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EXECUTIVE SUMMARY

The three aims of this “forward evaluation™ mission were to analysce the outputs ol the
Capacity 21 programme on Local Agenda 21 (o identify lessons and insights that may
uselully gurde and serve as follow-up for future activitics. Using these lessons as a gutde,
the team was asked to outline the matn response to the mtention of the UN System Common
Work-plan in Lebanon o formulating an mtegrated programme to strengthen municipalities,
and implement the right to development at the local level.

The evaluation team was asked to take into account the expericnce of the LA 21 process in
the four pilot projects, UNDP’s experience at the local level through other on-gomg,
programmtes, and other UN agencies’ activities at the local level iy Lebanon.

The evaluation team worked with the Capacity 21 team in Lebanon to adapt the 1CLET self-
assessment module for LA21s (o suit the circumstances of the pilot municipalitics in the
Capacity 21 programme.

Assessment

The overall assessment of the 1LA21 programme by the evaluation feam was that the
programme management tewm in the Ministry of Environment (Molf) had done an excellent
Job i managing the project, within the constraints ol a sketehy progrimme design and its
own mandate on environmental management. The UNVY project co-ordinators have lad a
solid foundation for LA2 s in all the municipabitics, establishing 1LA21 convittees i all the
pilots and mercasing awareness of the LA21 process amongst a range ol stakcholders.

The particular strengths of the programme are excellent teamwork and the way in which the
co-ordinators have integrated mto their communities. The Capacity 21 tean has made
considerable progress m spite olinadequate preparatory tranming in the requisite skills, The
weaknesses of the programme melude a “cook-book™ approach to the LLA2ZT process in the
municipalities, not utilising the particular strengths of cach municipality, a kick of
responsiveness to the needs and priorities of municipalitics, an undue etphasis on
environment as an entry pomnt. and a lack of networking between pilots.

The arcas that could be strengthened i the closing stages ol the programme include:

¢ Closcr liatson between municipalities and government hine agencies and the Ministry of
Interior,

o Networking between pilots to share experiences and learn from cach other.

s Promote step-by-step approaches to problem.

o Ensure that all the pilots have training in project preparation and wrting of proposals.
e Integrate Agenda 21 into municipalities processes and existing mechanisms.

e Promote understanding in the pilots that Agenda 21 is more than just environment.

o Improve Stakeholder involvement m the LA2T process, especially women.

o Improve access to hnancial and other resources from central povernment agencics as
well as other sources (donors. NGOs, ete).

The current dratt Resourcee Guide needs 1o be revased to better meet the particular
conditions facing the four pilot municipalities in the LA2T progranime, as well as serving
as o basis for a Resource Guide-cum-toolkit for a future programme.




The cvaluation team also looked at the relevance of the UTDA proposal for the LA21
programme and has a number of reservations about this proposal, and recommends a
revision of the proposal to better meet the needs of the programme. These include specific
overseas exchange visits, traiming, and provision of small grants for priority projects in
municipalitics.

Lessons Learned
The lessons lcarned from the LA2T programme include:

= That a project or programme design has to find a balance between providing clear
direction and guidance and allowing for flexibility.

=  The programme should be designed using participatory and analytical approaches.

The entry points for a programme must be demand-driven and not supply-driven,

U

= The programme must be tailored to the municipality or community, within the overall
framework of the LLA21 and/or programme philosophy.

= That capacity building s an important prerequisite for a LA21 programme as the
concepls and practices of participatory and analytical approaches to local governance
arc relatively new in Lebanon.

= A Resource Guide is needed but must be tailored to the specific needs, prioritics and
conditions of municipalities in Lebanon.

= Future programme for local government must back-up capacity building activities with
access to funding for the implementation of priority projecls,

= Nctworking with an emphasis on exchange visits, designed 1o promote dridogue
hetween municipalitics from Lebanon and overseas

= The LA 21 process must work within the existing natonal Tegistative, legal and
institutional framework.

The “spinit” of Agenda 21 should become part of the normal “culture’ ol a mumcipality.

