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A. Executive Summary

- The MDP for Eastern and Southern Africa has a critical role to play in the sub-region. The
evaluation of the programme revealed that its activities respond to well-identified needs of its
client municipalities. It also has a tangible impact in selected focus countries in facilitating
decentralisation policies and strategies and in helping change municipal management
practices. The Programme is perceived as a neutral entity in the sub-region capable of: (i)
undertaking impartial . policy analysis; (ii) brokering ‘policy dialogue; and (iii) matching
demand with supply of expertise in helping municipalities meet the challenges associated with
decentralisation.

The Programme has considerable potential of becoming a value-added knowledge provider in
the area of municipal development in the sub-region. To realise its full potential in providing
value-added services, several important changes should be introduced to, inter alia, its
governance structure, its procedures for designing and implementing its activities and its
working modalities. These are, in summary, as follows:

1. Incorporating the MDP as an African institution and in the capacity of an executing
agency, guided in its policy by an Advisory Board and overseen in its management by an
Executive Board of Directors. It is recommended that a single Advisory Board for both
the MDP-ESA and the MDP-WA be established to facilitate a set of common policies,
strategies and monitoring and evaluation processes, as well as to promote the exchange of
lessons learned and joint activities. Each regional programme should, however, have its
own Executive Board to guide programme management and implementation. The Terms
of Reference of the Director should also be revisited to reflect the strategic role he/she
needs to play in forging partnerships, networking and raising funds.

2. Adopting an "activity cycle" comprised of: (i) Policy analysis and dialogue; (ii) Capacity-
building; and (iii) Monitoring and Assessment of trends in and impact of decentralisation
policies and programmes. This cycle should be implemented in full in each of the focus
countries, allowing for more sustained impact of its activities which are largely catalytic in
nature. Policy Analysis and Dialogue activities should be carried out in close collaboration
with national and regional associations of local authorities. Capacity-building activities
should be carried out in close collaboration with and make use of institutions and similar
programmes which are active in the region. Monitoring and Assessment activities should
seek to promote stakeholder involvement including independent associations representing
civic society. :

3. Partnering with similar programmes and institutions in the region to leverage its resources
and to make effective use of regional expertise and experience.

4. Networking and disseminating tools, instruments and lessons learned from its activities as
well as "best practices".

The above changes are proposed in order to allow the Programme to scale up its impact and,
more importantly, to link its normative policy objectives of decentralisation with its
substantive and operational activities of capacity-building, networking and information
dissemination. It is also the opinion of the evaluation team that the above changes could
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contribute significantly to transforming a demonstrated capacity to respond to real needs in
the region into an organisation which can play a major role in effecting change in municipal
development policies and practices in the sub-region.

More specific recommendations regarding improvements to programme delivery, working
modalities and other substantive aspects of the programme include:

1. Broadening stakeholder involvement: Whilst it responds to needs of specific municipalities

in focus countries, it is recommended that the Programme include, in its scope of work,
the involvement and fostering of dialogue between local and central governments, on the
one hand, and with civic associations and organisations on the other. This will enable the
Programme to broaden its impact on key groups of stakeholders and users of municipal
services.

2. Multiple clients per activity: A means by which to enlarge the impact of the Programme's
activities and impact is for the programme to demand its clients (municipalities and their

associations) to identify other municipalities within the same country which have similar
needs and to mobilise their participation in progtamme-sponsored activities. This would
enable the MDP to: (i) scale up the impact of its activities; (ii) reduce its unit costs of °
delivery; (iii) provide a basis for decentralised city-to-city cooperation; and (iv) to monitor
the impact of MDP activities on a larger scale. Where appropriate, national ministries
responsible for decentralisation policies should also be involved.

