementation. 

As this GLAM (Global Learning for Adaptive Management) blog of last year points out - it is 
not the MEL tools or approaches per se that are the magic bit, but how they are 
used https://medium.com/@glam_7768. The blog talks about MEL for learning as well as for 
accountability, and using the tools and approaches at hand not only to report results, but also 
to provide the basis for periods of reflection in which the team “intentionally” learns from 
experience and feeds that learning into new decisions. 
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IDT already has a structure of (i) regular collective learning events, and (ii) progress review 
meetings with and without their NSO partners. We suggest that IDT continues with these 
meetings but uses existing tools – theory of change, log frame and political economy analysis 
– to structure them.   

For regular internal review meetings of each intervention / partnership we suggest ONS use 
the strategy testing idea developed by The Asia Foundation (TAF). This is a regular, structured 
and documented check-in on how things are going – including updating the PEA, identifying 
results or opportunities for results, capturing lessons, reflecting on whether change is being 
achieved as expected etc.  See here for a very practical paper on how TAF did it in their 
projects https://asiafoundation.org/wp-content/uploads/2015/10/Strategy-Testing-An-
Innovative-Approach-to-Monitoring-Highly-Flexible-Aid-Programs.pdf) and for how it was 
used in the Action on Climate Today (ACT) programme see section 3.4 of the paper “How to 
set up  and manage an adaptive programme” 

https://www.opml.co.uk/files/Publications/8617-action-on-climate-today-act/act-adaptive-
programme-management.pdf?noredirect=1 

We will also forward a report describing how we adapted the strategy testing approach to 
use in DFID’s Legal Assistance for Economic Reform (LASER) programme. 13 

For IDT team collective learning events we suggest the theory of change as a structure so the 
team can, together, discuss whether their experience in implementing the programme agrees 
with the expected pathways for change set out in the ToC. There are several examples of how 
programmes have done this in the links already given and in the LASER paper. 

R19: Impact evaluation 
We do not recommend an impact evaluation of the programme to date, but ONS should 
decide whether it will want an evaluation of the next phase of its work.  If so, the impact 
evaluation should be “designed-in” from the start. 

R20: Share learning with others internationally 
Explore options for setting up a regular forum to exchange ideas, learning and identify 
opportunities for collaboration with like-minded NSOs carrying out capacity building work 
internationally.  

 

Gender 
The programme needs to tell the story of what it does on gender better. It needs to make 
sure that gender considerations are embedded in all of its work where relevant, to reflect 
ONS’s reputation as a modern statistics agency. The programme should also decide whether 
it would like to do more on gender but, whether it does more or not, it needs to adopt a more 
strategic approach to supporting gender equity - to bring it into line with other aspects of its 
work.  Our recommendations for a more strategic gender approach are set out below. 

R21: Develop strategy and plan for integrating gender into programme design and delivery 
It is important for the programme to become more intentional and strategic on gender (and 
consider doing the same for inclusion more broadly) including alignment with HMG’s 

 
13 Work led by Richard Hooper & Deborah Mansfield, when working for The Law & Development Partnership 
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development priorities.  The strategic vision for gender in ONS’s international development 
work (or inclusion more broadly) should sit under the GSS Strategy (with inclusion a core 
principle) and the GSS International Strategy (currently silent on gender and inclusion).  It 
should explicitly position ONS at the forefront of statistical work supporting gender aspects 
of HMG international development priorities such as girls’ education, impact of climate 
change and biodiversity loss, health etc. 

ONS can draw on the PARIS21 framework for data and statistical capacity gaps for better 
gender statistics (https://paris21.org/node/3286) for resources, examples and ideas and help 
in ensuring a standard approach for integrating gender into new and ongoing projects.  

Potential strategies and activities for integrating gender in ONS’s interventions include: 

• Assessing demand for gender statistics amongst NSO officials and statistics users in 
country e.g.,  line ministries, agencies or civil society organisations producing and using 
gender-specific information. What is needed and by whom? What data is already 
collected or analysed and by whom? (PARIS21 has developed questionnaires to help) 

• Supporting NSOs to create demand for gender statistics by identifying opportunities to 
showcase the kind of information that can be collected and how it can be analysed and 
used e.g., through censuses or new government policy development. 

• Supporting an existing - or promoting the setting up of - a national forum on gender 
statistics. PARIS21 is advocating the creation of an inter-agency group on gender 
statistics in each country, comprising the main producers and users of gender statistics 
at national level.  

• Identifying national and institutional priorities on gender and aligning workplans with 
them.  

• Aligning with FCDO global and country priorities on gender 

R22: Bring IDC work closer to other programme strands 
This will  help integrate gender inclusion issues better across the programme and, in turn, add 
value to the IDC component  - helping to support and sustain its impact in-country 

R23: Disaggregate indicators and targets and consider new gender specific indicators  
Disaggregate more of the existing indicators and targets in the log frame (e.g., case studies) 
by sex, and consider including new gender specific indicators.  Better measure and describe 
the programme’s results in terms of impact on gender equity, so that ONS’s efforts are not 
underrepresented.  

R24: Draw on gender expertise from across ONS  
There is a great deal of gender expertise across ONS that could help review and add value to 
the design and delivery of development programme interventions.  This should include but 
not be limited to: the IDC, SDG data teams and the Centre for Equalities and Inclusion teams. 
IDT, and particularly the country partnership teams, should familiarise themselves with the 
gender expertise available on these teams.  