Future Programme

The evaluation tcam has proposed that a future programme for capacity building for local
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government in Lebanon would work through, and support, existing regional development
programmcs of UNDP,

This programme would be formulated through a six month preparatory assistance phasc,
which would begin carly in 2000, afier the complction of the current programme. The
programme components would support the Government of Lebanon-UNDP CCF by working
through and supporting the UNDP regional programmes. These components include a
preparatory phase, capacity building, implementation of priority projects in municipalities,
mainstrecaming to ensurc sustainability, and information for decision-making.

The total cost of the future programme for capacity building for local government
(components one 1o five) would be approximately SSOOLOIO, including an allocation of
S70.000 for the preparatory phasc (component one).

The national counterpart for the future local government programme should be the Ministry
of Interior, although in the interim, the team suggests a progranvme manager located in the
UNDP country office to co-ordinate programme activitics. ‘T'his programme manager would



work closely with the programme officers and managers of the four regional programnics.
Four National UNV's, located in cach of the regional development programmes, would assist
this programme manager and work with the staff of the regronal programmes.  In future as
roles and responsiilities are clarified and mstitutional capactty is strengthened, the Ministry
of Interior should assume a more active role in programme management.

Recommendations
Recommendation |

That the Capacity 21 team revise the draft Resource Guide, using the experiences
gained in the pilots, with advice and peer review from Capacity 21 as well as other
sources such as {CLEI,

Recommendation 2

That Capacity 21 enable the Capacity 21 team to access, by email, the services of a
Capacity 21 Adviser to peer review the vevision of the Resonyee Guide.
Recommendation 3

That MoE and the UNDP Country Office review the proposed UTDA contract, and
revise it to address the specific needs of the Capacity 21 pilots during the last phase of
the projeet.

Recommendation 4

That the future programme for capacity building for local government in Lebanon
supportand work through the four existing UNDP vegional programmes in Lebanan.

Recommendation 5

That the future programme for capacity building for Tocal Lovernment in Lebanon be
desipned through a 6 month preparatory assistance phase.

Recommendation 6

That the preparatory assistance phase is formulated by a Joint UN agency team during
a three-week mission. This design team wonld inclyde representatives from the UNDP
~ Country Office, WIIO, Habitat, and Capacity 21, This international programme
formulation team would work and support a nationsl design team which includes
members of the future programme team, as well as representatives from Lebanese
Government agencies such as the Ministry of Interior and Mok,

Recommendation 7

That the future programme for capacity building for tocal government in Lebanon
utilise existing national capacities and organisations, as well as the capicity of the pilot
municipalities and the MoF as training resources.

Recommendation 8§

That Capacity 21 consider providing additional funding of up to $300,000 towards the
intplementation of the future programme for capacity huilding for local government in
Lebanon,

Recommendation v

Fhat the UNDP Country Office utilise existing funds, previously allocated to the
preparatory assistance project for strengthening local authorities, for funding the
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preparatory assistance phase of the future programme, including the in-country costs
of the formulation mission.

Recommendation 10

That Capacity 21 provide the services of a Capacity 21 Adviser to the formulation
mission for the preparation of the future programme for capacity building of local
authorities in Lebanon.

Recommendation 11

That the Capacity 21 programme management in MoE help pilot municipalities to
make a smooth transition from programme funding activities to a self-reliance by
providing assistance in the areas suggested by the evaluation team.

