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Executive Summary, conclusions and recommendations
The Norwegian Lutheran Mission (NLM) has a framework agreement as of 14 January 2014 with
Digni for Norad financial support of NOK 22 563 000 for NLM 14 development projects in eight
countries. A prerequisite for a framework agreement is that NLM has a System for Quality
Development. According to Digni’s procedure, an organization with a framework agreement should
be reviewed during a framework period. This review has two objectives:
“assess the implementation of NLM’s System for Quality Development”.
“assess the collaboration between the entities from headquarter in Oslo to the project in Peru”.
The review is to assess the implementation at two levels – headquarter in Norway and the country
and project level, for which Peru and the project “Family Development and Strengthening” (FDSP)
in Arequipa, Peru, is the case to be looked into.
NLM has an organizational structure at head quarter and field level with systems, roles and
responsibilities well suited for planning, implementation and monitoring of development
cooperation.
At headquarter, the International Department has the full responsibility for both evangelical and
development work and to ensure a holistic approach to this, for which the International Leadership
Meeting is an important instrument. The Development Section is the key unit for development
work. Its cooperation with regional directors, particularly through the Project Group, ensures a
concerted approach to the field. The Financial Department has an important support role in the
budgetary planning and management of development cooperation and projects and as the quality
control of all aspects of financial management. It has been strengthened with a financial controller
with a special responsibility for development work. The Human Resources Department takes care
of recruitment and contracts with Norwegian project personnel and overviews labour conditions for
project staff. It is also in charge of ensuring adequate competence and training. It has recently
created a position with a special responsibility for competency development at all levels. The
Development Section takes care of external communication, particularly with Digni. It is also the
communication channel to individual projects, monitoring their compliance with NLM routines and
requirements for planning, budgeting, implementation and reporting. It provides technical support
with regard to all these elements.
NLM has two approaches to organize its work and cooperation at field level, the parallel model and
the integration model (Annex 5), which allows for choice of the appropriate approach to
development work. In Peru, where the Family Development and Strengthening Project (FDSP) is
organized along the integration model, the local partner, Iglesia Evangélica Luterana – IEL-P, has
full ownership of the project. But the project is organized in such a manner that FDSP has the
necessary independence and distance to both IEL-P and NLM. Both exercise their control through
the project Board. IEL-P has the president and the majority. This division of roles and
responsibilities ensures that relationships and communication between NLM headquarter in
Norway, the partner organization IEL-P and FDSP, are conducive to the implementation and
monitoring of the project. In this regard the communication and support of the NLM headquarter
Development Section is of particular importance.
NLM has well developed procedures for planning, implementation, budgeting, reporting and
learning. Many of these have been developed by NLM over the years and many revised and
developed further in response to Digni documents, guidelines and requirements. These procedures
address both content and processes for preparation of documents with dates for submissions and
approvals.
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The NLM Quality Development System (QDS) document has four main chapters: 1. NLM’s
identity, purpose and values; 2. Organizational structure; 3. System for quality development; 4.
Responsibilities, resolutions and implementation of change. Chapter 3. System for quality
development is the main chapter with 6 sections, 3.1 Organizational structure; 3.2 Strategy; 3.3
Quality assurance and follow up programs projects; 3.4 Financial management; 3.5 Human resource
management; 3.6 Partnerships and networks. In this chapter 119 quality criteria or requirements are
presented. Of these 72 criteria were addressed at a workshop with NLM staff. The conclusions
were:















The workshop participants were asked to rate the degree to which a given quality criterion or
requirement was being met on a scale from 0 (weak) to 10 (strong). 88,4 % of the ratings of
criteria and requirements gave a score of 7 and above, 64,9 % of 8 and above and 31,5 % of
9 and above. 10,2 % gave the maximum rating of 10.
The QDS document is an important step in providing a good and better oversight of
relevant documents and guidelines for procedures and criteria as a concerted system for
quality assurance system, which made Quality Assurance more visible in the organization.
The QDS contributes to awareness of quality assurance in the entire organization,
contributes to learning and organizational development and has become an important
management tool for the entire organization.
Quality criteria and requirements pertaining to organizational structure are being followed up
and their implementation monitored and reported upon.
NLM is continuously revising and updating its strategic documents of importance for
development cooperation at different organizational levels.
NLM has requirements for projects to report on results based on monitoring and
evaluations. Annual reports present results based on project reports. But it is acknowledged
that goal achievement is difficult to measure.
NLM has a wide range of criteria and requirements for quality assurance and follow-up of
programmes and projects, with which both NLM and projects try to comply. The main
challenge lies with the system for monitoring, both with regard to establish a baseline for
relevant data for formulation of results and objectives, which allow for monitoring of both
achievements and impacts.
Projects have tight budgets in relation to action plans, which encourage cost efficiency.
Budgets and procedures ensure transparency.
NLM has a good financial management handbook. It has good procedures for financial
reporting and monitors very closely projects’ financial management. Audit reports with
management letter as well as NLM internal control show that routines and auditors’
comments are followed up.
NLM has the necessary handbooks, guidelines and procedures for human resources
management at headquarter and fields.
It is the International Department with its Development Section who is responsible for the
implementation of the QDS system. For this it has in place systems for reporting,
monitoring and evaluations which include cooperation and regular meeting with other units
in NLM and preparation of quality development plans and reports.

This review of NLM and FDSP financial management shows that both the headquarter and the
project level (in the case of FDSP in Peru) has a solid financial management system in accordance
with NLM systems, guidelines and procedures. No major shortcomings have been detected in the
current system.
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It is the overall conclusion of this review that NLM is complying with the prerequisite for a
framework agreement with Digni that NLM has a System for Quality Development (SQD), which
ensures quality and learning within the organization.
The conclusion of the review is that NLM is implementing well its System for Quality Development
and that quality criteria and requirements are being met.
The implementation of the QDS is being monitored throughout the year by the Development
Section in cooperation with other NLM units, particularly the Financial Department. Efforts to
remedy shortcomings are made. The Quality Development System is revised annually and an
Annual Quality Development Plan is prepared. Annual report to Digni on the Quality
Development system is submitted.
This review has not found anything which should keep Digni from continuing its framework
agreement with NLM.
However, there is one area where there is room for improvement, which is that of preparing
baseline data and monitoring of results and objectives. NLM is in agreement with this assessment.
This recommendation is not conditional for the continuation of the framework agreement.
Recommendation:
1. NLM should strengthen its support to projects on methods for establishing baseline data
which will allow for monitoring and evaluating achievement of project results and objectives
2. NLM should strengthen its support to projects on how to formulate results for which
achievements may be monitored and objectives for which both achievements and impacts
may be measured.
3. NLM should strengthen its support to projects on how to set up a computerized database
for baseline data and monitoring and evaluation.
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1 Introduction
1.1

Background and objectives for the review

The Terms of Reference (Annex 1) presents the background, objectives and scope of work for this
review. The background for the review is that the Norwegian Lutheran Mission – hereafter referred
to as NLM - has a framework agreement as off 14 January 2014 with Digni for Norad financial
support for NLM 14 development projects in eight countries. NLM is granted a frame budget
yearly. In 2015 this financial support amounted to NOK 22 563 000. A prerequisite for a
framework agreement is that NLM has a System for Quality Development (SQD), which ensures
quality and learning within the organization. According to Digni’s procedure, an organization with a
framework agreement should be reviewed during a framework period to ensure the quality of the
work.
The first objective of the Review is to
“assess the implementation of NLM’s System for Quality Development”.
The review is to assess the implementation at two levels – headquarter in Norway and the country
and project level, for which Peru and the project “Family Development and Strengthening” in
Arequipa, Peru, is the case to be looked into.
The second objective of the Review is to
“assess the collaboration between the entities from headquarter in Oslo to the project in Peru”.
The TOR lists the following six specific areas to be assessed by the Review:
A. the role and responsibilities of NLM’s headquarter in Norway, the partner organization and projects in
Peru,
B. the relationships and the communication between the NLM headquarter in Norway, the partner
organization and the project in Peru,
C. the implementation of the SQD in the relevant departments at the NLM headquarter in Norway,
D. procedures for planning, implementing, reporting and learning,
E. budget, financial management, reporting and prevention of financial mismanagement,
F. NLM’s awareness and implementation of relevant Digni documents, including policies and criteria for
supporting interventions and programs.

1.2 Methodology and the structure of the report
The methodology consisted of the following steps and methods:
 Review of documents. Annex 2 gives a list of documents
 Workshop with NLM staff in Oslo. Annex 3 lists the NLM staff members who participated
in the workshop. The method for this workshop is presented in chapter 4.
 Visit to the Family Development and Strengthening project (FDSP) in Arequipa, Peru.
People met are listed in Annex 3.
 Follow-up interviews in Oslo. People met are listed in Annex 3.
Chapter 2 presents as a background for the assessment of the QDS, how NLM headquarter and
NLM in Peru organized. Chapter 3 presents some of the most important elements with the regard
to the implementation of the QDS. Chapter 4 presents the implementation of the QDS document
with its quality criteria. The detailed review of these are presented in Annex 8. Chapter 5 presents
the review of financial management in NLM and in the FDSP project in Peru.
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2 Organization of NLM and of its development cooperation
The NLM Quality Development System document presents NLM’s identity, purpose and values:
Norwegian Lutheran Mission (NLM) is a free and independent Lutheran mission organization that works
with the vision: The World for Christ. ….. We wish to contribute to the growth of healthy churches of believers
who through their witness and their lives serve their neighbors. NLM has an integrated approach to mission
work, including evangelisation, diaconal work and development cooperation.
NLM is currently implementing 14 development projects in eight countries for a total value of NOK
22 563 000 (2015). Annex 4 gives a list of countries and projects.

2.1 Organization, roles and responsibilities
2.1.1

Head quarter

This presentation is based on the Quality Development System document. Figure 2.1 presents the
organizational structure of NLM.

The General Assembly meets every third year. It consists of approximately 1 000 delegates from
all the mission fellowships (groups and congregations). It decides the constitution, the overall
Scanteam – Final Report – Review
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strategies for the organization – which also includes development cooperation, and approves the
three year report on the total work of NLM.
The Executive Board consists of seven elected members. The Executive Board handles strategies
for the mission work and the development work. This includes three-year plans for overall budget.
The Board approves the yearly NLM budget, which also includes the application to Digni. This will
include the annual plan for quality development work. The Executive Board approves the decisions
and minutes from the Mission Conferences on the fields (see section 2.1.2 below). The Executive
Board approved the Quality Development System document. A Control Committee follows the
work of the Executive Board
The General Secretary is the administrative leader. Decisions are made with the support of the
NLM Leadership meeting (LM), which meets once a week and handles the day to day business of
NLM.
The NLM administration consists of six departments
NLM Leadership Meeting (Ledermøtet, LM) is the highest administrative body, and consists of
the general secretary and department directors. It meets once a week and handles the day to day
business of NLM. The minutes from the leadership meetings in the various departments are
approved in this meeting.
NLM’s international work – evangelization, diaconal work and development cooperation - is the
responsibility of the International Department, with the support of other departments such as
Human Resources department and Financial department. NLM International consists of an
international director and four regional directors with responsibility for all the work in their
respective countries/regions and the Development Section.
NLM International Leadership Meeting (Ledermøtet Utland, LMU) consists of the
International director, regional directors and the director of the Development Section. It meets
every second week. This meeting handles the day to day business of NLM’s international work. It
approves minutes from the field boards.
The Development Section (director and two advisers) is responsible for planning and
implementation of development cooperation projects and that routines and procedures are followed.
The development section follows up the implementation of the development work towards the
resident representative, the partner and the project leader.
At the Head Office, the advisors in the development section will follow up the communication with
the projects. Issues regarding project plans, reports, evaluations, changes during the year and other
challenges will be handled by the Development Section and the relevant regional directors together.
All communication between NLM and Digni is handled by the Development Section.
Regional directors (four) have the full responsibility for all NLM activities and work at field level.
The Project Group (PG) consists of the director of the Development Section, the development
adviser and regional director responsible for the country of the issue in question. It meets regularly
and when needed. The minutes are approved in LMU. The Project Group meetings ensure
integration of the development work with the rest of the mission work in each country, and equal
quality standards for the work in different countries. General issues and weekly updates on
prioritized work tasks are discussed during the section meeting, consisting of all three development
section staff.
Two departments play a key supportive role to the International department:

Scanteam – Final Report – Review

–6–

Review of Norwegian Lutheran Mission

Human Resources Department is responsible for all recruitment, HMS and the implementation
and revision of the Personnel Handbook.
The Financial Department handles budgets, annual financial reports and audit reports. It works
closely with the International department, ensuring good financial routines at the head office, field
offices and projects and handles cases of possible financial mismanagement. The Financial
Controller focuses her support particularly on the International department and development work.
With a view to the Quality Development System the role of the different departments are as follows:
 The General Secretary approved the QDS together with the Leadership Meeting
 International Department prepared the QDS in response to Digni’s requirement and is
responsible for NLM’s compliance with the QDS. Within this department it is the
Development Section who is the main responsible unit together with the Regional Directors
 The Human Resources Department is responsible for all aspects of the QDS pertaining to
personnel such as follow-up of Norwegian personnel, recruitment of new staff, competence
building, HMS etc. The department has just created a new position in charge of
coordinating competence building of staff
 Financial Department is in charge of supervising financial management related to
development cooperation. The financial controller has a special responsibility for this.
2.1.2

Field structure

NLM uses the term “field” for a country or group of countries where NLM is involved. The daily
leader of a “field” is the Resident Representative, and the governing bodies are the Missionary
Conference and the Field Board.
The Missionary Conference consists of all missionaries present on the field. It meets once a year.
It is the highest authority on the field. Five year plans, strategies etc. are decided by and at the
conference, but these are subjects to final approval by the NLM Executive Board. The Missionary
Conference elects the Field Board.
The Field Board is the highest authority in the period between the annual missionary conferences,
and is accountable to the Missionary Conference.
The Resident Representative (RR) is the field director of NLM’s work in the country or region.
He is head of an administrative staff, normally consisting of national employees. He has the overall
responsibility for the implementation and reports to the field board. He is head of an administrative
staff, normally consisting of national employees.
Depending on the local situation, cooperation between the mission and the local church will take
place based on either a parallel model or an integration model (Annex 5 presents a figure, showing
the two models). The parallel model entails that NLM has independent work alongside a local
church. This is most often when there are no strong churches or local NGOs where NLM wishes
to carry out the major part of our work. The integration model presupposes that the work of the
mission is integrated into the partner church. The project staff is employed by the church. Both
models includes the establishment of a board or steering committee. In most cases, interventions
will be brought forward outside of the church, so that the sustainability lies with the local
communities and government. Often the history will be an initial start with the parallel model and,
if successful, the integration model will eventually be applied.
With regard to the Family Development and Strengthening Project (FDSP) in Peru one missionary
is member of the FDSP board and one missionary is attached to FDSP as an advisor.
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2.1.3

NLM and partner organization in Peru: Iglesia Evangélica Luterana – Peru (IEL-P)

NLM has been present in Peru since 1978 and has been working in the southern part of the country.
At present NLM organization in Peru consists of the NLM Resident Representative, who also
covers Bolivia, an administrative manager, and two accountants. Currently there are 13 NLM
missionaries in Peru. One of these is working as an Expatriate Advisor in the Family Development
and Strengthening Project (FDPS).
As a result of NLM’s work in Peru IEL-P was established in 1995 with its own structure, leadership
and administration. IEL-P It is based in Arequipa, Peru’s second largest city, with 7 churches and
some 300 church members. With the other churches in the highlands the number of active
members is around 1 000. IEL-P organization is composed of a General Assembly, a Board
(Concilio), and a General Secretary (Pastor Nacional) with an assistant (secretary) and an accountant
and different committees and advisors.
All work NLM is doing in Peru, with the exception of NLM’s own administration in charge of
NLM’s Resident Representative, is integrated within IEL-P as NLM’s partner organization in Peru.
This is in line with the Integration Model presented above and shown in Annex 5.
2.1.4

Family Development and Strengthening Project (FDSP)

FDSP works with schools and churches to prevent family violence and sexual abuse of children.
The project was a follow-up of a pilot project 2012-14. FDSP was approved in October 2014 for
the period 2015 – 2019 with a total budget of NOK 8.193.446.
With regard to FDSP, the roles and responsibilities of IEL-P may be described as follows.
IEL-P is the owner of the project. For this purpose IEL-P and NLM established on 1st October
2012 an NGO by the name Family Development and Strengthening Project (FDSP). This NGO
elects the Board, which is constituted by to members appointed by IEL-P of whom one is the
chairperson of the Board, and one member appointed by NLM.
On 18 November 2015 NLM and IEL-P signed a contract for the implementation of FDSP. In
accordance with this IEL-P has the following responsibilities:
 Ensure the implementation of FDSP
 Appoint the FDSP Board
 Ensure that the Executive Director presents the required documents to NLM
Although it is not mentioned in the contract, IEL-P recruits project staff and is the employer of
these.
Formally, FDSP is an NGO with the responsibilities set out in its bylaws and in charge of the
implementation of the project in accordance with the Project Document agreed upon between IELP and NLM and the clauses in the contract between the two.
The roles and responsibilities of FDSP lie with the Executive Director who has the overall
responsibility for the implementation of the project in compliance with the contract between IEL-P
and NLM.
The organization of the FDSP is composed of
 FDSP Board, composed of two members appointed by the IEL-P Board (one as chairman
of the Board), and one representative from NLM missionaries in Peru.
 Project Director
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Project staff Arequipa: Administrative secretary, Facilitator in charge of activities in schools
and churches, Accountant
Project staff in Juliaca: Administrative secretary, Facilitator in charge of activities in schools
and churches,
The project works with volunteers, some of whom are university master students

2.2 Relationships and communication between NLM headquarter and Peru
Figure 2.2 presents the total institutional framework and relations. In the following the relationships
and communication with regard to FDSP are commented upon.