3. Using clients as resource persons: Whilst the programme has a history and tragk record of
using clients as resource persons, their use should be systematised for the implementation

of the activity cycle in other countries. This would considerably contribute to and
strengthen: (i) the regional dimension of the Programme; (ii) stakeholder involvement in
the design and delivery of Programme activities; (iii) networking and sharing of expertise
and experience; and (iv) constitute an effective means of implementing decentralised
cooperation. :

4. Networking and Information dissemination: The Programme should be empowered to

devote human and financial resources to networking and information dissemination. The
client/stakeholder evaluation clearly revealed that the clients of the MDP are not aware of
activities in other countries or municipalities. Networking can ensure that all of MDP's
clients and stakeholders, including municipalities, associations of local government,
partner institutions and relevant ministries, benefit from the activities, outputs and lessons
learned from ongoing activities. It is recommended that all clients, national associations of
local government and partner institutions be gradually put on the Internet-based Intranet
allowing for all partners and clients of the MDP to share information, management tools
and practices.

5. Partperships: It is recommended that the Programme should enter into formal Memoranda

of Understanding with a wide range of institutions, programmes and organisations based

" on a clear definition of roles and responsibilities as well as serving as a framework for
joint financing and implementation of activities.



6. Extracting lessons learned: It is recommended that the MDP-PU formalise activity
reviews in-house both as a means of sharing lessons learned and as a means of monitoring

the allocation of programme resources as a whole.

7. Needs Assessment: It is recommended that future needs assessments gradually include
municipal stakeholder analysis and/or dialogue with, for example, municipal service
providers, end-users of municipal services, etc..

8. Use of Information and Communication Technology: It is therefore strongly
recommended that the Programme should have access to E-Mail and Internet (World-
Wide-Web) to be able to access and disseminate information, expertise and experience
and play an active role in promoting the use of ICT by its clients and partners. To this
end, the Programme should: (i) recruit a staff member responsible for ICT. Alternatively,
donors should consider seconding a staff member for this purpose for an initial start-up
period; and (ii) seriously consider using existing information networks, reporting formats
and other facilities which already exist in the region with regards to databases,
information retrieval systems, home pages, etc..

9. In its QOLng_and_aﬁﬁimcm_aﬁuﬂncs the Programme should focus on the .

development of generic management tools and instruments to be applied by local
authorities for monitoring and assessing needs, inhibiting factors and opportunities in
fulfilling their mandates and in providing essential services. These generic tools and
instruments, based partially on the use of performance and policy-sensitive indicators, are
critical to the long-term capacity-building goals of the Programme. The MDP has a
crucial role in promoting and facilitating information, knowledge and expertise in this
area and in the sub-region and should therefore include the development, dissemination
and exchange of such tools and mstmments as an integral part of its mandate and scope of
work.

10.Work Load and programming of activities: The planning of activities for the current phase

has been unrealistic given the staff limitations of the programme, bunching of activities
and delayed approval of expenditures. It is therefore recommended that: (i) the approved
activities be reviewed immediately with the objective of preparing a coherent Phase III; (ii)
the Policy Task Manager be hired as soon as possible. Priority should be given thereafter
to recruiting an information/networking manager. An alternative would be for a donor to
second such a staff for an initial period; (iii) additional increases in staff should await the
creation of the new legal framework and the transformation of MDP into an executing
agency with both specific short term, medium term and long term plans; (iv) MDP future
plans should be formulated, perhaps with the assistance of an external facilitator, by the
end of the year.

The evaluation team would like to thank the Director and staff of the MDP for having
adopted a participatory approach to the evaluation. The organisation of a client/stakeholder
workshop was not only an evaluation exercise - it was also a client/stakeholder analysis and
brought to the fore many issues which should enrich the body of knowledge of the MDP in
relating to its clients and in responding to their needs. Both the approach and the
methodology used were highly appreciated by MDP clients taking part in the evaluation.
Their active participation constituted a major input to the evaluation and to the contents of
this report.