Recommendation 12

That the UNDP Country Office initiate discussions with potential partners in the future
programme from UN Agencies and other donors.
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INTRODUCTION

Purpose
The three aims of this “forward evaluation™ mission were o

(1) “Provide a comprehensive analysis of the outputs of the Capacity 21 programme
components relating to Local Agenda 21;

(2) ldentify a set of appropriate fessons and insights from the LA21 experience and the
experience of other UN agencies at the local level thut may usefully guide and serve as
follow-up for future activitics;

(3) Outline the main thrust for future acuvities, 1.¢." o forward fook”, based on lessons
learned 1o respond to the need of the UN System Common Work-plan in Lebanon for
formulating an integrated programme for strengthening municipalities, and implementing
“the right to development at the local Tevel ™

In carrying out the evaluation, the team was asked to take into account the experience ol the
LA 21 process in the tour pilot projects, UNDPs experience at the local Tevel through other
on-going programmes, as well as other UN agencies” activities at the tocal level in Lebanon.
The ToR also required the evaluation team to use the TCLED self=assessment module Tor
LAZ2Ls i carrying out the evaluation,

Background

In 1994, followmg 20 years of civil unrest in [ebanon, UNDP-Ecbanon mitisted a Capacity 21
progranune o assist the country to respond (o severe envirommental detertoration. The st
phase of the project was financed by Capacity 2 Tand UNEP, The aims of this phase were (o
integrate environmental concerns into policy and legislation. In 1997, the UNDPE office und the
Lebanese Ministry of Environment (Mol financed and initiated a sceond phase Capacity 21
programme for promoting, sustainable development at the institutional Tevel., This second
phase” of the Capacity 21 programme supported, among other activitics, the establishment of
four Local Agenda 21s (LA21) at the level of municipahitics and conglomerations of
municipaditics. The project provided the necessary technical and financial support to formulate
and mitiate the implementation of local agendas in cach of these pilot projects. Capacity 21
support to launch the LAZ1 process was imtiated m April 1998 and is expected to end by
December 1999,

In January 1999, the UNRC System in Lebanon agreed that the 1ssue of local governance 1s a
focus arca lor the Svstem and will be implemented within the UN System Common Work
Programme. A recent preliminary survey done by the SURF-Governance for the UNRC
office revealed that there are over adozen on-going or planned UN projects in Lebanon
involving local government and municipalitics, in addition to projects that work with local
governnient at the “guda or nudhafaza Tevels, The UN orgamsations involved i mitatives
with Tocal government are UNDPLFAO, UNTCEF, WHO and UNV. The types of activities
that involve Tocal government include capacity butidme, human resource development,
networkimg, and supply of cquipment. Most projects seek to improve the efficieney and




transparency of local government and mumicipalities in the delivery of services, as well as
promoting participatory approaches to Sustainable Human Development.

Approach and Methodology

The evaluation mission was carried out in Lebanon from Monday 30 August to Friday 10
September. The evaluation team consisted of:

1. Ms Sheilagh Heary, Programme Officer with the International Council for Local
Environmental Initiatives (ICLEI), an intermational NGO,

2. Mr Renaud Meyer, Programme Officer, Education and Local Governance, UNDP,
Beirut.

3. Dr Nizar Mohamed, Capacity 21 adviser, Capacity 21 (team leader).

The evaluation team consulted a range of stakeholders to enable it to fulfil the objectives set
out in the ToR. During the first week of the mission, meetings were held with UNDP stalf,
representatives from the Ministry of Environment (MoE), the Lebanon Capacity 21 team ®,
community representatives m cach of the four pilot projects, as well as a donor agency.
Details of the full itinerary for the evaluation mission are given in Appendix 1.

The evaluation team used participatory approaches throughout the mission to ensure that ull
stakcholders in the LA21! process in Lebinon were able to contribute o the work ol the
tcam. These approaches included discusstons with the Capacity 21 team to adapt the 1CLEL
sclf-ussessment module” to conditions in Lebanon, and 1o tailor the questions to the stage of
development of the Local Agenda 21 process in cach of the pilot projects. The revised
questions were translited into Arabic for use by the pilot projects. This modified version of
the sclf-assessment madule was used in cach of the Tour pilot projects to enable them (o
assess their own progress, as well as (o contribute to the overall evaluation of the 1LA21
project by the (eam. Community representatives involved in the LA2T process carried out
the seli-assessments i participatory workshops in cach of the four pilots. These workshops
were all conducted in Arabic, with translation provided to (he evaluation feam,