A) NLM headquarter and IEL-P relations and communications are first and foremost on the overall
cooperation between the two and less with regard to FDSP. This is handled by the NLM Regional
Director South America and West Africa, who visits IEL-P once per year.
B) NLM headquarter and NLM Peru relations and communications are handled by the NLM
Regional Director South America and West Africa and NLM Resident Representative, who is in
charge of all NLM activities and relations in Peru.
C) NLM headquarter and FDSP relations and communications are handled by the Development
Section at NLM headquarter. Communications are very frequent and constructive on all aspects of
project implementation. Both NLM Regional Director South America and West Africa and NLM
Resident Representative are copied on all communication and will be brought in when need be.
D) NLM Peru – IEL-P relations and communications are mostly between the NLM Resident
Representative and the General Secretary of IEL-P and on other issues than FDSP.
E) NLM Peru – FDSP relations and communications are first and foremost handled by the NLM
representative on the FDSP Board and the expatriate advisor on the project.
Scanteam – Final Report – Review
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F) IEL-P – FDSP relations and communications are handled by the FDSP Board where IEL-P has
two of the members. IEL-P receives minutes from the Board meeting. IEL-P appoints Board
members and recruits and employs project staff.

2.3 Conclusions
NLM has an organizational structure at head quarter and field level with systems, roles and
responsibilities well suited for planning, implementation and monitoring of development
cooperation.
At headquarter, the International Department has the full responsibility for both evangelical and
development work and to ensure an holistic approach to this, for which the International Leadership
Meeting is an important instrument. The Development Section is the key unit for development
work. Its cooperation with regional directors, particularly through the Project Group, ensures a
concerted approach to the field. The Financial Department has an important support role in the
budgetary planning and management of development cooperation and projects and the quality
control of all aspects of financial management. It has been strengthened with a financial controller
with a special responsibility for development work. The Human Resources Department, together
with the regional directors, takes care of recruitment and contracts with Norwegian project
personnel. It is also in charge of ensuring adequate competence and training. It has recently created
a position with a special responsibility for competency development at all levels. The Development
Section takes care of external communication, particularly with Digni. It is also the communication
channel to individual projects, monitoring their compliance with NLM routines and requirements
for planning, budgeting, implementation and reporting. It provides technical support with regard to
all these elements.
NLM has two approaches to organize its work and cooperation at field level, the parallel model and
the integration model (Annex 5), which allows for choice of the appropriate approach to
development work. In Peru, where the Family Development and Strengthening Project (FDSP) is
organized along the integration model, the local partner, Iglesia Evangélica Luterana – IEL-P, has
full ownership of the project. But the project is organized in such a manner that FDSP has the
necessary independence and distance to both IEL-P and NLM. Both exercise their control though
the project Board. IEL-P has the president and majority. This division of roles and responsibilities
ensures that relationships and communication between NLM headquarter in Norway, the partner
organization IEL-P and FDSP, are conducive to the implementation and monitoring of the project.
In this regard the communication and support of the NLM headquarter Development Section is of
particular importance.
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3 Specific areas
The Terms of Reference lists some specific areas with regard to development cooperation, which
should be assessed: procedures for planning, implementing, reporting and learning, and budget,
financial management, reporting and prevention of financial mismanagement, NLM’s awareness and
implementation of relevant Digni documents.
Financial management is addressed in section 4.4.4 and chapter 5. Procedures for planning,
implementing, reporting and learning and budget are addressed in section 3.1 of this chapter under
the heading “The project cycle”, while NLM’s awareness and implementation of relevant Digni
documents are addressed in section 3.2.

3.1 The project cycle
The project cycle consists of the following steps and elements: Planning is the process leading up
to the approval, implementation is all the activities undertaken from project approval to
submission of final report, budgeting is the preparation and revision of budgets through both
planning and implementation, reporting is the preparation of progress and financial reports.
Learning is how experience is gathered and efforts are undertaken to improve competence and
performance.
Planning
The following documents constitute the overall framework for NLM’s planning of development
cooperation.
The document which constitutes the basis and operational framework for NLM’s planning of
development cooperation is NLM’s Strategy for development cooperation, approved by the Executive
Board in 2012. This draws up goal, strategy, priority areas, guidelines for implementation and
administration and methods and tools.
The NLM 2020 – Mission strategy to year 2020 (approved by the General Assembly in 2009) with the
follow up Action Plan 2013-2016, approved by the NLM Executive Board in 2013, constitutes the
overall framework for planning of NLM’s development cooperation. This draws up action plans for
all countries for all NLM activities including development cooperation. It includes a budget showing
annual global budgets for each country with NLM own sources and Norad contribution to
development projects.
The value foundation for this cooperation is explained in the document Principal Document on
Diakonia for the NLM (approved by the Executive Board in 2015), and explains NLM’s holistic
approach, combining development and evangelical work.
It is the Missionary Conference in each field (one or two countries) who approves the individual
country plans (also referred to as Field Strategy), prepared locally by NLM in cooperation with the
local partner.
The document Country plans 2013 – 2017, submitted to Digni in 20123, is the concrete document
which sets out the plans for NLM development work in nine countries. See Annex 5 for list of
countries. (The country plan includes Somaliland, which is not included in 2015). For each country
the Country plan draws up i) NLM in the country; ii) Partner; iii) Strategy; iv) Goals; v) Risks; vi)
Timeframe and phase-out; vii) Projects 2013 – 2017.
From here onwards the planning is for individual projects, which are prepared at the field level.
The modality differs as to which of the two models explained in section 2.1.2 and Annex 5, which is
being followed. But the steps are basically the same:
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It is the Field Board who agrees to the idea to prepare a project proposal and sees to it that this is in
accordance with the Country Plan.
The first step in the preparation of the Project Document is to prepare a Concept Note, for which
NLM has an outline to be followed. This is submitted to the Development Section who presents
this to the Project Group and then to the NLM International Leadership Meeting (LMU). If agreed
to, the Project Document is prepared at the field level. There are several documents guiding the
preparation of the Project Document of which the most important are Digni’s Criteria for project /
programme support and other documents (see section 3.2 below and NLM’s own Project planning guide.
As NLM has a framework agreement with Digni, it is the NLM International Leadership Meeting
(LMU) who approves the project.
An important basis for project planning is the very comprehensive NLM’s Development Handbook,
which includes 1. Basic strategies and guidelines, 2. Thematic strategies, 3. Forms and annual wheel,
4. Tools and methods, and 5. Links, articles and course material.
The Project Document, following the prescribed outline also presents an indicative action plan for
the project period and a full budget.
During the visit to NLM Peru the planning of the Family Development and Strengthening Project
(FDSP) (see section 2.1.4) was reviewed and how the planning of this had followed the steps above.
Budgeting
NLM’s long term budget for the current framework period 2013 – 2017 is based on the indicative
figure of NOK 22.000.000. per year. The actual allocations are subject Norad approval of annual
allocations. NLM uses this indicative figure in its planning of development cooperation in
individual countries.
Budgeting of individual projects are done at field level in dialogue with the Development Section at
headquarter.
For new projects the full budget must be approved by NLM, thereafter annual budgets must also be
approved by NLM headquarter.
There are two budgets, one in local currency for the local partner and the project, and one in NOK
for NLM and Digni. The budget in local currency does not show expat salary and project expenses
paid in Norway. The principle is that expenses paid at field level is shown in the budget in local
currency, with some exceptions due to local regulations, as for instance in Peru,
When projects submit revised annual budgets for approval, this may include suggested changes of
allocations within the budget frame. The annual wheel gives the following calendar for new and ongoing projects:
 January: Updated budget
 March: Allocation of approved budget
 June: Plan and new budget
 August: Reallocated / revised budget
 October: Information on decision revised budget
Implementation
Following NLM’s approval implementation starts. For this NLM has a Checklist for start-up of new
projects, consisting of two steps: i) before formal Norad approval in March and ii) after Norad
approval. An important step is the signing of the Project Contract between NLM and the partner.
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For the actual project implementation key instruments are the Project plan which consists of an
Annual Plan and an Annual Action Plan and the Annual Budget, which are prepared for each following
year. The document that requires approval by NLM headquarter is the revised budget.
The Development Section provides the projects with what is called an “Annual Wheel” and which gives
a monthly list of activities to be undertaken by the Development Section itself and by individual
projects with actions and deadlines.
In the case of FDSP in Peru the project also provided a detailed action plan for the full five years
project period. This project also has a very comprehensive and detailed management software
system for planning and monitoring of implementation of project activities. But this does not
include monitoring of achievements of results.
Reporting
Financial reporting from the projects consists of quarterly accounting reports and annual accounts
with audit reports. NLM requires projects to submit annual report on financial management
applying Digni’s Checklist regarding financial management. Annex 9 presents this checklist from FDSP.
Progress reporting
Projects have to submit half-year and annual reports. There are no special formats and requirements
for half-year reports. In annual reports projects have to report progress according to the outline of
Project Document. This shall include annual accounts and audit report and the annual gender
analysis.
The NLM system for progress and final reporting is in response to NLMs own requirements and
those of Digni.
The Annual Wheel gives the following calendar for reporting from projects:
 February: Annual report and final report for finished projects
 March: Audit and accounts and annual report
 June: First quarterly financial report
 August: Second quarterly financial report and half year report including follow-up of audit
report (management letter)
 November:: Third quarterly financial report
A large part of the work of the Development Section is support to projects on the preparation of
reports. FDSP staff expresses that this support is very important and the Development Sector staff
confirms that reports are generally of good quality and are submitted on time. In May every year the
Development Section and the Financial Department undertakes an evaluation of processes,
templates and quality of reporting from projects.
Learning
An important source for learning is mid-term and final evaluations from projects. These are all
studied in detail by the Project Group and reported on to the LMU.
The Development Section also undertakes systematic evaluations of their own activities related to
project reporting, accounting and planning etc., which is done jointly by the Development Sector
and the Financial Department
NLM participates in various courses provided by Digni, and others as they are available.
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For missionaries who are going to work in the field there are two courses: i) four weeks course on
development cooperation and ii) NLM’s own 10 days course at which most aspects of NLM’s work
at field level and all documents, procedures, guidelines etc. are addressed.
There are also many learning activities at field level. Individual projects have a budget line for
competence building of its staff, partners and target groups.
In 2016 NLM has created a position at the Human Resources Department in charge of NLM
competency building.

3.2 NLM’s awareness and implementation of relevant Digni documents
In Terms of Reference Digni has listed Digni documents to be addressed in this review in order to
assess NLM’s awareness of these documents. Table 3.1 shows how NLM is aware of these
documents and use them in its development work.
Table 3.1

NLM’s awareness and use of Digni documents

Digni

NLM awareness and use of documents

1 An overview of the NLM project portfolio

N.A.

2 Rammeavtaler, vilkår

Document was first and foremost used in
connection with NLM’s application for a
framework agreement. NLM’s Quality
Development System was developed with this
Digni document as a basis and has also been
the basis for NLM’s own documents and
procedures.

3 The frame agreement between Digni and
NLM

Well known and used as a basis for NLM’s
reporting to Digni

4 Rammeavtaler, instruks for
organisasjonsgjennomganger

This is not relevant to-day. The document was
used in connection with the preparation of the
framework agreement.

5 Kriterier for tiltak og programstøtte

Well known and used as a basis for NLM’s
own checklist of new project proposals.

6 Kriterier for tilstedeværelse i et land

Well known. Only to be used if NLM should
decide to start development cooperation in a
new country.

7 Retningslinjer for utgifter til faglig bistand

Well known and used in connection with new
projects where Norwegian expat personnel is
considered. Based on this NLM prepared its
own Principle for expats in development
projects.

8 Evalueringspolicy for Digni

Well known and used as a basis for NLM’s
planning of evaluations and preparation of
terms of reference.

9 Veiledningshefte for monitorering og

Well known and used as a basis for NLMs
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evaluering

preparation of monitoring and evaluation of
projects

10 Gender policy for Digni

The document is known, but addresses what
Digni itself will do. Nevertheless, it
influences how NLM addresses gender in
projects and was the basis for NLM’s own
document Gender perspective for NLM’s
international work.

11 Prinsippdokument for bekjempelse av
korrupsjon

Well known and used actively in NLM’s
different activities to prevent corruption and
financial mismanagement and NLM’s
document Information about suspected
mismanagement

12 Sustainability and Risk Analysis

Well known and guides NLM in its focus on
sustainability and its requirements for risk
analysis. NML has prepared its own Risk
Policy Document.

13 Support to Indigenous People

Well known, but not much used as NLM does
not have projects where indigenous people’s
rights are at stake.

14 Checklist regarding financial management
– NLM review

Well known and actively used as NLM
requires each project to annually submit this
checklist.

39 Guidelines for financial irregularities

Well known and used and constituted the basis
for NLM’s own Information about suspected
mismanagement

3.3 Conclusions
NLM has well developed procedures for planning, implementation, budgeting, reporting and
learning. Many of these have been developed by NLM over the years and many revised and
developed further in response to Digni documents, guidelines and requirements.
These procedures address both content and processes for preparation of documents with dates for
submissions and approvals.

Scanteam – Final Report – Review

– 15 –

Review of Norwegian Lutheran Mission

4 Implementation of NLM’s Quality of Development
System
4.1 The QDS document, NLM organization for implementation of QDS and
the methodology for the assessment
The main objective of this review is to “assess the implementation of the NLM’s System for Quality
Development”, in this report this is referred to as QDS.
It is important to emphasize that it is not the QDS as such that is to be reviewed, but how this is
being implemented by NLM.
The first version of the NLM document “Quality Development System”, dated September 2013,
was prepared in connection with the discussions between NLM and Digni on the Framework
agreement which was signed on January 20th 2014. Most of the elements of the QDS document
already existed, and was put together and expanded in this first version, of which a revised version
was presented in 2015.
The QDS was prepared by the International Department who holds the main responsibility for its
implementation as the QDS first and foremost is directed to this department’s scope of work. The
main purpose of the QDS is to ensure that NLM has good management and implementation of all
development projects.
Within the International Department it is the Development Section who has the responsibility to
ensure the compliance of the QDS, which they do in close cooperation with the four regional
directors and the Human Resources Department and the Financial Department.
An internal controller function has been created to ensure that the QDS is implemented and is
complied with. This responsibility is shared between the Human Resources Department and the
Financial Department with a joint mandate. The mandate is enclosed in Annex 6
The QDS document has four main chapters: 1. NLM’s identity, purpose and values; 2.
Organizational structure; 3. System for quality development; 4. Responsibilities, resolutions and
implementation of change. Chapter 3. System for quality development is the main chapter with 6
sections:







3.1 Organizational structure;
3.2 Strategy;
3.3 Quality assurance and follow up programs projects;
3.4 Financial management;
3.5 Human resource management;
3.6 Partnerships and networks.

Each of these sections follows the same outline. First there is a list of relevant documents and then
three more subsections:




Signs of quality;
Means of verifying quality and
Analysis and learning.

Each of these sections presents a list of quality criteria as bullet points. Table 4.1 shows the amount
of quality assurance criteria or requirements.
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Table 4.1

Number of quality criteria and requirements

Sections in Chapter 3 System
for quality development in
NLM’s QDS document

Signs of
quality

Means of
verifying
quality

Analysis and
learning

Total

Organizational structure

4

9

5

18

Strategy

7

6

4

17

Quality assurance and follow up
of programs and projects

16

9

8

33

Financial management

8

4

3

15

Human resource management

5

4

5

14

Partnerships and networks

7

2

4

13

Responsibilities, resolutions and
implementation of change

4

2

3

9

Total

51

36

32

119

For the NLM workshop in January the most relevant 72 criteria or requirements were selected to be
reviewed.
The approach of this review was for the participants of the workshop to assess the implementation
of the 72 selected criteria in the different sections of Chapter 3. System for quality development, one
session for each section, following the same outline:
1. The quality statement or criteria was quoted.
2. The participants were asked to
a) On a scale from 0 (weak) to 10 (strong) assess to what extent the quality assurance
criteria or requirements was being met
b) Identify factors and conditions which
i. Contributed to ( were conducive to) the criteria or requirements being met
ii. Were detrimental to the criteria or requirements being met
The method was that the participants first answered in writing the questions whereafter these were
discussed in a plenary.
The primary objective of the visit the Family Development and Strengthening Project (FDSP) in
Arequipa, Peru was to assess to what extent the QDS was being followed up and implemented at
country level in a specific project. This was done through both a workshop and interviews.
However, the QDS document has not been translated to Spanish and consequently the participants
in Peru were not familiar with this. But the themes of the workshop in Peru followed the same
outline as for the workshop of NLM staff in Oslo.
In compliance with its framework agreement NLM has submitted to Digni QDS reports for 2014
and 2015.
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The basis for this assessment is the findings in the workshop with NLM staff in Oslo. These are
supplemented with the findings from the visit to the Family Development and Strengthening project
in Peru, interviews and the last QDS report to Digni.
This review’s assessment of the implementation of the QDS is done two main parts. Section 4.2.
presents how the workshop participants in Oslo rated the compliance of the QDS quality criteria or
requirements. Section 4.3 gives a narrative presentation of how the different criteria or requirements
are being met.