B. Objectives & Working Modalities

The objectives of the evaluation, as per the terms of reference were:

1. To assess the extent to which Programme activities respond to client needs and are
relevant to the concrete process of decentralisation in the focus countries;

2. To assess Programme procedures for relating to clients, responding to their needs, and
delivering activities; and

3. To make recommendations on how to improve the Programme's procedures, organisation,
and activities; and

to pay particular attention to the following:

4. Clients' view/opinion of MDP services;

5. Impact of MDP's activities on clients' management and performance behaviour;
6. MDP client needs identification mechanisms;

7. MDP's capacity to respond to clients' needs;

8. MDP's activity approval process;

9. Activities planned and implemented under each component; and

to address the following specific issues:

10. The need for a formal client needs identification mechanism

11. The relevance/adequacy of MDP's approach to meeting clients' needs

12. Clients' expectations from MDP

13. The need to streamline activity approval process

14. MDP's capacity to meet clients' needs

15.MDP's management system, procedures, organisation and activities

16. The level of collaboration with similar institutions such as [ULA-AS, UMP, etc.
17. Collaboration with donors in the region

18. Overall performance of the programme

Part C of the present report: "Methodological Considerations” contains an explanation of the
methods used as well as some important factors which led the evaluation team to adopt,
amongst other things, a forward looking bias in its assessment.

Part D of the present report: "Issues, Conclusions and Recommendations" is structured
according to the above Terms of Reference. The reader of this report is, however, requested
to refer to the annexes to the present report which contain many secondary recommendations
as well as the rationale behind those presented in the body of the report.

Part E of the report: "Other Observations” contains recommendations based on discussions
with MDP staff as well as casual observations made by the evaluation team in the work
environment.

Parts F and G present the findings of: (i) meetings with MDP staff; and (i1) the
client/stakeholder evaluation workshop.



C. Methodological Considerations

C.1 A Participatory Approach

The terms of reference proposed a participatory approach in undertaking the evaluation, more
particularly in the form of a workshop including MDP staff, selected former participants of
MDP activities, Town Clerks of those towns where MDP has undertaken some activities,
participating institutions, representatives of associations of local government and consultants
who have done some work for MDP. The terms of reference further suggested that this
participatory approach include plenary evaluation, group evaluation and individual personal
interviews with some of the participants.

C.2 Factors influencing methodology

A number of factors led the evaluation team to adopt the following assessment methods:

a/ Distinguishing client/stakeholder and MDP staff feedback: The evaluation team proposed,
and the MDP-PU agreed, that MDP staff should participate in plenary evaluation sessions
of the workshop but not in the deliberations of its working groups in order not to influence
the latter.

b/ A Forward-looking bias: Several factors led the evaluation team to propose, and the MDP-
PU to concur, that the evaluation should focus, to a large extent, on lessons learned for
shaping the future activities of the MDP, including Phase III. These factors include:

— the recent appointment of a new director and the formulation of a new vision for
the MDP;

— a Phase II work programme which was marked by considerable delays in
disbursements and therefore in activity delivery, during the period January 1995
through to June 1996, for reasons not entirely under the control of MDP-PU;

— the timing of the mid-term evaluation and the limited leeway of MDP-PU, in part
caused by the above, to bring about major modifications to remaining activities for
1997;

— ongoing efforts to incorporate the MDP-PU as an African institution.

¢/ Group process: The workshop was conducted using the following instruments and
methods:

— Formation of small working groups each representing, to the extent possible, the
diversity of the participants (elected and- non-elected local officials, training
institutions, central government staff and consultants);

- Use of an anonymous questionnaire administered individually as a basis for group
work; ' ’

— Use of the results of group work and plenary evaluation as the primary source of
data and information for the evaluation;

— Use of a team-building and communication exercise in the form of an "ice-breaker"
to enhance the effectiveness of group work and to constitute a group identity.



d/ Design of the questionnaire: The following factors determined the design of the
questionnaire:

The use of direct and indirect questions addressing the objectives and specific
issues as spelled out in the terms of reference;

A balance between open and closed questions and questions requiring non-neutral
ranking; .