R25: Work with partners to share the workload on gender issues. 
ONS does not have to deliver on all gender-related aspects of statistical development itself. 
For example, it can use its partnership with UNECA to amplify and sustain work on gender 



PMOS Review: Final Report 

 67 

statistics through its to support member states.  ONS can also work on an efficient division of 
labour with other NSOs with specialised gender statistics development expertise, such as 
Statistics Sweden.  ONS could achieve some of its gender targets by delegating aspects of 
gender intervention to another NSO, in return for ONS support in other areas.   
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Annex E: Documents reviewed 
Annual Review 2018, Strategic Partnership with UK Office for National Statistics, September 
2018. 

Annual Review 2019, Strategic Partnership with UK Office for National Statistics, October 
2019. 

Annual Review 2020, Strategic Partnership with UK Office for National Statistics, September 
2020. 

Business Case, UK Partnership Programme for the Modernisation of Official Statistics, May 
2018.  

Case Study, 2019 Kenya Population and Housing Census: improving data collection in Kenya’s 
first digital census, 2018 to May 2021. 

Case Study, Assessing the feasibility of estimating cattle numbers in South Sudan using 
satellite imagery, October 2019 to April 2021. 

Case Study, Building capability to deliver reproducible analytical pipelines in the Caribbean, 
September 2020 to February 2021.  

Case Study, Data Science in the African national statistics system: supporting a strategic 
approach and building capacity, 2019 to March 2021. 

Case Study, Developing economic and port efficiency indicators in East Africa using shipping 
data from the UN Global Platform, September 2020 to March 2021. 

Case Study, Development of skills and tools which will directly improve collection and future 
analyses of data from digital censuses across Africa, 2019 to 2021. 

Case Study, Enabling UNECA to build statistical leadership skills in African NSOs, November 
2018 to April 2021. 

Case Study, Ghana Statistical Service’s 2021 Population and Housing Census: Leveraging 
technology and technical assistance to ensure no one is left behind, March 2019 to March 
2021. 

Case Study, Improved production and dissemination of SDG data in Rwanda, 2018 to May 
2021. 

Case Study, Improving leadership and staff capabilities in the Ghana Statistical Service, 
September 2018 to March 2021 

Case Study, Improving national statistics offices’ capability to respond to COVID-19, March 
2020 to March 2021.  

Case Study, Improving the quality, consistency and dissemination of labour statistics, October 
2018 onwards. 

Case Study, Increasing the transparency of SDG data in developing countries (unlocking the 
power of data through new presentation and dissemination techniques), March 2018 to 
March 2021. 

Case Study, Professionalising communications at Ghana Statistical Service, June 2018 to May 
2021. 
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Case Study, Shaping Kenya National Bureau of Statistics’ (KNBS) leadership and staff 
capabilities – training and capacity building, December 2020 to May 2021.  

Case Study, Strengthening ECA’s role in delivering Pan-African Censuses (Ethiopia). 

Case Study, Supporting a new security strategy for the National Institute of Statistics Rwanda 
(NISR), March 2019 – Ongoing. 

Case Study, Supporting NIS Rwanda in developing a sustainable approach to data science that 
can be scaled-up to support Rwanda and countries across Africa, September 2017 to March 
2021. 

Case Study, Supporting NISR to recruit a big data unit with the right skills to build a data 
science hub for Rwanda and across Africa, September 2017 to March 2021.  

Department for International Development, Lessons Learned from Statistical Capacity 
Building Projects, Presentation on 30 June 2016. 

Department of Statistics (DoS) Jordan / Office for National Statistics (ONS) UK: Partnership 
Scoping Report, April 2019. 

DJ Learning, Leadership Development Training Evaluation Report, April 2021.  

Foreign Commonwealth and Development Office and Office For National Statistics 
(FCDO/ONS) Steering Committee – Modernisation Of Official Statistics, Terms of Reference, 
July 2020. 

Ghana / ONS partnership: Scoping Report, 16 – 20 October 2017. 

International development assignment Country profile of statistics agency – Ghana. 

International Development Team Update, ONS bid for some Official Development Assistance 
(ODA) as part of SR15 and established International Development Team in September 2016. 

International Development Team, Organogram. 

Logical Framework, Strategic collaboration with UK statistics system, November 2020. 

Memorandum of Understanding Between The Department for International Development 
(DFID), United Kingdom of Great Britain and Northern Ireland And The Statistics Board, of the 
United Kingdom of Great Britain and Northern Ireland, UK Partnership Programme for the 
Modernisation of Official Statistics, January 2019. 

Minutes, UK Statistics Authority, 25 March 2021. 

National School of Government International, The future of peer-to-peer learning and 
partnerships in the new development agenda, 2018. 

ONS Quarterly Report April – June 2019. 

ONS Quarterly Report April – June 2020. 

ONS Quarterly Report January – March 2020. 

ONS Quarterly Report January – March 2021. 

ONS Quarterly Report July – September 2019. 

ONS Quarterly Report July – September 2020. 

ONS Quarterly Report October – December 2019. 
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ONS Quarterly Report October – December 2020. 

ONS, ODA, UK Aid and Statistical Capacity Building, Presentation, October 2020. 

PARIS21, Guidelines for Developing Statistical Capacity A Roadmap for Capacity Development 
4.0, January 2020. 

Programme Completion Review, Strategic Partnership with UK Office for National Statistics, 
August 2021. 

Scoping report for the partnership between the Ghana Statistical Service, and the Office for 
National Statistics, UK, February 2018. 

Scoping report for the partnership between the National Institute for Statistics Rwanda, and 
the Office for National Statistics, UK, October 2017. 

Scoping visit for a Partnership between UK Office for National Statistics and Kenya National 
Bureau of Statistics, December 2017. 

Second scoping visit by ONS and DFID to Kenya National Bureau Of Statistics (KNBS), June 
2018. 

Statistics Sierra Leone (Stats SL) / ONS partnership: Report of Scoping visit, February 2020. 

UNECA ACS / ONS partnership: Scoping Report, September 2017. 

 
 