4.2 Degree of compliance with criteria and requirements
The workshop participants were asked to rate the degree to which a given quality criterion or
requirement was being met on a scale from 0 (weak) to 10 (strong). Annex 7 lists all the criteria or
requirements which were rated by the participants. The number of participants in the different
workshop sessions varied from 8 to 11 in the different sessions addressing the selected themes of
the QDS, listed in table 4.2. The total number given in the last column is the number of participants
multiplied by the number of criteria or requirements which were addressed. This gives the total
number of answers for each session.
Table 4.2

Distribution of rating of compliance with QDS criteria and requirements (percent)

Sections in Chapter 3
System for quality
development in NLM’s
QDS document

3

4

5

6

7

8

9

10

NA

TOT
ans

Organizational structure

0,0

1,1

1,1

7,9

31,5

31,5

20,2

6,7

0,0

89

Strategy

0,7

0,7

2,9

3,6

27,1

39,3

20,7

4,3

0,7

140

Quality assurance and
follow up of programs and
projects

0,0

0,5

1,0

4,8

26,1

35,3

21,3

10,6

0,5

207

Financial management

0,0

0,0

0,8

4,0

20,8

34,4

20,8

14,4

4,8

125

Human resource
management

0,0

0,0

0,0

5,6

18,1

29,2

30,6

15,3

1,4

72

Total

0,8

1,0

2,8

5,7

23,5

33,4

21,3

10,2

1,3

718

Table 4.3 shows how the participants agreed that the QDS criteria and requirements were met to a
very high degree:
 88,4 % of the ratings of criteria and requirements gave a score of 7 and above, 64,9 % of 8
and above and 31,5 % of 9 and above. 10,2 % gave the maximum rating of 10.
 Human Resource Management is given the highest rating, and organizational structure and
Strategy the lowest
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Table 4.3

Rating of NLM’s meeting of QDS criteria and requirements

System for quality
development

10

>9

>8

>7

<7

Total

Organizational structure

6,7

26,9

58,4

89,9

10,1

89

Strategy

4,3

25,0

64,3

91,4

7,9

140

Quality assurance and follow
up of programs and projects

10,6

31,9

67,2

93,3

6,3

207

Financial management

14,4

35,2

69,6

90,4

20,8

125

Human resource management

15,3

45,9

75,1

93,2

18,1

72

Total

10,2

31,5

64,9

88,4

23,5

718

answ

4.3 Importance of QDS
The participants in the rated the importance of the QDS document as shown in Table 4.4
Table 4.4 Rating of importance of QDS document

3

4

5

6

6

2

7

8

9

10 UB

Importance of QDS
1. Importance of QDS for NLM as an organization

2

2. Importance of QDS on NLM’s work on
development cooperation
3. Importance of QDS for individual work

2

1
1

7

3

2

5

2

The 11 staff members who participated in this session of the workshop agreed that the QDS
document was an important step in providing a good and better oversight of relevant documents
and guidelines for procedures and criteria as a concerted system for quality assurance system, which
made Quality Assurance more visible in the organization. The systematic reference to relevant
documents was considered an important asset and has become an important management tool for
the entire organization. It was also mentioned that the QDS contributes to awareness of quality
assurance in the entire organization and contributed to learning and organizational development.
The participants were also asked to rate the importance of the QDS with regard to NLM’s work on
development cooperation and their own individual work. Staff finds that the QDS document is
most important NLM’s work on development cooperation and individual work for the participants.
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4.4 Assessment of implementation of the themes in the NLM System for
quality development
Annex 8 addresses each of the 72 criteria or requirements which were discussed during the
workshop and other information from different documents, interviews and the visit to Peru are also
included. For each criterion information on FDSP is included.
In this section a narrative summary and analysis is made of the implementation of the six themes
addressed in chapter 3 of the QDS document is made..
4.4.1

Organizational structure

This section in the QDS document addresses the overall organizational structure of NLM. The
criteria are mostly on accountability in the organization and on routines for identifying, reporting
and following up of emergencies, whistleblowing, incidents of sexual abuse etc. and how reports and
minutes are made available in the organization. The International Department’s reporting and
planning on QDS is also addressed.
The participants in the NLM workshop expressed the view that there is consciousness and a wish in
the organization to learn and to ensure quality and that there is a structure with meetings and
documents which encourage quality awareness. Most of the participants express that documents and
guidelines are known and available, but that the turnover of staff in Norway and abroad is a
constraint to how well they are known. But generally procedures are applied when applicable.
NLM has a well-defined organizational structure (see chapter 2) which also means that
accountability structures are in place. The existence of the Control Committee which supervises the
Executive Board helps in this regard.
The participants express that within NLM routines for handling emergencies, whistleblowing, and
handling of incidents of sexual harassment or abuse are in place and followed and that training on
this topics are recorded.
Minutes from different meetings are prepared and made available, although not necessarily all
minutes. This is done through the organization’s intra network on SharePoint. The only real
challenge is the amount of documents and staff’s limited time to read these. Not all staff are equally
conversant in SharePoint.
The amount of documents and the high turnover of staff imply that training has to be repeated
frequently, which is a challenge. NLM has Norad supported projects in eight countries, and training
and applications of guidelines have to respond to cultural differences.
The annual report on Health, Environment and Safety (HMS) is given to the Executive Board to
ensure that NLM is following the laws and is improving on areas of focus.
The International Department’s Annual Activity Plans defines development points for the coming
year in which is included how to improve the QDS.
Every half year the International Department has a full day strategy meeting where they also discuss
how the QDS is being applied and how it may be further improved.
Reports on emergency situations, whistleblowing, financial mismanagement and sexual harassment
or abuse are followed up by debriefing on each case to evaluate how the situation was handled. The
aim is to learn from each case and make suggestions for future prevention and improvement.
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The annual Report on Quality Development to Digni is prepared by the International Department
and discussed as a basis next year’s plans for quality development. The report mentions that in 2016
the revised instructions to the Resident Representative on Health, Environment and Safety (HMS)
will be implemented and that priority will be given to follow-up at field level on action plans to
prevent sexual abuse. Routines for warning and handling of financial mismanagement will be revised
and a new version of the anti-corruption course will be presented at field level.
In the FDSP in Peru the organization is small, but responsibilities and procedures are well in place
with clear accountability structures. The most important minutes are those from management and
Board meetings which are available to all directly involved in the project.
4.4.2

Strategy

This section in the QDS document addresses strategies and different types of plans.
The guiding document to ensure that NLM Strategies and action plans are holistic, covering both
the development and evangelical aspect of NLM work is The concepts of Diakonia as seen in the Bible,
through the Church history and current use, which has been approved, and which will replace the
development strategy from 2006.
NLM has structures, procedures and guidelines which aim at ensuring participatory involvement in
preparation of strategies and plans. Preparation of agreements with partners are important. Very
important is the Missionary Conference in different countries, who consults with partners and
national staff.
The challenge is that only parts of the NLM organization is involved in this process and to ensure
good processes at all levels. There are also different types of agreements with local partners. And
there is scope for increasing partners’ participation. It is perceived as a challenge to involve partners
in the preparation of these strategic documents. Differences in language and culture may also be a
challenge.
There is awareness about the need and challenges in adapting strategies to plans at field level and to
ensure the coherence between these. Joint participation in meetings helps achieve this. The role of
the Executive Board, which approves both plans and strategies at the organizational level as well as
field strategies and plans, is important. The agreement is that these documents are living documents
is important. It is also important that the basis for action plans is the higher level mission strategies.
The development strategy is first and foremost known and used by the NLM units working with
development cooperation.
A new strategy is prepared through a participatory process at
headquarter. It constitutes the basis for assessment and decisions on new project proposals. It is
presented at introduction courses for new missionaries. But beyond that it is not so widely known
and used, neither at headquarter nor at field level. A challenge in this regard is the high turnover of
staff.
Field strategies are prepared at field level through a participatory process and approved by the
Missionary Conference. The International Department is of course familiar with these strategies and
uses them in their work, but otherwise they are not so actively used at NLM head quarter.
Goals in the different strategies, particularly field strategies, are formulated in such a manner that it
is difficult to identify to what extent these are met. This shortcoming applies particularly to field
strategies. The purpose of strategies is more to give guidance and direction and most often they do
not have goals.
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NLM has requirements for projects to report on results based on monitoring and evaluations.
Annual reports present results based on project reports. But it is acknowledged that goal
achievement is difficult to measure.
Preparation of country plans (handlingsplaner) for 2016 – 2018 will be finished in 2016 with special
focus on coherence between country plans and field strategies. The strategy document Gender
perspective on NLM development cooperation has been approved.
The quality of strategies and different plans are verified through both the processes for preparing
these as well as the approval of these documents. They are also assessed against Digni’s different
documents and criteria.
4.4.3

Quality assurance and follow up of programmes and projects

Projects are not planned without participation of partner and target groups, but the level of
participation varies between fields. Project proposals must explain how participatory processes have
been ensured. NLM headquarter and projects have good methods and tools and processes to be
followed. Partners and missionaries have good local knowledge and contacts and methods for
participatory processes. NLM has clear methodological guidelines for identification and design of
projects. The challenge is the diversity of target group and that it is often difficult for target groups
to make priorities.
NLM strongly advices partners to establish a project steering committee, representing relevant local
actors. Most projects have a steering committee. One purpose of a Steering Committee is to ensure
ownership. The challenge is to decide the composition and define the roles and responsibilities.
Baseline studies is a requirement from Digni for projects and it is being followed by NLM
headquarter. However, there are two challenges. Objectives and results must be formulated so that
they are measurable, either directly or indirectly through indicators. It is also a challenge to design
and carry out baseline studies so that they provide the relevant information for monitoring and
evaluation. NLM is now putting more emphasis on improving baseline information and monitoring
systems.
NLM is actively taking measures to strengthen women’s participation. The NLM document Gender
perspective in NLM international work was approved in 2015.
NLM is actively trying to ensure women’s participation in decision making But when steering
committees have few members and staff are few, it is difficult to get gender balance. In some
countries qualified women are not available
NLM does not have many projects where indigenous rights constitute a challenge. But NLM
requires projects to address this in their application. When indigenous rights may be an issue, NLM
requires projects to report according to the ILO convention 169 in planning, implementation and
reporting.
In some countries such as Peru and Bolivia the target population is indigenous people. The FDSP
Project Document presents the ethnic composition of the target population.
Analysis of risks (including conflict sensitivity, environment, financial management). This is part of
the planning process and checklist for preparation of project document exists. All projects shall up
front do a conflict analysis. NLM recommends that this shall follow the “Do no harm” method.
There is clear focus on financial management in plans and reports.
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Formulation of goals is an important part of the planning of the project. Most good planning
processes ensure this. This presupposes need assessments, baseline studies and participatory
processes. This is difficult when target population and others have too high and conflicting
expectations. This is checked in the Concept note prepared by the Field Board and LMU before
preparation of a project proposal / plan. This depends on good local processes. NLM headquarter
requires that project proposals shall explain how this is in line with these elements as well as national
and local plans. This is included in NLM forms for projects proposals.
Monitoring of projects is the responsibility of individual projects with limited guidance and
interference from NLM Headquarter. It is acknowledged that in many projects monitoring is not
very strong.
NLM claims to have good structures in place for monitoring of implementation of project activities,
but the challenge is the many layers. The development section is actively pushing for projects to
submit projects on time. This is not easy with partners who have many projects and funders. The
Development Section supervises closely the preparation of reports from the projects.
NLM has an Annual Wheel for reporting on project management, which has just been revised.
Generally speaking projects provide reports in a timely manner and following the NLM reporting
template.
The Development Section and the Financial Depart have good procedures to ensure internal control
and follow-up of projects.
Both the International Department and the Development Section have annual action plans. An
important instrument for the implementation of this criterion is the Development Section’s Annual
Wheel with its detailed activities and deadlines. The Development Section has carried out internal
evaluations of annual reporting, financial closure and the planning process. There are weekly
meetings of the Development Section and the Project Group. Regional directors have met regularly
with the Resident Representative. Minutes from the Project Group meetings are discussed at the
International Leadership Meeting (LMU).
During 2015 the Development Section has been on field visits to Indonesia, Ethiopia and Kenya
and participated in network meetings in South-America and West-Africa
It is first and foremost Regional Directors who meet with resident representatives on a regular basis.
The Development Section meets with them when they visit fields and when resident representatives
come to Norway.
With regard to the different criteria for quality assurance of projects, the main findings from FDSP
were:
 Prior to the Family Development and Strengthening Project (FDSP) in Peru there had been
a pilot project from 2012 to 2014. During this target groups’ needs, priorities and resources
were identified and constituted the basis for the planning of the new project.
 FDSP goals are in line with the communities, partners and NLM’s strategies and goals as
these have been identified through participatory processes and expressed in different
documents.
 The FDSP Project Document presents the ethnic composition of the target population, but
this is no challenge as the majority of the target population is indigenous people.
 In FDSP both Project Document and annual report address and analyze gender issues.
 In Peru, at the conclusion of the pilot project, an evaluation and a baseline study were
undertaken, which constitute the baseline for the FDSP.
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4.4.4

FDSP goals are both abstract and concrete and therefore realistic to a varying degree. It is
too early to judge the extent to which these are being met.
The FDSP project presents relevant indicators, but the project does not have a monitoring
system to measure achievements. However, the project is very innovative in its approach
and seems to be flexible to change based on experience.
In FDSP school children and families are the target population, who has no say in the
decision making. Schools and churches are partners involved in the planning of activities.
The main partner is the IEL-P who has been involved in the decision making all along, and
now through its two members of the Project Board. In addition to IEL-P, the Board
(steering committee) has no representatives of the local actors.
In FDSP women are in an overwhelming majority at community meetings and among the
volunteers implementing project activities in schools and elsewhere. The Board has no
women members.
FDSP has a well-developed software management program to monitor implementation of
project activities
Financial management

Financial management is also addressed and assessed in chapter 5. Comments in this section are
first and foremost related to criteria and requirements in the QDS documents.
Projects have tight budgets in relation to action plans, which encourages cost efficiency.
Elements contributing to transparency are:
 Detailed project budget with corresponding accounts. Level of detail ensures transparency.
 Detailed and meticulous auditing
 Flow of money is followed closely
 Local auditors are internationally acknowledged and «supervised» by NLM auditor BDO
 Partner auditor has to be approved by NLM (often the same as for NLM local)
 Projects have system for internal auditing
 Digni’s auditor (PWC) issues guidelines for NLM auditor who supervises local auditors
Good financial management handbook, checklists and routines are in place and are being followed.
During recent years much has been done to ensure good financial routines. NLM now works on
ensuring implementation and compliance with the financial handbook, which is now being revised.
Focus is on how to prevent mismanagement and corruption. It is easier to ensure compliance in
projects implemented by NLM than in projects implemented by local partners.
When NLM Headquarter visits fields it is a priority to assess financial management and the
cooperation between the project director and the project accountant. Not all project accountants
are equally well qualified. It is a challenge for NLM to make large national church follow NLM
guidelines and requirements when projects are being implemented by partners (e.g. Ethiopia).
Audit reports with management letter as well as NLM internal control show that routines and
auditors’ comments are followed up. Projects have to fill in Digni’s financial management check list
annually.
Although financial reports are always handled by the Project Director, actual ownership varies as
some project director rely too much on the accountant and do not supervise closely enough and
may not be well enough qualified to adequately supervise financial management.
Training in financial management at different levels is strengthened and will be included in the
course for resident representatives in June 2016
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NLM has worked much on ensuring that financial reports are on time and with the necessary
quality.
Financial reports are always addressed at project group meetings, but less regularly at Field board
meetings. In most cases the Steering Committees or Board will review the financial report.
In FDSP in Peru, which has suffered two cases of embezzlement, it was clear that both IEL-P,
NLM and the Project staff were very conscious about the absolute necessity to follow financial
systems and guidelines. The Project Director dedicated much efforts to continuous follow-up of
financial management. The Board reviews all financial reports.
FDSP is a point in case where comments from the auditor are taken very seriously and financial
management was strengthened and improved as a consequence of comments and insistence from
the auditor.
4.4.5

Human resource management

NLM requires a wide range of competencies and also that staff has knowledge in many areas. For
many positions NLM has a challenge in recruiting the right people. NLM has a good system for job
description and good routines for recruiting personnel including screening and selecting candidates
and for training of newly recruited personnel and for training of existing personnel.
There are two courses for newly recruited missionaries who will work on a project, a four weeks
basic course on diakonia at the Misjonshøgskulen in Stavanger, and an internal NLM county specific
preparatory course of 10 days where also all relevant NLM documents are presented.
Within the Human Resources Department a new position has been created to be in charge of
competency development as a follow up of the QDS.
NLM has the necessary handbooks and guidelines, which are being revised and updated on a regular
basis. These are available for all NLM staff on their intranet – SharePoint.
Guidelines for national personnel are handled by the partners. This varies between different fields
and NLM influence is limited. NLM has limited knowledge of how national partners recruit their
personnel.
There are clear guidelines on how the need for expat personnel in a project should be identified and
justified and approved by NLM. The FSDP project document has a paragraph explaining roles and
responsibilities of expatriate personnel.
In 2016 HMS handbook also including local NLM staff will be in place. But NLM has limited
possibilities to ensure that local partners have all regulations in place when they employ local project
staff, even if their salaries are paid by NLM.
Procedures for recruitment of NLM staff are clear and are being followed by the Department of
Human Resources in charge of recruitment.
In Peru FDSP and IEL-P have transparent procedures for recruitment of project personnel. They
apply Peruvian regulations when the employ personnel paid by NLM and otherwise. IEL-P now
has the assistance of a lawyer on labor relations.
The FSDP project document has a paragraph explaining roles and responsibilities of expatriate
personnel. The principle is that project budgets shows salaries for expatriate staff, although salaries
are paid from Norway. The FDSP budget does not have line for expatriate staff.
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4.4.6

Partnerships and network

The QDS document addresses partnerships and networks, but this was not addressed at the NLM
workshop. Nevertheless it may be concluded that the criteria mentioned in the QDS document are
met. Of these the most important ones are:





There are written agreements with all partners on an overall level, and for all projects.
There are good processes with partners before making strategies and project plans.
There are visits to projects and partners on a regular basis.
Our partners are improving their abilities as development actors due to our cooperation:
o Financially.
o Administratively.
o Technically.