Questions adapted from previously tested evaluation tools developed by UNCHS,
EDI, Training Resources Group and other similar programmes;

Generic questions and questions alluding to the mission of the MDP;

Questions dlluding to common problems and issues faced by African local
governments and institutions.

e/ Interviews and Observation: Formal and informal interviews were held with MDP staff,
clients and stakeholders. Observations were made by the evaluators individually and
discussed and processed by the evaluation team.



D. Issues, Conclusions and Recommendations

The following issues, conclusions and recommendations are presented in accordance with the
terms of reference.

D.1 The extent to which Programme activities respond to client needs and are relevant
to the concrete process of decentralisation in the focus countries

Overall, the Programme responds well to client needs and its activities are highly relevant to
the ongoing process of decentralisation in specific countries. The participatory and
consultative approach used by the Programme to identify, plan and design activities in
response to client needs is well established.

Whilst it responds to needs of specific municipalities in focus countries, it is recommended
that the Programme include, in its scope of work, the fostering of policy dialogue between
~ local and central governments, on the one hand, and with civic associations and
organisations on the other. This will enable the Programme begin to link its normative
policy objective of decentralisation with its substantive capacity-building activities. Such
activities, which can be undertaken jointly with partners and other programmes in the region,
will strengthen the role and capacity of local authorities and civil society to play a more pro-
active role in policy change.

D.2 Programme procedures for relating to clients, responding to their needs, and
delivering activities

As mentioned above, the Programme has well established procedures for relating to clients,
responding to their needs and delivering activities. These procedures include: (i) initial needs
identification made by the client; (ii) needs assessment by both the client and the MDP; and
(iii) using a consultative and participatory approach to design and delivery. All of these
procedures are well appreciated by MDP clients. However, owing to several factors,
including the capacity of the MDP proper and donor restrictions on the use of funds, a major
client demand for follow-up activities has not been met. This is without a doubt the single
most inhibiting factor to MDP's effectiveness as most of its activities are catalytic in nature.

A second area of improvement identified by clients is to improve the user-friendliness of the
needs assessment form which is currently used by MDP.

D.3 Improving the Programme's procedures, organisation, and activities
D.3.1 Improving Activities

Three major improvements could be' made to the Programme's activities. First is the
adoption of an activity cycle corresponding to the policy development, capacity-building and
technical assistance functions of the MDP. The second is to involve more than one
municipality in any given activity. The third is to use clients as resource persons.



a/ Activity Cycle: This cycle should enable the MDP to better distinguish between ends
(changes in policy and practice) and means (catalytic activities) and should be made up of:

— Policy analysis and dialogue: applied and comparative analysis on decentralisation
policies and strategies and policy dialogue between clients and stakeholders;

— Capacity-building: needs assessment, training, technical assistance, exchange of
expertise and experience through information dissemination, networking, decentralised
co-operation and peer-to-peer learning, including strengthening of local capacity to
undertake monitoring and assessment;

— Monitoring and Assessing trends in decentralisation and their implications for
institutional (municipal) capacity and performance, documenting policy change and
development and disseminating best practices in the delivery of municipal services.

Any of the three functions could constitute an entry point to a country activity and lead to the
two others. The recommended time frame for the cycle is two years. By completing the
cycle, the Programme will be able to achieve the following:

— Ensure follow-up activities in each focus country;

— Link substantive and operational work with the policy objectives of the programme;

— Leverage its resources by working with other programmes and institutions in the region
which are involved in policy advocacy and dialogue, monitoring and assessment of
trends and conditions, training and capacity-building, networking and information
dissemination.