4.5 NLM’s monitoring of the implementation of the QDS
The overall conclusion of the review is that NLM is implementing well its System for Quality
Development and that quality criteria and requirements are being met. The implementation of the
QDS is being monitored throughout the year by the Development Section in cooperation with other
NLM units, particularly the Financial Department. Efforts to remedy shortcomings are made. The
Quality Development System is revised annually and an Annual Quality Development Plan is
prepared. Annual report to Digni on the Quality Development system is submitted.

4.6 Conclusions
Section 3 System for quality development in the QDS document presents 119 quality criteria or
requirements, of which 72 were addressed at an NLM workshop and further discussed during the
visit to the Family Strengthening and Development Project, FDSP, in Peru. The main findings are
summarized below:
 The workshop participants were asked to rate the degree to which a given quality criterion or
requirement was being met on a scale from 0 (weak) to 10 (strong). 88,4 % of the ratings of
criteria and requirements gave a score of 7 and above, 64,9 % of 8 and above and 31,5 % of
9 and above. 10,2 % gave the maximum rating of 10.
 The QDS document is an important step in providing a good and better oversight of
relevant documents and guidelines for procedures and criteria as a concerted system for
quality assurance system, which made Quality Assurance more visible in the organization.
The QDS contributes to awareness of quality assurance in the entire organization,
contributes to learning and organizational development and has become an important
management tool for the entire organization.
 Quality criteria and requirements pertaining to organizational structure are being followed up
and their implementation monitored and reported upon.
 NLM is continuously revising and updating its strategic documents of importance for
development cooperation at different organizational levels.
 NLM has requirements for projects to report on results based on monitoring and
evaluations. Annual reports present results based on project reports. But it is acknowledged
that goal achievement is difficult to measure.
 NLM has a wide range of criteria and requirements for quality assurance and follow-up of
programmes and projects, with which both NLM and projects try to comply. The main
challenge lies with the system for monitoring, both with regard to establish a baseline for
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relevant data for formulation of results and objectives which allow for monitoring of both
achievements and impacts.
Projects have tight budgets in relation to action plans, which encourage cost efficiency.
Budgets and procedures ensure transparency.
NLM has a good financial management handbook. It has good procedures for financial
reporting and monitors very closely projects’ financial management. Audit reports with
management letter as well as NLM internal control show that routines and auditors’
comments are followed up.
NLM has the necessary handbooks, guidelines and procedures for human resources
management at headquarter and fields.
It is the International Department with its Development Section who is responsible for the
implementation of the QDS system. For this it has in place systems for reporting,
monitoring and evaluations which include cooperation and regular meeting with other units
in NLM and preparation of quality development plans and reports.
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5 Financial Review
5.1 Review of financial management NLM and FDSP
This financial review addresses the issues listed in Digni’s Checklist Regarding Financial
Management with its questions. Both the NLM Financial Department and the Development
Section jointly and persons in charge of financial management in FDSP have filled in this form and
it has been reviewed with them. The two checklists address the same issues, but the one filled in by
FDSP is more detailed (35 questions) than the one filled in by NLM (21 questions). The two
checklists are presented in Annex 9.
A) Routines
 Quarterly transfers are in accordance with a transfer plan for each project approved by the
Development Section. Following the approval by the NLM Financial Controller, Knif
Regnskap, which is NLM’s accounting agency (third party), registers and executes the
transfer.
 The NLM financial handbook has regulations for cash handling. In FDSP checks above
4 000 Soles (NOK 9.800) are signed jointly by the general secretary of IEL-P and the
president of the Board. Checks up to 4.000 Soles (NOK 9.800) are signed by the Director.
Cash requests are based on vouchers supported by receipts or invoices. No particular
delays. Maximum cash is 4.000 soles (NOK 9.800)
 The NLM financial handbook requires that vouchers are certified by someone other than
the accountant. In FDSP vouchers are certified by the Project Director and controlled by
the auditor
 The local partner decides the general ledger accounts. In FDSP the general ledger accounts
is detailed and reasonable. The classification of transactions is adequate and done by the
accountant.
 The NLM financial handbook requires that the project has its own bank account. Previously
FDSP had an account in the name of the partner IEL-P. Since January 2016 the project has
a separate account in the name of the project as an autonomous NGO with two signatures,
President of the Board and the Project Director, and since March 2016 its own accountant.
 FDSP has always had a qualified account, up till now the same as IEL-P. FDSP is now
recruiting an independent accountant for the project with the required qualifications.
 In FDSP handling of cash is done by another person than the accountant – the
Administrative Secretary.
 In FDSP checking of petty cash is done frequently and without warning and was last done
10 January 2016
 In FDSP each accounting period is concluded with a report on expenditures per budget
lines
 FDSP accounting is computerized, using a software called SCB
B) Reports and reconciliations
 NLM has a calendar for submission of financial reports by the projects. In FDSP the Board
receives monthly financial reports. Minutes from the Board confirm expenditures according
to budget and possible revisions
 When the head office receives the annual report, the Finance Department checks whether
there is consistency between the reported over/under expenditure and the balance items
(bank, cash, receivables, payables). The opening balance and income reported by the project
are also checked against numbers booked in Norway. The Development Section checks
explanation to deviations and whether costs correspond to the activities carried out. The
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basic control of whether all income and expenses are included is carried out by the local
auditor. In FDSP the last reconciliation of bank statements and general ledger was done
in December 2015. It was done by two persons and it coincided.
C) Accounts
 All income from donors and from sale are included in financial reports. FDSP does not have
any sales.
 Each project has its own project number in the accounting in Norway. This project number
is always used when booking project costs that were paid in Norway. When the head office
receives the annual report, the financial controller summarizes the numbers from the local
and Norwegian accounts before the Development Section hands over the final project
report to Digni. Expenses paid in Norway consists almost exclusively of expat expenses.
Only in rare cases are other project expenses paid from Norway. Local accounts do not
include expat salaries and social expenses paid in Norway. Benefits paid in the country are
normally included in the local accounts, except in some cases as for instance Peru, where the
NGO registration of NLM does not allow local income.
 In FDSP vouchers are numbered in an orderly manner. Vouchers are certified by the
auditor. Vouchers are original.
 At present FDSP does not have any special problems related to financial management and
accounting. The only minor problem is that vouchers must be invoices and that receipts are
not accepted. This is a problem for small purchases when the provider cannot present an
invoice.
D) Assets and debt
 The annual project account should include an asset register of all investments throughout
the project life, including the status of each item (used by project staff/implementing
organization, handed over to partner etc.). The local audit is the main tool to check whether
the assets are used for the purpose. In FDSP there is a fixed asset register which is being
kept up to date and items are provided with numbered stickers. This has not been
reconciled to the general ledger as most assets were purchased in 2012 by IEL-P, before the
project had its own account.
 NLM Financial handbook requires projects to utilize logbooks for vehicle use. FDSP does
not have any vehicles.
 In FDSP there are no pending debts. No doubtful receivables have been written off.
 In FDSP no project funds have been lent out.
 Previously, on rare occasions, some salaries advances of up to 15 days were given and no
new ones before repayment. No salary advances were given in 2015.
E) Agreements
 NLM has general cooperation agreements and project contracts with partners. The contract
on FDSP was signed on 18 November 2015.
 There are work contracts between the expat and NLM as for the FDSP, and there are
secondment agreements when expats are working within a partner church.
F) Corruption/auditing
 Local auditors are elected based on a bidding process organized by the implementing
partner. NLM requires a certain rating of the auditor. The choice of local auditor is approved
by BDO, NLM’s auditor. Local auditors normally have a limit to number of years, as most
countries have national laws restricting the period each auditor can be contracted. The
management letter is read by the leadership of the partner and the project and by NLM. At
the Development Section and Financial Department the management letter is an important
part of the annual financial statement reporting. The projects are required by NLM to follow
up on the management letter and report on it in the half-year narrative report. In case of
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extensive management letters the projects are required to make an action plan, which is
followed up by the Development Section in cooperation with the Financial Department..
FDSP has an auditor in line with these requirements.
BDO exercises a quality control function of local auditors. They receive from the local
auditor copies of management letters, audit reports and answers to a set of control questions
supplied by BDO.
Digni’s guidelines for combating and handling corruption are included in NLM’s guidelines,
which are found in the financial handbook. The subject has been an important issue in the
communication with the projects and partners the last years. The zero- tolerance policy is
well known, and that any cases of suspicion of mismanagement should be reported to NLM.
In FDSP staff and others have been provided with the document and discussions on this has
taken place.
All NLM field offices, projects and partners have been through Digni’s grass root course on
corruption the last years, even though some have carried out a shorter version, not the full
two day course.
In FDSP there have been two embezzlements and financial management has been corrected
to prevent similar cases, the maximum cash amount allowed is 4.000 Soles (NOK 9.800) and
frequent random checking of cash without warning by two persons is done frequently.
In FDSP two audits are undertaken per year, one half year and one annual. The two last
audit reports have been provided to this review.

In 2013, 2014 and 2015 NLM has detected and reported on 7 cases of financial mismanagement
(Ivory Coast 2014 and 2015, Kenya 2014 and 2015, Mongolia 2014 and Peru 2013 and 2014). Based
on information provided to this review it may be concluded that NLM handled these cases in
accordance with guidelines, reports were submitted to Digni and Norad, appropriate actions were
undertaken locally, and training on how to prevent corruption and financial mismanagement was
repeated.
G) Other
 Personnel: The project contract between NLM and the implementing partner states that the
partner is responsible for hiring qualified personnel. The specific procedure is according to
the rules of each partner. Training and capacity building can be included in the project
budget, and is a routine for the projects. Recruitment of expats are according to NLM’s
routines. Misjonshøgskulen is used by expats working in projects as far as possible. Expats
with a period of three years and more are given language courses. In FDSP job description
is prepared. Vacancy is announced nationally by IELP. Interviews are done by Project and
IEL-P who will be the formal employer. Contract and conditions in accordance with
Peruvian law.
 Procurement. NLM’s financial manual states that there should be local rules for
procurements of goods and services, meeting national rules. The project contract states the
same point. In cases where a regular tender process is not possible, for instance if there is
only one possible supplier, minutes of the decision should be made. In FDSP Project
director can authorize purchases up to 4.000 soles (NOK 9.800). Purchases are preferably
made from commercial operators who will provide invoices (as required by the auditor).
Prices are usually provided orally. Selection of provider is based not only price but also
quality.
 Project visits from headquarter. Regional directors visit each country annually, but
development issues are to a varying degree part of these visits. The Development Section
visits approximately four countries each year, Ethiopia each year, but other countries on
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rotation. The financial checklist has been used by NLM on a few occasions, but not
regularly. The Digni checklist is a requirement as an self-assessment tool for all projects
starting from 2015.
Auditors’ views on financial management
This review has included interviews with NLM’s auditor in Oslo and the FDSP auditor in Peru.
NLM’s auditor, BDO, acknowledges that NLM financial management has been strengthened during
the last few years. The Financial Management Department has well qualified staff, Director and
Controller, who are well in command of all aspects related to development cooperation projects.
They work well in cooperation with the Development Section. These two units of NLM react
expediently if any concern of inappropriate financial management should come up. When the
auditor requests any additional information, it is always provided immediately. The audit for 2014
did not raise any issues requiring any follow-up attention. The auditor finds that the external
accounting office KNIF Regnskap carries out its work in a satisfactory manner.
The auditor of FDSP, expresses that the project, which until 2015 did not have adequate financial
management, now has this in place as of the beginning of 2016. He mentions in particular that the
project now has an independent bank account in its own name, is recruiting an accountant
exclusively for the project under the Project Director, has in place adequate financial reporting to
the Board, has established appropriate ceilings for signing of checks and limits for cash and is
carrying out frequent unannounced controls of petty cash.

5.2 Conclusions
This review of NLM and FDSP financial management shows that both head quarter and project
level (in the case of FDSP in Peru) has a solid financial management system in accordance with
NLM systems, guidelines and procedures. No major shortcomings have been detected.
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Annex 1 Terms of Reference

Terms of Reference (ToR)
Review of the Norwegian Lutheran Mission as an organization with
framework agreement with Digni

1. Background
Norwegian Lutheran Mission (NLM) is a free, independent and international Lutheran mission
having the vision, “The world for Christ”. NLM has an integrated approach to mission work,
including evangelization, diaconal work and development cooperation. The organization is currently
engaged in development work in Asia, Africa and Latin Amerika. In 2015, NLM is receiving funds
amounting NOK 22 563 000 from Norad through Digni for 14 development projects located in
eight countries. Attachment 1 shows an overview of the project portfolio.
The Digni-chain is often illustrated like the following,

The Norwegian Agency for Development Cooperation (Norad) is a directorate under the
Norwegian Ministry of Foreign Affairs (MFA). There is a written agreement between Norad and
Digni, and in 2015 Digni receives a total fund nearly NOK 180 million. Digni and its 19 member
organizations have signed separate agreements. The Norwegian member organizations are either
legal entities only in Norway, or registered as legal entities also in the project countries. This is
illustrated with the two “persons” next to each other in the above Digni-chain. Normally the
Norwegian member organization collaborates with a local partner who carries out a project. There
are normally written agreements between each part in the chain where roles, responsibilities, rights
and duties are defined.
On January 20th, 2014, NLM signed a four-year framework agreement with Digni. The agreement
implied that Digni delegated the responsibility for handling NLM’s project portfolio included in the
agreement with the organization. NLM is granted a frame budget yearly, and the organization has
the responsibility of processing the project application, following up project implementation,
monitoring, evaluation and reporting (narrative and financial). Digni is informed on plans, budgets
and reports, and communication is secured by two regular meetings annually. Other meetings are
held when needed.
A prerequisite for a framework agreement with Digni is that NLM has a System for Quality
Development (SQD), which ensures quality and learning within the organization. NLM reports on
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the development of its SQD to Digni once a year. Further details on the requirements for a
framework agreement are described in the document “Vilkår for rammeavtale” (Attachment 2).
Digni has, in its agreement with Norad, confirmed that both member and partner organizations
have adequate organizational systems and procedures in place, and that these systems work well.
According to Digni’s procedure, an organization with a framework agreement should be reviewed
during a framework period to ensure the quality of the work. The review is initiated by Digni and it
is conducted by a team assigned by Digni. The continuation of the framework agreement depends
on the results of the review.

2. Objectives
The main objectives of the review are to assess the implementation of NLM’s System for Quality
Development, and to assess the collaboration between the entities from NLM’s headquarter in Oslo
to the project in Peru.
On the basis of the report, the Digni board shall decide whether NLM should continue its
framework agreement with Digni or not, or what changes are required.

3. Scope of work
The starting point and the scope for the review is NLM’s System for Quality Development. Based
on written agreements, plans, reports and documents referred to in the SQD (both NLM and Digni
documents), meetings with NLM staff, individual conversations and field trip to Peru, the work
should include the assessment of the following specific areas:
-

the role and responsibilities of NLM’s headquarter in Norway, the partner organization
and projects in Peru,
the relationships and the communication between the NLM headquarter in Norway, the
partner organization and the project in Peru,
the implementation of the SQD in the relevant departments at the NLM headquarter in
Norway,
procedures for planning, implementing, reporting and learning,
budget, financial management, reporting and prevention of financial mismanagement,
NLM’s awareness and implementation of relevant Digni documents, including policies
and Criteria for supporting interventions and programs.

4. Method
-

Document analysis
Meetings and conversations at the NLM headquarter in Oslo
Field trip to Peru, visit to the partner and the project receiving funds from Digni

-

Tools
“The 5 abilities”
A financial check list focusing on procedures and systems rather than on details
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List of important documents
Digni documents
-

1 An overview of the NLM project portfolio
2 Rammeavtaler, vilkår
3 The frame agreement between Digni and NLM
4 Rammeavtaler, instruks for organisasjonsgjennomganger
5 Kriterier for tiltak og programstøtte
6 Kriterier for tilstedeværelse i et land
7 Retningslinjer for utgifter til faglig bistand
8 Evalueringspolicy for Digni
9 Veiledningshefte for monitorering og evaluering
10 Gender policy for Digni
11 Prinsippdokument for bekjempelse av korrupsjon
12 Sustainability and Risk Analysis
13 Support to Indigenous People
14 Checklist regarding financial management – NLM review

-

NLM documents
15 NLM’s Quality Development System 2014 (QDS)
16 NLM’s QDS report 2014
17 Dignis tilsvar på NLM QDS rapport 2014
18 NLMs svar på Dignis tilsvar på NLM QDS rapport 2014
19 Constitution of NLM 2015
20 Core values of NLM
21 Code of conduct – Norme
22 NLM Mission strategy 2020
23 NLMs strategy for development cooperation 2006
24 Action plan for international work 2013 – 2016
25 Mål og strategiplan for NLM Sør Amerika 2015 - 2022
26 Action plan for NLM International Department 2015
27 NLM’s five year plan to Digni (2013- 2017)
28 NLM’s country plan 2013 – 2017 to Digni
29 NLM development handbook – Table of content
30 Results based planning and reporting handbook
31 Criteria for external personnel
32 NLM Risk Policy Document - Utkast
33 Gender strategy in international development work
34 Annual wheel for the development section
35 Check list for quality assurance of plans and reports
36 Oversikt Digni prosjekter 2015 – Inkludert nr 38 og nr 40 i ToR
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-

37 NLM Financial management handbook
38 Checklist for audit (Part of No 36)
39 Guidelines for Managing Financial Irregularities (Digni document)
40 Check list for annual reporting (Part of No 36)
41 Handbook for missionaries – Personnel handbook – Table of content
42 a) Procedures for recruitment – Overview
42 b) Procedures for recruitment - Process
43 Principle for expats in development projects
44 Digni principles for support to expatriates in projects (same as No 7)
45 Guidelines for women and men’s service in NLM
46 Partnership agreement NLM – IEL Peru. Norwegian version 2005
47 Template for project agreement
48 Diakoni prinsippdokument for NLM
49 Project contract Peru 10725 FDSP NLM – IELP 2015 - 2019
50 Project document 10725 Family Development and Strengthening project (FDSP)
51 Project application 10725 FDSP – 2014 and 2015
52 Project report 10725 FDSP – 2014
53 Instruks personalrådgiver 1 2011
54 Instruks for leder NLM Utland
55 Instruks leder for bistandsseksjonen 2015
56 Instruks rådgiver i bistandsseksjonen 2015
57 Instruks regionleder Etiopia og Øst-Afrika 2010
58 Instruks regionleder Indonesia og Japan 2010
59 Instruks regionleder Mongolia Kina KF Kina og Sentral Asia 2010
60 Instruks regionleder Sør Amerika og VAR 2010

5. Roles and responsibilities
Mr. Erik Whist (external consultant, Scanteam) will carry out the review.
From Digni, Kristian Larsen and Eirik Nyen will act as observers and contribute with
information where relevant. Lilliann E. R. Våje will coordinate the practical part of the review.
Larsen will join the team to Peru.
The NLM staff members having responsibilities related to the Digni-funded projects at the
NLM headquarter, the NLM representative in Peru, staffs from NLM’s partner IELP and
project staff members in Peru will all be object for the review.
Responsibility allocation
The review will be paid by Digni.
The NLM and its partner in Peru are kindly asked to:
- facilitate the practicalities like accommodation, meals and transport in Peru.
- elaborate a budget for the stay in Peru and send it to Digni at the latest on December 20th.

6. Timeline
(Preparation, field visit and finalization of report)
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-

-

October 31st: the main components of the ToR are ready
October 31st: the list of relevant documents for the review is ready and sent to NLM
December 18th:
. All relevant documents are sent to Digni by the NLM
. The financial check list for the review is sent to NLM by Digni
nd
December 22 :
All relevant documents are sent to the consultant
The detailed schedule of the two-day meeting in Oslo are sent to NLM by the consultant
January 11th: a detailed schedule for the visit to Peru and the budget for the trip are ready
January 20th and 21st: meetings at the NLM headquarter in Oslo, Norway
February 7th to 13th: field trip to Peru
During the first week of March: meeting with key persons the NLM headquarter in Oslo
if needed
April 8th: the draft report is sent to NLM and Digni for comments by the consultant
April 29th: comments from NLM and Digni are sent to the consultant
May 13th : the final report is submitted to Digni

7. Reporting
The final report will include a brief background information about NLM and its framework
agreement with Digni, an executive summary, conclusions, major findings and recommendations on
issues that could be improved. It will also give a specific recommendation to the Digni Board on
whether the NLM should continue its framework agreement with Digni or not.
The consultant is responsible for writing the report. It will be written in English and not exceed
25 pages, including the report on the financial review, excluding annexes. It shall be sent to
Digni and further to NLM in electronic form.
The first draft report will be presented to Digni within March 25th. The final draft shall be
submitted to Digni and sent to the NLM for comments by April 8th. The final report shall be
completed by May 13th and sent to Digni for further consideration in the Digni Board meeting in
June. The decision of the Board and the final report will be sent to NLM by June 17th.
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Annex 2 List of documents
Digni documents
-

1 An overview of the NLM project portfolio
2 Rammeavtaler, vilkår
3 The frame agreement between Digni and NLM
4 Rammeavtaler, instruks for organisasjonsgjennomganger
5 Kriterier for tiltak og programstøtte
6 Kriterier for tilstedeværelse i et land
7 Retningslinjer for utgifter til faglig bistand
8 Evalueringspolicy for Digni
9 Veiledningshefte for monitorering og evaluering
10 Gender policy for Digni
11 Prinsippdokument for bekjempelse av korrupsjon
12 Sustainability and Risk Analysis
13 Support to Indigenous People
14 Checklist regarding financial management – NLM review

NLM documents
- 15 NLM’s Quality Development System 2014 (QDS)
- 16 NLM’s QDS report 2014
- 17 Dignis tilsvar på NLM QDS rapport 2014
- 18 NLMs svar på Dignis tilsvar på NLM QDS rapport 2014
- 19 Constitution of NLM 2015
- 20 Core values of NLM
- 21 Code of conduct – Norme
- 22 NLM Mission strategy 2020
- 23 NLMs strategy for development cooperation 2006
- 24 Action plan for international work 2013 – 2016
- 25 Mål og strategiplan for NLM Sør Amerika 2015 - 2022
- 26 Action plan for NLM International Department 2015
- 27 NLM’s five year plan to Digni (2013- 2017)
- 28 NLM’s country plan 2013 – 2017 to Digni
- 29 NLM development handbook – Table of content
- 30 Results based planning and reporting handbook
- 31 Criteria for external personnel
- 32 NLM Risk Policy Document - Utkast
- 33 Gender strategy in international development work
- 34 Annual wheel for the development section
- 35 Check list for quality assurance of plans and reports
- 36 Oversikt Digni prosjekter 2015 – Inkludert nr 38 og nr 40 i ToR
- 37 NLM Financial management handbook
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-

38 Checklist for audit (Part of No 36)
39 Guidelines for Managing Financial Irregularities (Digni document)
40 Check list for annual reporting (Part of No 36)
41 Handbook for missionaries – Personnel handbook – Table of content
42 a) Procedures for recruitment – Overview
42 b) Procedures for recruitment - Process
43 Principle for expats in development projects
44 Digni principles for support to expatriates in projects (same as No 7)
45 Guidelines for women and men’s service in NLM
46 Partnership agreement NLM – IEL Peru. Norwegian version 2005
47 Template for project agreement
48 Diakoni prinsippdokument for NLM
49 Project contract Peru 10725 FDSP NLM – IELP 2015 - 2019
50 Project document 10725 Family Development and Strengthening project (FDSP)
51 Project application 10725 FDSP – 2014 and 2015
52 Project report 10725 FDSP – 2014
53 Instruks personalrådgiver 1 2011
54 Instruks for leder NLM Utland
55 Instruks leder for bistandsseksjonen 2015
56 Instruks rådgiver i bistandsseksjonen 2015
57 Instruks regionleder Etiopia og Øst-Afrika 2010
58 Instruks regionleder Indonesia og Japan 2010
59 Instruks regionleder Mongolia Kina KF Kina og Sentral Asia 2010
60 Instruks regionleder Sør Amerika og VAR 2010
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Annex 3 List of persons consulted
Øyvind Åsland

General Secretary

Hjalmar Bø

Director NLM International

Elin Vannes

Director Development Section

Hilde-Karin Mauky

Advisor Ethiopia and East Africa

Berte-Stine V. Aas

Advisor South America, Asia and West Africa

Ole Morten Stavland

Quality controller

Olav Vestbøstad

Regional Director Indonesia, Japan og China region

Magne Gillebo

Regional Director Mongolia, China, Central-Asia

Morten Egeland

Regional Director Ethiopia and East Africa

Kjell Jaren

Regional Director South America and West Africa

Gunn Marit Stokkeland

Personnel Advisor

Solveig Ø. Eikli

Financial controller

Øystein Frøysa

Director Financial Department

Roar Winge

NLM Auditor BDO

Leif Åge Aabø

NLM Auditor BDO

Tore Bjorsvik

NLM Resident Representative

Kurt Ohma

Former NLM Resident Representative and NLM member in FSDP
Board

Anne Danslang

NLM Expat to FDSP

Eli Pacheco

NLM Accountant

Anita Guevara

Administrator NLM Peru

José Maynita Maybire

General Secretary IEL-P

Deynis Rosas

Accountant IEL-P

Luis Amezquita Soto

President FDSP Board

José Parqui Lopinta

Secretary FDSP Board

José A. Castillo Zea

Executive Director FDSP

Rosangela Maynita Alvarez

Facilitator FDSP

José Luis Gilardi Lizárraga

Administrator FDSP

Rut Gallegos
Mario Miranda

School Principal

Miguel Angel Paredes

External Auditor FDSP
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Annex 4 Countries where NLM has development projects
Budget 2015
Country

Project
number Project name

First
year

Last (reallocation
year september)

PER

NLM-Family Development and Strengthening
10725 Project.

2015

2019

1 361 897

MNG

NLM-Strengthening Children's Rights Project
10633 (SCR)2

2014

2018

2 306 414

MNG

10605 NLM-Strengthening Primary Health Care Pro (SPH)

2013

2017

2 532 249

CHN

NLM Yunnan Left Behind Children’s Development
10777 Project

2015

2019

2 915 272

KEN

10719 NLM-Tana North Water and Sanitation Project

2013

2017

3 091 168

INS

10769 NLM Community Mobilization Pre-Project

2014

2015

601 007

ETH

NLM-Bena Tsemai- Pastoral Community
10726 Development Project

2015

2017

449 431

ETH

10452 NLM-Raytu Comm. Dev. Project (RCDP)

2014

2017

832 265

ETH

NLM- PACEP (Performance&Competence
10615 Enhancement Project)

2015

2017

315 070

ETH

10619 NLM-Reducing Maternal Mortality (RMM)

2012

2016

3 410 045

ETH

NLM- «Meda Wolabu Community Capacity
10785 Enhancement Pilot Project» MWCMPP

2015

2016

284 413

ETH

10403 NLM-Filtu Food Security Project (FFSP).

2014

2016

890 514

CIV

10741 NLM-Hope for All

2013

2017

2 149 626

BOL

10781 NLM Family and Community Project

2015

2018

1 423 629

Total
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Annex 5 Organizational maps for NLM fields
The parallel model entails that NLM has independent work alongside a local church. This is most
often when there are no strong churches or local NGOs where NLM wishes to carry out the major
part of our work.
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The integration model presupposes that the work of the mission is integrated into the church. The
project staff is employed by the church.
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Annex 6 Job description Quality Controller and Financial
Controller
Quality Development System
Mandat og instruks for:
Quality Controller
Financial Controller
Innledning:
Fra 2014 inngikk NLM en rammeavtale med Digni. Som en del av prosessen med å bli godkjent
som rammeorganisasjon utviklet NLM et Quality Development System (Kvalitetssystem KUS).
Dette er et system som skal sikre at NLM har god forvaltning og implementering av alle
bistandsprosjektene. Hovedansvaret for dette ligger hos NLM Utland med støtte fra andre
avdelinger i NLM.
En intern kontrollerfunksjon er etablert for å sikre KUS systemet fungerer og blir fulgt. Dette
ansvaret er delt mellom en som har spesielt ansvar for at økonomirutiner og funksjoner blir fulgt.
En kontroller har et overordnet ansvar for å vurdere helheten i KUS systemet og NLMs forvaltning.
Kontrollerenes mandat er:
 Påse at KUS er tilpasset behovene til målgruppen, at det samsvarer med organisasjonens
overordnede strategier, og at det holder en definert kvalitet i henhold til gitte standarder.
 Bidra til å sette mål for videreutvikling av kvalitet, og foreslå tiltak.
 Bidra til å videreutvikle systemene for kvalitetssikring: Rutiner, retningslinjer mv.
 Påpeke avvik og om nødvendig rapportere dette oppover i linjeforhold
 Påse at KUS systemet blir implementert. Deres mandat er begrenset i forhold til
protokollkomiteen valgt av GF, ekstern revisors funksjoner og anliggende som ligger utenfor
oppgavene knyttet til implementering av bistandsprosjektene.
Instruks
-

-

Kontrollernes funksjon er å overvåke og evaluere NLMs implementering av egne standarder
og retningslinjer for kvalitetssikring av bistands- og diakonale prosjekter. Disse standardene
og retningslinjene er beskrevet i dokumentene «Quality Development System» og «NLM
Financial Manual». Utover dette forholder kontrollerne seg til Utland-avdelingens
virksomhetsplan og de dokumentene som er nevnt i kvalitetsikringssytemet.
Financial Controller har egen arbeidsinstruks. Dette dokumentet er for Financial Controller
å regne som en tilleggsinstruks, som særlig legger vekt på NLMs bistands- og diakonale
arbeid, og samarbeidet med Quality Controller.

Eksempler på områder som påvirker kvalitet: Strategi, styringssystemer, eksisterende
kvalitetsstandarder/prinsipper, organisering, prosjektkvalitet, kapasitet og kompetanse,
økonomistyring og –rutiner….
-

To kontrollere: Kvalitets-kontroller bør arbeide sammen med Financial Kontroller mht
evaluering og monitoring gjennom året, og i utarbeidelse av rapport(er). Rollene er likestilte
med hvert sitt faglige hovedfelt, og noe overlapping.
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-

-

-

-

Møtefrekvens:
o Det bør legges opp til tre faste årlige møtepunkter mellom kontrollere og
bistandsseksjon (+ evt leder Utland): Før strategidag desember, før strategidag juni,
og et tredje møtepunkt (tidspunkt kan være behovsstyrt).
o Kontrollere kan møtes internt oftere om nødvendig.
o Kontrollere kan kalle inn til møter med bistandsseksjon, LMU eller andre, om
spesielle saker eller problemstillinger bør drøftes.
Tittel tilknyttet funksjon: Når regionleder Asia (eller senere andre) er i rollen som
kvalitets-kontroller, brukes en egen arbeidstittel som skiller denne funksjonen fra RLstillingen. Tittel: Quality Controller, Development Projects .
Kjennskap: Begge kontrolleres mandat og funksjon gjøres kjent på HK, overfor Digni, på
felt og blant eventuelle partnere.
Monitoring og evaluering: Controllerfunksjonene er både proaktive (monitoring, mandat
til å komme med forslag og fasilitere evt endring underveis i året) og evaluerende (årsrapport
og anbefalinger for kommende år). Gjelder både financial- og quality controller. Controller
har mandat til å gå inn i problemstillinger eller saker på eget initiativ, og innhente relevant
informasjon fra ulike avdelinger og felter.
Tiltak: Controllere kan foreslå tiltak både korrigerende underveis (monitoring) og som del
av innspill til årsplaner/halvårsplaner (evaluering).
Rapporter:
o Årsrapport til Digni og HS.
 En foreløpig rapportmal er utarbeidet og brukt i 2014. Denne kan
videreutvikles ved behov.
 Utkast til innhold skrives av bistandsseksjonen. Controllere henter videre inn
innspill fra feltene, regionledere, Utland-leder, økonomiavdeling og andre
aktuelle, og ferdigstiller rapport.
o En noe utvidet internrapport med anbefalinger forberedes til strategimøtene
desember og juni.
o Ellers notater/referater til NLM Utland når naturlig

Scanteam – Final Report – Review

– 45 –

Review of Norwegian Lutheran Mission

Annex 7 Workshop participants rating of compliance of
quality criteria and requirements
3

4

5

6

6

2

7

8

9

10

IMPORTANCE OF QDS
Importance of QDS as an organization

2

Importance of QDS on NLM’s work on development
cooperation
Importance of QDS for individual work

1
1

7

3

1

2

2

5

2

1

1

1

1

4

5

4

1

Documentation of briefings on routines for
emergencies, whistleblowing, and handling of
incidents of sexual harassment or abuse: Records of
trainings and briefings taken place will document that
the staff is actively engaging with important
procedures approved by the organization.

5

4

1

Report on Health, Environment and Security (HMS):
Annual reports on HMS will be given to the EB to
ensure that NLM is following the laws and is improving
on areas of focus.

4

4

2

3

2

2

1

3

2

3

1

1

ORGANIZATIOAL STRUCTURE
Signs of quality
Documents and guidelines are well known in the
organization and procedures are applied when
applicable.

1

Accountability structures are in place at all levels and
reports from the quality system shows willingness and
ability to learn.

1

Means of verifying quality

Minutes from meetings held at different levels of the
organization are made available to all in order to
ensure accountability for decisions made.