Each task manager should be responsible for developing activities for the complete cycle.

b/ Multiple clients per activity: The second improvement which could be made to improve
the programme's activities and impact is for the programme to demand its clients
(municipalities and their associations) to identify other municipalities within the same
country which have similar needs and to mobilise their participation in programme-
sponsored activities. This would enable the MDP to: (i) scale up the impact of its
activities; (ii) reduce its unit costs of delivery; (iii) provide a basis for decentralised city-
to-city co-operation; and (iv) to monitor the impact of MDP activities on a larger scale.
Where appropriate, national ministries responsible for decentralisation policies should also
be involved.

¢/ Using clients as resource persons: Whilst the programme has a history and track record of
using clients having benefited from MDP activities, the use of clients as resource persons

should be systematised for the implementation of the activity cycle in other countries. This
would considerably contribute to and strengthen:

(i) the regional dimension of the Programme;
. (ii) stakeholder involvement in the design and delivery of Programme acuvmes
(iii) networking and sharing of expertise and experience; and
(iv) constitute one of the most effective means of implementing decentralised co-operation.
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The latter form of south-south decentralised co-operation is also an area of increasing interest
on behalf of regional donors and international co-operation agencies.

D.3.2 Improving Organisational Structure

A major improvement in the grganisational structure of the Programme should be to
change its status to that of an executing agency. The Steering Committee should be
transformed into an advisory board comprising of an equal number of national/regional
associations of local authorities and of donors. A single advisory board should be established
for both MDP programmes to facilitate the development of a set of common policies and
strategies, to promote the exchange of lessons learned as well as to envisage joint activities.
The function of the advisory board should be to define policies and strategies.

The management oversight of the Programme should be assumed by an Executive Board of
Directors comprised of no less than five members and no more than seven members, two of
whom could be appointed/elected by the Advisory Board. The other members should include
representatives of government, the private and professional sectors and civil associations or
organisations. The Director of MDP would play an important role in the identification of the
member of the Executive Board (See: Annex XI: Management and Structure Issues, page 45

).

The terms of reference of the Director of the programme should also be revisited with a
major focus on overall management of the programme, networking and collaboration with
similar programmes and institutions within the region and fund-raising.

D.3.3 Improving Procedures

Three major improvements to the procedures, or generic functions of the Programme are
proposed, as follows:

— Networking and Information dissemination: The Programme should be empowered to
devote human and financial resources to networking and information dissemination. The
client/stakeholder evaluation clearly revealed that the clients of the MDP are not aware of
activities in other countries or municipalities. Networking can ensuré that all of MDP's
clients and stakeholders, including municipalities, associations of local government,
partner institutions and relevant ministries, benefit from the activities, outputs and lessons
learned from ongoing activities. It is recommended that all clients, national associations
of local government and partner institutions be gradually put on the Internet-based
Intranet allowing for all partners and clients of the MDP to share information,
management tools and practices.

— Partnering: The Programme was conceived to do everything from needs assessment, (0
capacity-building and research. This is not only an outdated concept but one which
jeopardises the effectiveness of the entire Programme by stretching its resources and
diluting its impact. Furthermore, such a concept negates the capacity of other
programmes, organisations and institutions working in the region, including major
capacity for training and leadership development in South Africa and UNCHS (Habitat),
the dedicated policy advocacy role and mandate of [ULA-AS, the policy, dialogue capacity |
of UMP, just to mention a few. It is recommended that the Programme should enter into
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formal Memoranda of Understanding with a wide range of institutions, programmes and
organisations based on a clear definition of roles and responsibilities as well as serving
as a framework for joint financing and implementation of activities.

— Internal Management Review: Currently, and owing to heavy work loads and the bunching
of activities, the sharing of information on and the review of activities by the MDP-PU is
done on an informal basis. It is recommended that the MDP-PU formalise activity reviews
in-house both as a means of sharing lessons learned and as a means of monitoring the
allocation of programme resources as a whole. This exercise should involve the
administrative and financial staff of the MDP-PU as part of the Programmes internal
financial management functions.