2

Analysis and learning
Action plan by the EB to follow up input, resolutions
and the overall strategies: The board develops an
action plan for items to be followed up, based on the
minutes and input received at the GA. The EB
approves action plans on each of the overall strategies
and the department leaders will report on these plans
during the GA term.
Activity Plan for International Department: Annual
Activity Plans defines priority areas and among other
things quality development points for the coming year.
This plan is evaluated and revised every half year.

2

3

3

1

Review of incident reports on emergency situations,
whistleblowing, financial mismanagement and sexual
harassment or abuse: A report should be given and a
debriefing conducted on each case to evaluate how
the situation was handled. The aim is to learn from

2

2

4

2
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3

4

5

6

7

8

9

10

2

4

2

2

6

2

2

NA

each case and make suggestions for future prevention
and improvement.
Annual Report on Quality Development: The annual
Report on Quality Development is made by NLM
International Department, and discussed in relation to
next year’s plans for quality development.
STRATEGY
Signs of quality
Strategies and action plans are holistic, covering both
the development and evangelical aspect of our work.
Strategies and action plans are developed through
participatory processes involving missionaries,
national employees and our partners. New strategies
and action plans are developed and approved, before
existing plans expire.

1

2

5

1

1

4

1

1

3

6

1

3

2

3

3

5

2

1

6

2

1

1

4

3

1

Action plans and field strategies are in line with the
general direction of NLM 2020: This is checked by the
bodies approving the various level plans.

2

4

4

Budgets and financial reports showing if priorities are
in line with strategies or not: This is checked by LMU,
LM and finally approved by the EB.

4

1

3

1

Project plans are following the principles of the
development strategy: Project plans are discussed
and approved by the project group, while LMU
approves the total project portfolio.

1

3

4

2

3

7

There needs to be ownership to strategies and action
plans throughout the organization from the GA and EB
to missionaries and MC:

1

1

1

There is coherence between the different levels of
strategies and plans.
The development strategy is known and actively used.

2

Field strategies are known and actively used.
New personnel acquire ownership of strategies, action
plans and field strategies.
Goals in the strategies are met.

1

1

Means of verifying quality

Analysis and learning
The process of developing strategies: The process of
developing strategies is the most crucial learning
process, involving reflection on experiences, choice of
missiological and development directions, and
prioritizing the most important objectives and how to
achieve them. Listening to our partners’ needs,
priorities and views on our work is an important aspect
of this learning process. Broad participation of NLM
International Department and missionaries on the field
is emphasized. Participation contributes to the quality
of the strategies as well as ensuring ownership to the
strategy.
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3

4

Country plans: This process includes analyzing the
situation of the work in the country compared to NLM’s
strategy, and which specific interventions need to be
prioritized within the context and stage of work.

5

6

7

8

9

1

1

6

2

2

4

4

3

3

2

2

4

3

Action plans for the GA-period: An action plan includes
the work in all fields of the international work, and it
requires evaluating how resources should be allocated
between the fields, and seeing each field in light of the
total work NLM is involved in. It also includes
evaluating the progress of the work in each field and
seeing which are the next steps towards reaching the
overall objectives.

10

QUALITY ASSURANCE AND FOLLOW UP OF
PROGRAM AND PROJECTS
Signs of quality
The work is holistic.

1

The target groups’ needs, priorities and resources are
the basis for the projects.
The target groups and the partners are active
participants and decision makers.

1

6

2

There is a project steering committee representing
relevant local actors.

2

5

1

Women are active participants in decision making
processes in the project: community meetings,
steering committees, and as project staff.

3

1

3

2

1

6

1

1

1

5

1

1

Are based on the target groups’ needs, priorities and
resources.

2

4

2

1

Are in line with the communities, partners and NLM’s
strategies and goals.

1

5

3

Are realistic and met.

6

3

Analysis of risks (including conflict sensitivity,
environment, financial management)

2

6

1

Baseline study, either in the planning phase or early
startup phase, to be able to track whether results are
achieved or not.

4

3

2

Good monitoring and flexibility provides the option to
make necessary changes of activities and approaches
in order to reach the goals.

4

5

1

3

3

1

1

1

2

5

The planning, reporting and evaluation involve gender
analysis.
The projects are sensitive to indigenous peoples’
rights.

Good and timely reporting on the results that are
achieved from partners/projects to NLM
Good and timely reporting on the results that are
achieved from NLM to Digni

1

1

1

Analysis and learning
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3

7

8

9

Internal evaluations of planning and reporting
processes: The development section performs an
evaluation after each process. Feedback from the
auditor is here taken into account. The evaluation is
the basis for next year’s planning process. The
processes regarding budgets and accounting is done
in cooperation with NØS.

2

4

3

Annual action plan for the International Department:
The plan specifies the prioritized areas of work for the
department, including the development section. Some
tasks are permanent tasks every year, while others
are specific interventions one year, like improvement
of specific routines, strategy work etc. The annual
quality development plan, which is referred to in the
framework agreement, is part of this action plan for the
department. The action plan is revised and evaluated
twice a year on the department’s strategy days. The
financial and quality controllers are responsible for
evaluating and preparing status reports for these
meetings.

1

2

5

1

Project group meetings and development section
meetings:
The project group assesses and decides on project
issues. The composition of the group ensures country
knowledge, development knowledge and comparison
across fields.

1

3

4

1

1

2

1

3

4

4

2

Leader meeting of the International Department
(LMU):
Issues from the project group are discussed in LMU, to
ensure equal standards across countries, as well as
learning across countries.

4

5

1

6

1

10

Field visits:
Each member of the development section makes one
or two visits to selected fields annually. This ensures
better knowledge of the work on the ground, and
provides better implementation of the requirements
and theories in the actual contexts on the ground.

1

Annual meetings with resident representatives.

2

3

2

3

2

2

3

3

1

1

Efficient and transparent use of funds.

1

3

3

1

Financial systems and guidelines are known and
routines are followed.

3

3

3

2

4

1

2

Participation in seminars and workshops.
Experience sharing with other Digni member
organizations.

1
1

1

FINANCIAL MANAGEMENT
Signs of quality

Weaknesses in routines are improved when they are
discovered. Auditor comments are cleared out
immediately.
Timely transfers of funds.
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3

4

5

6

7

8

9

10

1

5

2

1

4

3

1

5

3

1

1

2

1

1

2

2

4

1

1

5

2

2

4

3

There is an internal evaluation after annual reporting,
involving the development section, finance department
and NØS. Feedback from the auditors is a central
issue.

1

1

3

Planning / evaluation process with NØS prior to the
annual reporting process (fall).

1

NLMs financial handbook, including specific rules per
country are evaluated and revised.

1

6

2

5

1

2

3

2

1

3

1

2

3

4

1

Financial reports are handled by the project manager
and board/steering committee
The directors in the various levels of the project chain
have ownership of the financial aspect of the work.

1

Financial reports are on time and with necessary
quality

NA

Means of verifying
Quarterly financial reports are issues at field board
meetings and project group meetings.

3

Dates of submitted reports and transfers.
Financial management is a prioritized issue at project
visits.

1

Feedback from auditors.

1

Analysis and learning
3

1

5

3

1

1

HUMAN RESOURCES
Signs of quality
Personnel have the necessary competence.

1

There are clear guidelines for personnel; this includes
both the handbook for missionaries as well as
regulations for national personnel.
Handbooks are supplemented and revised when the
need to do so occurs.

1

Each project has a clear plan for the use of expatriate
personnel, with a description in the PD of needed
personnel & roles in the project.
Expatriate positions are filled. Recruitment of
expatriates requires long term planning, since there
usually needs to be room for training and other
preparations for moving abroad. There will ideally be
an overlap period between expats, and gaps should
be avoided.

5

2

All fields have regulations for national personnel.

2

2

Procedures for recruitment are followed.

1

6

1

PD and budgets include plans for expatriates.

1

3

4

2

1

Handbooks are up to date.
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Annex 8 Workshop participants’ views on compliance of
quality criteria and requirements
This annex presents observations on the implementation of the 72 criteria or requirements in the
QDS document which were addressed during the NLM workshop in January. Some criteria are
addressed jointly together. These observations are first and foremost based on views expressed by
NLM staff during the workshop and then supplemented by views and information obtained during
the visit to the Family Development and Strengthening Project (FDSP) in Arequipa, Peru, follow-up
interviews in Norway and NLM’s own QDS report for 2015 to Digni.

Table of content:
Organizational structure
Strategy
Quality assurance and follow-up of programs and projects
Financial management
Human resource management
Partnerships and networks

Organizational structure
Signs of quality
Documents and guidelines are well known in the organization and procedures are applied when applicable.
Most of the participants express that documents and guidelines are known and available, but that the
turnover of staff in Norway and abroad is a constraint to how well they are known. But generally
procedures are applied when applicable.
Accountability structures are in place at all levels and reports from the quality system shows willingness and ability to
learn
NLM has a well-defined organizational structure (see chapter 2) which also means that
accountability structures are in place. This is conducive to the implementation of the QDS. The
existence of the Control Committee which supervises the Executive Board helps in this regard.
The participants expressed the view that there is consciousness and a wish in the organization learn
and to ensure quality and that there is a structure with meetings and documents which encourage
quality awareness. The challenges to learning are mostly linked to turnover of staff and the cultural
and language differences between Norway and the different countries.
In the FDSP in Peru the organization is small, but responsibilities and procedures are well in place
with clear accountability structures.
Means of verifying quality
Documentation of briefings on routines for emergencies, whistleblowing, handling of incidents of sexual harassment or
abuse: Records of trainings and briefings taken place will document that the staff is actively engaging with important
procedures approved by the organization.
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Report on Health, Environment and Security (HMS):Annual reports on HMS will be given to the EB to ensure
that NLM is following the laws and is improving on areas of focus.
Minutes from meetings held at different levels of the organization are made available to all in order to ensure
accountability for decisions made
Plans and different handbooks have clear reporting requirements and procedures, and the Human
Resources department are actively following up and revising documents.
Fields are preparing action plans to follow up the NLM strategy to prevent sexual harassment.
The participants express that within NLM this type of records, reports and minutes are prepared and
made available, although not necessarily all minutes. This is done through the organization’s intra
network on SharePoint. The only real challenge is the amount of documents and staff’s limited time
to read these. Not all staff are equally conversant in SharePoint.
The amount of documents and the high turnover of staff imply that training has to be repeated
frequently, which is a challenge. NLM now has development projects in eight countries and there
are cultural differences as to how these issues should be handled and zero-tolerance should be
applied.
NLM has a well-functioning work environment commissioner (verneombud) with well-established
reporting procedures, which are being followed up by Human Resources department and leaders at
different levels and through training. There is an increased awareness among staff about these
issues. From 2016 this is also a requirement at field level.
These routines requirements are not equally easy to implement in other countries with different
cultures and laws and where the Norwegian work environment legislation (arbeidsmiljølov) does not
apply. At field level not all gives the same importance to this.
NLM staff at all levels are well aware of these challenges. NLM is trying to apply a zero-tolerance
approach. Plans and different handbooks have clear reporting requirements and procedures and the
Human Resources department are actively following up and revising document. Training is done
both at headquarter and at field level.
In Peru the FDSP is small, and the most important minutes are those from management and Board
meetings which are available to all directly involved in the project.
In 2015 NLM revised HMS (Health, Environment and Safety) routines for field and these are being
implemented. Routines for warning of financial mismanagement is being revised and a new version
of the anti-corruption will be presented to the fields.
Analysis of learning
Activity Plan for International Department: Annual Activity Plans defines priority areas and among other things
quality development points for the coming year. This plan is evaluated and revised every half year.
One reason this criteria is met is that every ½ year the International Department has a full day
strategy meeting which provides a basis for the annual Action Plan and that the QDS is an
important tool in this connection
The challenge is lack of time to implement the Plan with all its good intentions, and that the system
for periodization could be better. Changes in external conditions may make implementation
difficult.
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Review of incident reports on emergency situations, whistleblowing, financial mismanagement and sexual harassment or
abuse: A report should be given and a debriefing conducted on each case to evaluate how the situation was handled.
The aim is to learn from each case and make suggestions for future prevention and improvement.
The reason why this criterion is being met is first and foremost because NLM has good routines and
procedures and reported incidents are being taken seriously . Apparently the follow-up of this
criterion is improving.
The challenge is that at times warnings are presented in an undefined manner and therefore difficult
to address. NLM is now preparing improved routines for warning.
Annual Report on Quality Development: The annual Report on Quality Development is made by NLM
International Department, and discussed in relation to next year’s plans for quality development.
The report for 2015 was presented early in 2016.
A challenge is the width of the NLM QDS document with its large number of criteria of which a
selection for reporting has to be made. Transfer and coordination with other departments may be a
challenge. It is also a challenge not to increase the bureaucracy in the organization.
In addition the participants in the NLM workshop mentioned some other reasons why the QDS
strengthens the NLMs capacity to analyze and learn:






Systematic review of selected themes
QDS document inspires learning
QDS is a good document that collects all relevant information in one document
QDS is a good resource for mapping of different needs in different parts of the NLM
organization
A challenge to motivate other departments to apply the QDS

With regard to organizational aspects of the implementation of the QDS it is important to mention
that an internal function has been created to ensure that the QDS is implemented and is complied
with. This responsibility is shared between the Human Resources Department and the Financial
Department with a joint mandate. The mandate is enclosed in Annex 6.

Strategy
Signs of quality
Strategies and action plans are holistic, covering both the development and evangelical aspect of our work.
The principal NLM document on Diakonia Faith expressing itself through love, which was approved by
the Executive Board in April 2015, helps understand the principles of an holistic approach, and
training has been undertaken to increase this understanding. A new strategy for international
diakoni is under preparation and will replace the Development Strategy from 2006. NLMs long
experience and traditions in development cooperation are a good basis for this holistic
understanding. At country level missionary work and development cooperation is well integrated.
All fields (countries) have their strategies and action plans for missionary work, which also include
plans for development cooperation.
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At the same time it is recognized that this holistic approach is a challenge, and the balance between
missionary and development cooperation activities is not always easy to comprehend. Participants
find that missionary plans are more holistic and development cooperation plans less holistic.
Strategies and action plans are developed through participatory processes involving missionaries, national employees and
our partners. New strategies and action plans are developed and approved, before existing plans expire.
NLM has structures, procedures and guidelines which aim at ensuring participatory involvement in
preparation of strategies and plans. Preparation of agreements with partners are important. Very
important is also the Missionary Conference in different countries where national staff and partners
may participate in strategic work and planning. How this is done at field level depends on which of
the two modalities presented in section 2.1.2 and Annex 5 that are applied.
The challenge is that only parts of the NLM organization is fully involved in this process and to
ensure good processes at all levels. There are also different types agreements with local partners.
And there is scope for increasing partners’ participation. It is perceived as a challenge to involve
partners in the preparation of these strategic documents. Differences in language and culture may
also be a challenge.
During 2015 Field Action plans for 2016- 2018 were prepared.
The NLM document Gender perspective in NLM international work was approved in 2015.
There is coherence between the different levels of strategies and plans
There is awareness about the need and challenges in adapting strategies to plans at field level. Joint
participation in meetings helps achieve this. The role of the Executive Board, which approves both
plans and strategies at the organizational level as well as field strategies and plans, is important. The
agreement that these documents are living documents, is important. It is also important that the
basis for action plans are the higher level mission strategies.
At the same time there is some reticence to change and a tendency to focus on implementation and
less on innovative changes. A challenge is also geographic distance.
Special efforts are made to ensure coherence between new field action plans and strategies.
The development strategy is known and actively used.
The Development Strategy is first and foremost known and used by the NLM units working with
development cooperation.
A new strategy is prepared through a participatory process at
headquarter. It will constitute the basis for assessment and decisions on new project proposals. It is
presented at introduction courses for new missionaries. But beyond that it is not so widely known
and used, neither at headquarter nor at field level. A challenge in this regard is the high turnover of
staff.
Field strategies are known and actively used.
These strategies are prepared at field level through a participatory process and approved by the
Missionary Conference. The Development Section is of course familiar with these strategies and use
them in their work, but otherwise they are not so actively used at NLM head quarter.
New strategies are now under preparation and efforts are made to make these more participatory.
New personnel acquire ownership of strategies, action plans and field strategies.
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Applicants are provided with these documents. They are all important elements at introductory
courses for new staff, which are considered to be quite good. It is followed up by courses at field
level, but it is unclear how actively this is pursued at field level. This varies from field to field. The
amount of documents is a challenge.
Country strategies are important in the 10 days compulsory course for new missionaries before they
travel to the field.
Goals in the strategies are met.
The purpose of strategies is more to give guidance and direction and most often do not have goals.
Goals in the different strategies, particularly field strategies, are formulated in such a manner that it
is difficult to identify to what extent these are met. This shortcoming applies particularly to field
strategies.
NLM has requirements for projects to report on results based on monitoring and evaluations.
Annual reports present results based on project reports. But it is acknowledged that goal
achievement is difficult to measure. NLM does not have a strong tradition for systematic reporting
on objectives.
Means of verifying quality
Action plans and field strategies are in line with the general direction of NLM 2020: This is checked by the bodies
approving the various level plans.
Budgets and financial reports showing if priorities are in line with strategies or not: This is checked by LMU, LM
and finally approved by the EB.
Project plans are following the principles of the development strategy: Project plans are discussed and approved by the
project group, while LMU approves the total project portfolio.
This is followed up through the NLM system. All plans are addressed by the Project Group on a
routine basis. New projects must be approved by the Field Board and the LMU checks whether
these are in line with the Strategy.
Distribution of budget between countries follow the strategy, but there is no systematic checking of
whether the budget is in line with priorities. But these are questions which are addressed by LMU
and LM.
The challenge is that people identify themselves strongly with existing plans and strategies and
reluctant to change in response to new ideas.
Analysis and learning
The process of developing strategies: The process of developing strategies is the most crucial learning process, involving
reflection on experiences, choice of missiological and development directions, and prioritizing the most important
objectives and how to achieve them. Listening to our partners’ needs, priorities and views on our work is an important
aspect of this learning process. Broad participation of NLM International Department and missionaries on the field
is emphasized. Participation contributes to the quality of the strategies as well as ensuring ownership to the strategy.
Country plans: This process includes analyzing the situation of the work in the country compared to NLM’s strategy,
and which specific interventions need to be prioritized within the context and stage of work
Action plans for the GA-period: An action plan includes the work in all fields of the international work, and it
requires evaluating how resources should be allocated between the fields, and seeing each field in light of the total work
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NLM is involved in. It also includes evaluating the progress of the work in each field and seeing which are the next
steps towards reaching the overall objectives.
Work groups are established with participants with different experience and background. Different
evaluations constitute an important background. There is also a participatory process with hearings.

Quality assurance and follow up of programmes and projects
Signs of quality
The work is holistic.
This criteria is addressed in the section above. The work on a new strategy for international diakoni
will give a new focus and perspective on development work. This will also be important for the
revision of the Development Handbook which will be made more readily available on SharePoint.
The target groups’ needs, priorities and resources are the basis for the projects.
Projects are not planned without participation of partner and target groups, but the level of
participation varies between fields. Project proposals must explain how participatory processes have
been ensured. Nevertheless, there are challenges such as contradictory interests of target groups and
partner organizations being too dominant with own solutions and insensitive.
There is difference between fields. These are principles and awareness in NLM. Challenge is that
projects work on sensitive themes such as human rights and domestic violence
NLM headquarter and projects have good methods and tools and processes to be followed.
Partners and missionaries have good local knowledge and contacts and methods for participatory
processes. Needs assessment NLM has clear methodological guidelines for identification and design
of projects.
The challenge is the diversity of target group. It is often difficult for target groups to make
priorities. A difficulty may also be when partner gets more involved than target group. Often there
are also inconsistencies and contradictions in needs. A challenge is also often the organizational
level and capacity of target groups.
Prior to the Family Development and Strengthening Project (FDSP) in Peru there had been a pilot
project from 2012 to 2014. During this target groups’ needs, priorities and resources were identified
and constituted the basis for the planning of the new project.
The target groups and the partners are active participants and decision makers.
NLM is now emphasizing stronger local ownership in the preparation and implementation of new
projects.
There is a project steering committee representing relevant local actors.
This is now a requirement from Digni, which is being followed up in new projects. One purpose of
Steering committee is to ensure ownership. The challenge is to decide the composition and define
the roles and responsibilities.
In FDSP school children and families are the target population, who has no say in the decision
making. Schools and churches are partners involved in the planning of activities. The main partner
is the IEL-P who has been involved in the decision making all along, and now through its two
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members of the Project Board. In addition to IEL-P, the Board (steering committee) has no
representatives of the local actors.
Baseline study, either in the planning phase or early startup phase, to be able to track whether results are achieved or
not.
This is now a requirement from Digni for new projects and it is being followed by NLM
headquarter. However, there are two challenges. Objectives and results must be formulated so that
they are measurable, either directly or indirectly through indicators. It is also a challenge to design
and carry out baseline studies so that they provide the relevant information for monitoring and
evaluation. NLM is now putting more emphasis on improving baseline information and monitoring
systems.
In Peru, at the conclusion of the pilot project, an evaluation was undertaken, which constitutes the
baseline for the FDSP.
Women are active participants in decision making processes in the project: community meetings, steering committees,
and as project staff.
NLM is actively taking measures to strengthen women’s participation.
The NLM document Gender perspective in NLM international work was approved in 2015.
In FDSP women are in an overwhelming majority in community meetings and among the
volunteers implementing project activities in schools and elsewhere. The Board has no women
members.
The planning, reporting and evaluation involve gender analysis.
It is now a requirement that all projects must carry out an annual gender analysis. The challenge is
to get a good understanding of the term / concept gender. This depends very much on local
culture. NLM is actively trying to ensure women’s participation in decision making When steering
committees and staff are few it is difficult to have gender balance. In some countries qualified
women are not available
The challenge is cultural differences. This requires a conscious gender analysis and a gender policy
to be implemented. For NLM it is a challenge that they work in countries with very different
cultures with regard to gender.
In FDSP both Project Document and annual report address and analyze gender issues.
The projects are sensitive to indigenous peoples’ rights.
NLM does not have many projects where indigenous rights constitute a challenge.
But NLM requires projects to address this in their application. When indigenous rights may be an
issue, NLM requires projects to report according to the ILO convention 169 in planning,
implementation and reporting.
In some countries such as Peru and Bolivia the target population is indigenous people. The FDSP
Project Document presents the ethnic composition of the target population.
Analysis of risks (including conflict sensitivity, environment, financial management)
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This is part of the planning process and checklist for preparation of project document exists. All
projects shall up front do a conflict analysis. NLM recommends that this shall follow the “Do no
harm” method. There is clear focus on financial management in plans and reports.
The FDSP Project Document presents a risk analysis but do not address financial management..
Project goals are based on the target groups’ needs, priorities and resources.
Project goals are in line with the communities, partners and NLM’s strategies and goals.
Formulation of goals is an important part of the planning of the project. Most good planning
processes ensure this. This presupposes need assessments, baseline studies and participatory
processes. This is difficult when target population and others have too high and conflicting
expectations. This is checked in the Concept note prepared by the Field Board and LMU before
preparation of a project proposal / plan. This depends on good local processes. NLM headquarter
requires that project proposals shall explain how this is in line with these elements as well as national
and local plans. This is included in NLM forms for projects proposals.
A challenge now is that requirements from Digni and Norad are such that a consultant or expert
must write the project document
FDSP goals are in line with the communities, partners and NLM’s strategies and goals as these have
been identified through participatory processes and expressed in different documents.
Goals are realistic and met
NLM requires that formulation of goals are clear and include indicators which allow for monitoring.
Progress reports are required to report on progress in relation to goal and results.
FDSP goals are both abstract and concrete and therefore realistic to a varying degree. It is too early
to judge the extent to which these are being met.
Good monitoring and flexibility provides the option to make necessary changes of activities and approaches in order to
reach the goals.
Good and timely reporting on the results that are achieved from partners/projects to NLM
From the partners / projects to NLM
Good and timely reporting on the results that are achieved from NLM to Digni
Monitoring of projects is the responsibility of individual projects with limited guidance and
interference from NLM Headquarter. It is acknowledged that in many projects monitoring is not
very strong.
NLM claims to have good structures in place for monitoring, but the challenge is the many layers.
The development section is actively pushing for projects to submit projects on time. This is not
easy with partners who have many projects and funders. The Development Section supervises
closely the preparation of reports from the projects.
NLM has an annual wheel for reporting, which has just been revised. Generally speaking projects
provide reports in a timely manner and following the NLM reporting template.
The FDSP project presents relevant indicators, but the project does not have a monitoring system to
measure achievements. However, the project is very innovative in its approach and seems to be
flexible to change based on experience.
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FDSP has a well-developed software management program to monitor implementation of project
activities.
Analysis and learning
Internal evaluations of planning and reporting processes: The development section performs an evaluation after each
process. Feedback from the auditor is here taken into account. The evaluation is the basis for next year’s planning
process. The processes regarding budgets and accounting is done in cooperation with NØS1.
The development section and the Financial Depart have good procedures and comply with this
criterion.
Annual action plan for the International Department:
The plan specifies the prioritized areas of work for the department, including the development section. Some tasks are
permanent tasks every year, while others are specific interventions one year, like improvement of specific routines,
strategy work etc. The annual quality development plan, which is referred to in the framework agreement, is part of
this action plan for the department. The action plan is revised and evaluated twice a year on the department’s strategy
days. The financial and quality controllers are responsible for evaluating and preparing status reports for these
meetings.
Both the International Department and the Development Section have these plans and comply with
this criterion. An important instrument for the implementation of this criterion is the Development
Section’s Annual Wheel with its detailed activities and deadlines.
Project group meetings and development section meetings:
The project group assesses and decides on project issues. The composition of the group ensures country knowledge,
development knowledge and comparison across fields.
The Development Section has carried out internal evaluations of annual reporting, financial closure
and the planning process. There have been weekly meetings of the Development Section and the
Project Group. Regional directors have met regularly with the Resident Representative.
Leader meeting of the International Department (LMU):
Issues from the project group are discussed in LMU, to ensure equal standards across countries, as well as learning
across countries.
Minutes from the Project Group are discussed at the International Leadership Meeting (LMU).
Field visits:
Each member of the development section makes one or two visits to selected fields annually. This ensures better
knowledge of the work on the ground, and provides better implementation of the requirements and theories in the actual
contexts on the ground.
During 2015 the Development Section has been on field visits to Indonesia, Ethiopia and Kenya
and participated in network meetings in South-America and West-Africa
Annual meetings with resident representatives.

1

NØS is now replaced by Knif, which is an accounting company owned by NLMg
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It is first and foremost Regional Directors who meet with resident representatives on a regular basis.
The Development Section meet with them when they visit fields and when resident representatives
come to Norway.
Participation in seminars and workshops.
Seminars and workshops with a wide range of topics are important. And there is a tradition for
good participation in these.
The constraint is availability of time
Experience sharing with other Digni member organizations.
Leader NLM International has regular meetings with NMS and Normisjon in addition to other
meetings. There is a good tradition for openness and sharing.

Financial management
Signs of Quality
Efficient and transparent use of funds.
Projects have tight budgets in relation to action plans, which encourages cost efficiency.
Elements contributing to transparency are:
 Detailed project budget with corresponding accounts. Level of detail ensures transparency.
 Detailed and meticulous auditing
 Flow of money is followed closely
 Local auditors are internationally acknowledged and «supervised» by NLM auditor BDO
 Partner auditor has to be approved by NLM (often the same as for NLM local)
 Projects have system for internal auditing
 Digni’s auditor (PWC) issues guidelines for NLM auditor who supervises local auditors
Financial systems and guidelines are known and routines are followed.
Good financial management handbook, checklists and routines are in place and are being followed.
During recent years much has been done to ensure good financial routines. NLM now works on
ensuring implementation and compliance with the new financial handbook, which is now being
revised. Focus is on how to prevent mismanagement and corruption. It is easier to ensure
compliance in projects implemented by NLM than in projects implemented by local partners.
In NLM Knif (former NØS) is the accounting agency owned by NLM who is doing the actual
accounting under the Financial Department.
When NLM Headquarter visits fields it is a priority to assess financial management and the
cooperation between the project director and the project accountant. Not all project accountants
are equally well qualified. It is a challenge for NLM to make large national church follow NLM
guidelines and requirements (e.g. Ethiopia) when projects are being implemented by partners.
Audit reports with management letter as well as NLM internal control shows that routines are
followed up. Projects have to fill in Digni’s financial management check list annually.
In FDSP in Peru, which has suffered two cases of embezzlement, it was clear that both IEL-P,
NLM and the Project staff were very conscious about the absolute necessity to follow financial
systems and guidelines.
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Weaknesses in routines are improved when they are discovered. Auditor comments are cleared out immediately.
Auditing is done at two levels.
At headquarter the auditing firm BDO does auditing for the full NLM organization and of
development projects. The latter includes checking:
 Individual projects (already audited by the local auditor)
 NLM financial report to Digni
 Follow up of local auditor’s management letter
At the project level, NLM requires that auditing shall be carried out by an internationally recognized
auditor. NLM requires that projects’ half year financial reports explain how auditor’s management
letter has been followed up. Major comments require the project to present an action plan for
follow-up.
There is good cooperation between the Development Section and the Financial Department.
Actions are taken when there is a need for follow-up. Information about mismanagement and lack
of compliance with financial routines are closely followed up.
FDSP is a point in case where comments from the auditor are taken very seriously and financial
management was strengthened and improved accordingly.
Timely transfers of funds.
Transfers to NLM field is done on a monthly basis, to projects every quarter. Transfer to projects is
made directly to the exclusive project account.
The routine is that quarterly transfer to projects is on the condition of singed confirmation of
receipt of previous payment from the project has been received. More often transfers are made by
bank directly from Norway to the project account. This is more expedient and easier to control.
But this is not always possible – depending on national procedures.
At times transfer from Norad is late.
Financial reports are handled by the project manager and board/steering committee
The directors in the various levels of the project chain have ownership of the financial aspect of the work.
Although financial reports are always handled by the Project Director, actual ownership varies as
some project director rely too much on the accountant and do not supervise closely enough and
may not be well enough qualified to adequately supervise financial management.
In FDSP, which had suffered from two embezzlements, the Project Director, dedicated much
efforts to continuous follow-up of financial management. The Board reviews all financial reports.
Training in financial management at different levels is strengthened and will be included in the
course for resident representatives in June 2016
Financial reports are on time and with necessary quality
NLM has worked much on this. Audits are planned well and in many projects there is also often
interim auditing. Financial reports, accounts are usually on time. Quality assurance control is done
jointly by the Development Section and the Financial Department.
Means of verifying
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Quarterly financial reports are issues at field board meetings and project group meetings.
Financial reports are always addressed at project group meetings but less regularly at Field board
meetings. In most cases the Steering Committees or Board will review the financial report, as for
instance in the case of Peru.
Dates of submitted reports and transfers.
This varies from country to country, most complicated in countries with many projects (e.g.
Ethiopia where partner has some 100 projects). But in general dates are complied with. The annual
wheel of the Development Section is most helpful in this regard.
Financial management is a prioritized issue at project visits.
This is a priority for NLM, but it depends on who visits and purpose of the visit. It is more a
priority at Development section and Financial department visits than at regional director visits.
Feedback from auditors.
For NLM headquarter as well as individual projects feedback and reports from the auditor is very
important. Auditor’s report and management letter provide good insight into the financial
management of the project. NLM auditor BDO submits its report both to the NLM Executive
Board and to its Control Committee.
NLM has very good cooperation with its NLM auditor (BDO). At filed level this varies from
country to country. But this varies from country to country. In FDSP the cooperation is excellent
as the auditor has contributed in a strict and constructive way to solve problems and get a robust
financial management system and procedures in place.
Analysis and learning
There is an internal evaluation after annual reporting, involving the development section, finance department and
NØS. Feedback from the auditors is a central issue.
NLM has a routine for this and there is a special meeting in compliance with this. In this connection
the role of the Financial Controller in the Financial Department is very important.
Planning / evaluation process with NØS2 prior to the annual reporting process (fall).
NLM has good routines for this.
NLMs financial handbook, including specific rules per country are evaluated and revised.
NLMs Financial Handbook is being evaluated and will be revised during 2016.

Human resource management
Signs of quality and means of verifying quality
Personnel has the necessary competence.

2

Now Kniff
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NLM requires a wide range of competencies and also that staff has knowledge in many areas. For
many positions NLM has a challenge in recruiting the right people. NLM has a good system for job
description and good routines for recruiting personnel including screening and selecting candidates
and for training of newly recruited personnel and for training of existing personnel.
There are two courses for newly recruited missionaries, a four weeks basic course on diakoni, and a
county specific preparatory course of 10 days where also all relevant NLM documents are presented.
A special challenge is recruiting people for positions with partners, when partners do the
recruitment, but salaries are paid by NLM. Partners may have other considerations than strictly
professional criteria. NLM has a general requirement that such people shall be competent. If need
be, NLM may demand change of personnel, withhold money or even stop a project temporarily or
permanently.
An important element in ensuring the necessary competence is the rotating system where staff rotate
between work in Norway and abroad and the fact that staff may have very different positions during
their career with NLM both at headquarters and abroad.
NLM is conscious about continuous learning and giving their personnel regular upgrading of their
skills. Projects have a budget line for training. The contract between NLM and the partner makes it
an obligation for the partner to ensure training of staff.
A challenge is often that missionaries going abroad will have a specific technical competency but
less on financial management and development cooperation. NLM tries to meet the full training
needs for these people.
The International Department is now assessing needs for further competence building and training
for this. In 2016 there will be special courses for resident representatives.
Within the Human Resources Department a new position has been created for a new controller in
charge of competency development as a follow up of the QDS.
There are clear guidelines for personnel, this includes both the handbook for missionaries as well as regulations for
national personnel.
Handbooks are supplemented and revised when the need to do so occurs.
Handbooks are up to date.
NLM has the necessary handbooks and guidelines, which are being revised and updated on a regular
basis. These are available for all NLM staff on their intranet – SharePoint.
Guidelines for national personnel are handled by the partners. This varies between different fields
and NLM influence is limited. NLM has limited knowledge of how national partners recruit their
personnel.
For the FDSP in Peru there are there transparent procedures in place for recruitment of national
project personnel.
Each project has a clear plan for the use of expatriate personnel, with a description in the PD of needed personnel &
roles in the project.
There are clear guidelines on how the need for expat personnel in a project should be identified and
justified and approved by NLM. The FSDP project document has a paragraph explaining roles and
responsibilities of expatriate personnel.
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Expatriate positions are filled. Recruitment of expatriates requires long term planning, since there usually needs to be
room for training and other preparations for moving abroad. There will ideally be an overlap period between expats,
and gaps should be avoided.
Expatriate posts are usually filled and efforts are made to ensure proper training and overlap
periods. However, in 2015 there have been a few vacancies.
All fields have regulations for national personnel.
In 2016 HMS handbook also including local NLM staff will be in place. But NLM has limited
possibilities to ensure that local partners have all regulations in place when they employ local project
staff, even if their salaries are paid by NLM.
In Peru IEL-P explain that they apply Peruvian regulations when the employ personnel paid by
NLM and otherwise. IEL-P now has the assistance of a lawyer on labor relations.
Procedures for recruitment are followed.
Procedures for recruitment of NLM staff are clear and are being followed by the Department of
Human Resources in charge of recruitment. In Peru FDSP and IEL-P have transparent procedures
for recruitment of project personnel.
PD and budgets include plans for expatriates.
The principle is that project budgets show salaries for expatriate staff, although salaries are paid
from Norway. The FDSP budget does not have line for expatriate staff.
Handbooks are up to date.
Handbooks are frequently revised and available on SharePoint

Partnerships and networks
The QDS document addresses partnerships and networks, but this was not addressed at the NLM
workshop. Nevertheless it may be concluded that the criteria mentioned in the QDS document are
met. Of these the most important ones are:





There are written agreements with all partners on an overall level, and for all projects.
There are good processes with partners before making strategies and project plans.
There are visits to projects and partners on a regular basis.
Our partners are improving their abilities as development actors due to our cooperation:
o Financially.
o Administratively.
o Technically.
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Annex 9 Financial check list for NLM and project
Two checklists have been filled in in connection with this review, one by NLM Financial Department and one by FDSP. The two checklist cover the
same issues, but the one for projects is more detailed (35 questions) while the one for NLM Financial Department has 21 questions. The checklists
were discussed with the Financial Department at NLM headquarter and projects staff at FDSP and with the FDSP auditor and the NLM auditor, and
the checklists have been amended accordingly.