The terms of reference further called upon the evaluators to pay particular attention to the
following: '

D.4 Clients' view/opinion of MDP services

The client/stakeholder workshop revealed that MDP clients are generally satisfied with the
quality and responsiveness of the Programme to their needs. They particularly appreciate the
high degree of professionalism of MDP staff, their methods of work and the accessibility and
location of the Programme. Their un-met demands include systematic networking and two-
way flow of information as well as the lack of follow-up activities.

D.5 Impact of MDP's activities on clients' management and performance behaviour

The assessment mission was able to ascertain considerable impact on client management and
performance behaviour in three focus countries, namely Zimbabwe, Uganda and Malawi.
MDP activities in these three countries resulted in changes in management practice at the
municipal level and in two countries (Zimbabwe and Uganda) in central government policy
and practice. Clients from other countries expressed a strong demand for the systematic
dissemination of information on these success stories and suggested that they be
documented as "best practices".

D.6 MDP client needs identification mechanisms

As mentioned above, the MDP appears to have a well-established needs identification
procedure. No complaints or suggestions were registered in evaluating this aspect of the
Programme, with the minor exception of improving the user-friendliness of the needs
assessment questionnaire. It is strongly recommended, however, that future needs
assessments gradually include municipal stakeholder analysis and/or dialogue with, for
example, municipal service providers, end-users of municipal services, elc..

D.7 MDP's capacity to respond to clients' needs

MDP's capacity to respond to clients’ needs are clearly limited as witnessed by a strong
demand for follow-up activities. These limitations appear to be rooted in three discrete but
inter-related aspects:
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a/ Limited staff resources: there is an objective need for at least one additional Task Manager
(Policy), and one person dealing with networking and information dissemination (see also
Annex XII: Staffing Issues, page ),

b/ Failure to take full advantage of networking and partnering with other institutions and
programmes in the region. Given limited financial and human resources, the Programme
should undertake. where ever possible, joint activities in order to leverage its investments,
scale up its activities and impact as well as reduce its overhead costs per activity;

¢/ Too many "strings attached" to donor funding and confusion on behalf of donors between
ends (improving policies and practices) and means (activities), leaving MDP with limited
leeway to respond to critical issues which arise from and are identified in the course of
implementing its activities;

d/ As mentioned previously, Programme activities should involve, where possible and
appropriate, more than one client (municipality).

D.8 MDP's activity approval process

With regards to the actual design and implementation of specific activities, both staff and
clients had no major comments or suggestions regarding approval processes. However, the
approval process for Programme activities as a whole is too cumbersome with a tendency
for the Steering Committee to micro-manage activities. One of the strengths identified by
both clients and MDP staff is flexibility in its overall approach to responding to client needs.
A delicate balance needs to be struck between flexible response to clients' needs and the
overall budget approval process.

D.9 Activities planned and implemented under each component

An analysis of working documents for Phase II revealed that 115 activities were initially
planned over a three year period, translating into 38 activities per year! Table 1 in Annex
VIII (Analysis of Plans and Expected Outputs of Phase II, page 42) provides an overview of
planned and implemented activities up to February 1997. This table shows that of ‘the 123
activities planned up to that date, less than half had been implemented.

This apparently meagre result led the evaluation team to probe further and analyse and
compare, amongst other things, planned activities of Phase I, work done during the period
July 1996 and February 1997 (Appendix V), and work load sharing for that same period
(Appendix VI).

The conclusions and recommendations of the evaluation team are:

(i) The initially planned activities were totally unrealistic given staff resources. Analysis of
work load sharing indicates that 146 staff weeks would have been required for the period
July 1996 to February 1997, or the equivalent of 5 full-time Task managers!

(ii) Delivery during Phase II was severely constrained by disbursement problems;

(iii) No organisation of a predominantly technical assistance nature could be expected to cope
with a four-fold increase in delivery between Phase I and Phase II of operations whilst
being subjected to budget constraints at the same time;
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