CHECK LIST REGARDING
FINANCIAL MANAGEMENT

COMMENTS – NLM FINANCIAL DEPARTMENT

A) ROUTINES

NLM

NLM 1How are the routines when it
comes to transferring funds from
NLM to the projects:
- Please describe the cash
flow the whole way from
NLM to the projects
NLM
- Who initiates a transfer of
1
funds?
- Who authorizes a transfer?
- How is the transfer done?
- Do the projects confirm that
they have received the
money?
Cash handling in the organization:
- Do you have a written
description of how the cash
should be handled in the
organization
NLM
o If they vary from
2
project to project,
how are routines
approved.
Please provide two examples of

- Quarterly transfers based on approved budget (and last
year’s balance).
- Transfer plan for each project is approved by the
development office.
- All transfers are made through INTL, a professional third
party. Knif
Regnskap (accountant) registers transfers, while NLM
(financial controller)
Confirms each transfer before being executed.
- Some projects receive cash directly, others through the
implementing partner’s office.
- All projects must confirm funds received before next transfer
is made.
The financial manual for NLM’s work abroad have regulations
for cash handling:
- The box must be counted regularly, daily/weekly/monthly
(frequency depends on the amount of transactions). There
must be two people to perform and sign for the count.
- Should be information available about who and how many
signatures are required on various types of withdrawals
- There should be a limit to how much cash there can be in the
cash box (to reduce the risk).
Each field office is required to specify their routines, including
names of signatories, amounts for the cash limits etc. within

FDSP – ACCOUNTING STAFF ON
QUESTIONS NOT ADDRESSED TO NLM
FINANCIAL DEPARTMENT

3. Checks above 4 000 Soles are signed jointly
by the general secretary of IEL-P and the
president of the Board. Checks up to 4.000
Soles checks are signed by the Director. Cash
requests are based on vouchers supported by
receipts or invoices. No particular delays.
Maximum cash is 4.000 soles (NOK 9.800)
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written description of cash handling. the regulations of the NLM financial manual. The routines are
approved by the implementing partner, either partner church or
NLM field office.

Which routines are in place to
NLM ensure that vouchers are certified
3
by someone other than the
accountant?

How is the general ledger
accounts decided?
How do you ensure that
NLM transactions classified correctly?
4
Who is responsible for classifying
cost? If it is the accountant, how
does he/she ensure correct
classification to project or budget
line?
Does each project have its own
bank account?
NLM
5
How are projects funds received
from the central office?
FDSP 1Request a meeting with the
person responsible for the project’s
accounting. This should not be the
person responsible for running the
project. Does the accountant have
sufficient qualifications for this
position? (assurance of adequate
distribution of tasks, abilities, and
professional qualifications!)

It is a requirement in the NLM financial manual. The actual
routine is decided by the implementing partner. The annual
audit process is the main tool to perform external control. The
new checklist for start-up of new project includes a check of
local financial routines.
The projects are also asked to confirm that routines for
handling and certification of vouchers are in place when filling
out Digni’s checklist for financial management once a year.
The local implementing partner decides the general ledger
accounts. NLM dev. office has a dialogue on the ledger for
each project, to see if it gives sufficient information (ex not too
big “posts”).
Transactions are controlled primarily by the project manager.
The projects are asked to confirm that the general ledger is
well suited and reasonable, and that procedures for ensuring
correct classification are in place, when annually filling out
Digni’s checklist for financial management.
Each project has its own bank account. This is stated in the
financial manual as well as the project contract between NLM
and the implementing partner.
Also, see answer to question 1.

4. Vouchers are certified by the Project
Director and controlled by the auditor

5. The general ledger accounts are detailed and
reasonable. The classification of transactions is
adequate and done by the accountant.

7.The project now has its own bank account,
with two signatures: President of the Board and
the Project Director

1. Due to circumstances explained in the report
this meeting included all in charge of financial
management. The accountant meets the
formal education requirements. A new
accountant with such qualifications is now being
recruited.
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FDSP 2Is there a segregation of
duty between accounting and
handling of cash? (generally, the
accountant and the person in
charge of cash should not be the
same person, though this may be
acceptable in small projects.)
FDSP 6 Is the accounting done by
computer? If yes, which programme
is being used? (foment automation,
which reduces risks of manual
errors and excessive controls)

2. Yes: The person handling the cash is the
Project Administrator, not the accountant
6. Accounting is computerized using a program
called SCB and found to be adequate to control
manual mistakes.

B) REPORTS AND
RECONCILIATIONS
Financial reports:
 How often are they
submitted?
 What are the deadlines?
 Who receives the Financial
NLM
reports? Does the boards
6
receive regularly financial
reports?
 How often is it reported
back to the head office in
Norway on the financial
status?
How do you ensure that the
NLM financial reports are quality assured
7
(reconciliation, all income and
expenses included etc.)

- Received by the development office
- Submitted quarterly with the following deadlines:
st
1Q: June 1
st
2Q: August 1
st
3Q: November 1
st
4Q: March 1 (following year)
- The main board receives a report for NLM (head office) every
meeting, where the project costs are included.

12.The Board receives monthly financial reports
but these do not compare to the accounts.
Minutes from the Board confirm expenditures
according to budget and possible revisions.

The project boards/steering committees receive financial
reports. Project managers generally receive monthly financial
reports.
The specific routines are decided by each
implementing partner.
When the head office receives the annual report, the finance
9. Last reconciliation of bank statements and
department checks whether there is consistency between the
general ledger was done in December 2015. It
reported over/under expenditure and the balance items (bank, was done by two persons and it coincided.
cash, receivables, payables). The opening balance and income
reported by the project are also checked against numbers
booked in Norway.
The development office check explanation to deviations and
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whether costs correspond to the activities carried out.
The basic check of whether all income and expenses are
included are carried out by the local auditor.

FDSP 8 How up to date is the
accounting? Is it more than a month
behind?
(foment keeping accounts up to
date—so that the project knows the
amount of funds it has available at
any given time)
FDSP 10 When was Petty Cash last
checked? Did anyone witness that
the amount in the petty cash agreed
with the cash book? Was there any
deviation between the petty cash
and the cash book at that time?
(foment proper procedures for
managing petty cash, which often
accounts for considerable amounts
of the funds spent in our projects)
FDSP 11Is each accounting period
(monthly, quarterly?) concluded by
preparing a financial report? (verify
whether accounting records are up
to date and whether they have been
presented in periodic reports.)

8. Accounting is up to date thanks to good
accounting software and program

10. January 2016 (this visit to the project was in
February)
Checking is done without any warning.

11.It is done monthly and the accountant
provides a report on expenditures as per
budget lines

C) ACCOUNTS
NLM Do the reports include all income
8
from donors and from sale?

Yes. This is an important part of the local audit.

13. Income from donors is included. The
project does not have any sales
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Are expenses paid in Norway
charged to the local project
NLM account?
9
Do the local accounts include
salaries and social expenses for
missionaries?

Each project has its own project number in the accounting in
15. Expenses paid in Norway are charged to
Norway. We always use this project number when booking
the project. This does not include salaries for
project costs that were paid in Norway. When the head office
expat staff
receives the annual report, the financial controller summarizes
the numbers from the local and Norwegian accounts before the
development advisor hands over the final project report to
Digni. Expenses paid in Norway consists almost exclusively of
expat expenses. Only in rare cases are other project
expenses paid from Norway.
Local accounts do not include expat salaries and social
expenses paid in Norway. Benefits paid in the country are
normally included in the local accounts, except in Peru, where
the NGO registration of NLM does not allow local income.

FDSP 14 Ask to see a folder with
vouchers from this year. Are the
vouchers numbered and organized
in an orderly way? Are the vouchers
certified by someone other than the
accountant (and according to the
routines)? Are the vouchers original
third party documents? (Verify
whether appended documents are
valid. NB: Ask what the alternative
procedure would be in cases where
it’s impossible to obtain third-party
documents)
FDSP 16 Does the project have
problems related to financial
management and accounting? Are
there problems related to budgets
and reports to the organization in
Norway?

14. Vouchers are numbered in an orderly
manner.
Vouchers are certified by the auditor.
Vouchers are original

16. At present no such problems. Previous
problems have been solved with the assistance
and approval of the auditor.

D) ASSETS AND DEBT
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How are the routines for keeping
track of the assets in a project?
NLM How do you ensure that assets (e.g.
10 vehicles) are not used for purposes
they’re not approved for?
NLM Does the organization utilize
11 logbooks for vehicle use?
FDSP 18 Choose an article from the
fixed asset register and check that
the quantity on the list agrees with
the actual stock. (examining
samples will give indications as to
the level of control used in the
project)
FDSP 19 An inventory register is
established and kept up to date.
(foment the ability to have a
consolidated, overall picture of the
project’s assets)
FDSP 20 Ask for a specification of
debt and accounts receivables.
Have any doubtful receivables been
written off? (verify whether they
have an accurate overall picture of
their balances, who they have
outstanding debts to, and who has
outstanding debts to them. Are
these large budget items? Old
budget items?)
FDSP 22 Project funds have not
been lent out throughout the year?
(Norad requirement)
FDSP 23 Has the project given an
advance on salaries? How many
months?

The annual account include an asset register of all investments
throughout the project life, including the status of each item
(used by project staff/implementing organization, handed over
to partner etc.). The local audit is the main tool to check
whether the assets are used for the purpose.

17. There is a fixed asset register. This has not
been reconciled to the general ledger. Most
assets were purchased in 2012 by IEL-P,
before the project had its own account.

Yes, this is a requirement in NLM’s financial manual.

21. The project dos not have any vehicles, but a
budget line for public transport and taxes.

18. There is a fixed asset register with stickers
to the articles

19.Inventory register exists and kept up to date

20. There are no pending debts.
No doubtful receivables have been written off

22.No project funds have been lent out,
23. Only rare and brief salary advances (max
15 days) with no new advances before
repayment. None in 2015

E) AGREEMENTS
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Are there agreements made
NLM
between local and Norwegian
12
organization?

Yes. These are now uploaded in Petrus.

NLM Are there agreements made with
13 ex-pats in the projects?

Yes. There are work contracts between the expat and NLM,
and there are secondment agreements when expats are
working within a partner church.

24.Yes, such a contract between NLM and IELP was singed November 2015
25.One NLM missionary in Peru works in the
project with in the Project Documents areas of
work

F) CORRUPTION/AUDITING

How is the local auditor elected?
- What qualifications are
required?
NLM
- Who elects them?
14
- Do you have any
instructions of how long the
auditor can have the
assignment?

Local auditors are elected based on a bidding process
organized by the implementing partner. NLM requires a certain
rating of the auditor. The choice of local auditor is approved by
BDO, NLM’s auditor. Local partners normally have a limit to
number of years, as most countries have national laws
restricting the period each auditor can be contracted.

26. Yes, an international auditor since 2014.
Identified by the Project and approved by NLM
Norway.
There is communication between the local
auditor and the NLM auditor who exercises a
light supervision. But there is no contract
between the two.

The management letter is read by the leadership of the
implementing org. and by NLM. At the development office and
financial office, the ML is an important part of the annual
financial statement reporting.
The projects are required by NLM to follow up on the ML and
report on it in the half-year narrative report. In case of
extensive MLs, the projects are required to make an action
plan, which is followed up by the dev. office in cooperation with
the financial dept.

Management Letter:
- Who sees and reads the
management letters from
the auditor?
NLM
- Are the management letters
15
given to the Norwegian
auditor?
- How is the management
letters followed up?
Are they familiar with Digni’s Policy
NLM
The document itself is not known by all, but the content of it is
Document for Combating
16
communicated by NLM.
Corruption?

29.Yes – provided and discussed with relevant
persons
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Are they familiar with Digni’s
Guidelines for the Handling of
NLM Corruption, Suspicions of Corruption
17 or Bad Financial Management?
What are their guidelines
concerning corruption?
Have you run any workshops on
NLM anti-corruptions?
18 Where, When?

Digni’s guidelines are included in NLM’s guidelines, which are
found in the financial manual. The subject has been an
important issue in the communication with the projects and
partners the last years. The zero- tolerance policy is well
known, and that any cases of suspicion of mismanagement
should be reported to NLM.
All NLM field offices, projects and partners have been through
Digni’s grass root course the last years, even though some
have carried out a shorter version, not the full two day course.

FDSP 27 Are there any irregularities
in the financial management that the
accountant wants to bring to our
attention? Was there any significant
matters / weaknesses brought up in
the last project audit? (request a
copy of the most recent audit report
and management letter prepared by
the local auditor)
FDSP 28 Is there an annual audit of
the organization as an entity? If so,
ask for a copy of the last audit
report for organization (if not, this
should be addressed by the grant
recipient in light of the risks
associated with a lack of
transparency)

30.Yes – provided and discussed with relevant
persons

30.Yes – provided and discussed with relevant
persons

27.None
There have been two embezzlements and
financial management has been corrected.
Previously the project did not have a separate
account. Since January 2016 the project has a
separate account and since March 2016 its own
accountant, all following observations from the
auditor.
28. Yes. Two audits per year: one half year
and one annual.
Two last audit reports have been provided

G)OTHER

What are the routines concerning
NLM
recruitment of personnel?
19
- Training, capacity building

The project contract between NLM and the implementing
partner states that the partner is responsible for hiring qualified
personnel. The specific procedure is according to the rules of
each partner. Training and capacity building can be included in
the project budget, and is a routine for the projects.
Recruitment of expats are according to NLM’s routines. The
Stavanger course is used by expats working in projects as far
as possible. Expats with a period of three years and more are
given language courses.

33. Job description is prepared.
Vacancy is announced nationally by IELP
Interviews done by Project and IEL-P who will
be the formal employer.
Contract and conditions in accordance with
Peruvian law
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What routines are used in
procurement of goods and
NLM services?
 Tender
20
 Who certifies
 Limits to the amounts

NLM’s financial manual states that there should be local rules
for procurements of goods and services, meeting national
rules. The project contract states the same point. In cases
where a regular tender process is not possible, for instance if
there is only one possible supplier, minutes of the decision
should be made.

How often does the NLM visit the
local partner and to what extent do
they look at the project financial
NLM management?
21
 Do they use Digni’s
financial check list or other
similar tools?

Regional directors visit each country annually, but
development issues are to a varying degree part of these
visits. The development office visits approx. four countries
each year, Ethiopia each year, but other countries on rotation.
The financial checklist has been used by NLM on a few
occasions, but not regularly.
The Digni checklist is a requirement as a self-assessment tool
for all projects starting from 2015.

34.Project director can authorize purchases up
to 4.000 soles (NOK 9.800)
Purchases are preferably made commercial
operators who will provide invoices (as required
by the auditor)
Prices are usually provided orally.
Selection of provider not only price but also
quality
35. Usually once a year and financial
management is looked into, but also other
substantive matters of the project.

FDSP 31 Does the project manager
receive project financial report on
regular basis? How often, and are
the report useful? (make sure the
project leader is informed and has
access to up-to-date information
regarding project finances)

31. Yes, monthly, quarterly and annually to the
Director and to the Board. Considered very
useful for decision making and management

FDSP 32 Are there any
unnecessary delays when cash is
requested? (significant delays in
payments may indicate that
someone else holding back funds or
has loaned out petty cash.)

32.No, adequate cash management is in place
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