In addition, debriefing mectings were held with two groups of stakcholders: the first with
staff o UNDP-Lebanon and representatives of UN agencies in Lebanon, and the sceond
with representatives of nattenad stakcholders. The emphasis in the first mecting was on the
lessons learned and the design of the future programme for LA21 in Lebanon. The emphasis
of the sccond was on both the evaluation of the existing programime, and the design of the
future programme. This meeting included two government ministries - Mol: (the co-
operating agency for Phasc 1T of the current programmec) and the Ministry of Interior (which
has recently taken over responsibility for Municipality and Rural Affairs in Lebanon).
Representatives from cach of the four pilot projects also attended. as well as some NGOs,
staff of several UNDP programmecs involving municipalitics and local communitics, and
donors.

In retrospect, this {inal debriefing would have been better split into two separate mectings.
The first to discuss the proposal for the future programme for strengthening local
government with national-level stakcholders and donors, as well as UNDP and UN agencies.
The sccond mecting would have been o discuss a more thorough and open evaluation of the

* The Cupacity 21 team refers to the team of four environmental specralists (the national UNV volunteers) and
the programme manzger, co-ordinator, technical speciatist, and other support staff in the Capacity 21
progranume m Lebanon: This team s known m Lebanon as the Capacity 21 team, and this term witl be used
throughout the evaluation team’s report.
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existing programme, allowing for and more specific discussion of the future of those projects
with the relevant stakeholders, including municipality representatives.

EVALUATION OF THE LA21 PROGRAMME

Background

The LA21 project in Lebanon, a joint imtiative between the Ministry of Environment (MoE)
and UNDP, began in April 1998, just before the municipality clections in June 1998, the first
in Lebanon for 35 years.

The Capacity 21 team m the MoE consists of four environmental specialists (UN National
Volunteers), each responsible for one ol the pilot municipalitics. The LA21 Capacity 21
tcam in the MoE consists of a project manager, a LA21 co-ordimator, a technical officer, and
four other professional and administrative staft,

Project Objective(s)
The principal objective of the 1LA21 project, as stated in the project document”, is:

“To establish 4 Local Agendas 21 for municipahties or conglomerations ol

]

municipalities™.
Within this objective, only one output was stated in the project document;

“Provide necessary technical and financial support [to] formulate and mitiate the

implementation of at feast 4 Local Agenda 21s for municipalitics within the

Capacity 21 framework of environmental monitoring and awareness.”
I implementing the projeet, the Capacity 21 team elaborated on this objective to articulate o

. . . . . . - O

viston and goals for the overall LA2L project, which are stated 1 their first sumimary report™

Box 1: The Lebanon LA21 Vision and Goals

VISION

To establish an etfective and nationally co-ordimated Local Agenda 21 planning process for
all Lebanese municipalities by 2007

GOALS

1 to pifot four municipal Local Agenda 21 (LA21) processes to serve as leaming
models for a national LA21 program

2 to build sufficient national municipal planning capacity to sustain a national LAZ]
program

3 to develop a national EA2T program office and resource centre at the Ministry of
©Environment to sustamn and co-ordinate Lebanon’s Tong-term LA21 processces

4 to link Lebanese LA21s in a national network and to build Tinkages with regional and




These goals and the project objective provide a yardstick for the evaluation team to asscss
progress achieved in the project. The evaluation team used the modified ICLEI self-
assessment module as a basis for the pilot projects to evaluate their progress.

Self-assessment module

ICLEI produced a pilot Self-Assessment Module through its Local Agenda 21 (LA21)
Guidance and Training Programme as part of ICLEI's contribution to the evaluation
procedurcs of the European Sustainable Cities and Towns Campaign. The module is
intended to help municipalities assess the progress and sustatnability potential of their Local
Agenda 21 action planning process. It can also be used to evaluate progress made by local
and regional authorities participating in the Campaign in responsce to their commitment to the
Aalborg Charter.”

The evaluation team, working closely with the Lebanon Capacity 21 team, adapted the
ICLEI module, developed for European municipalities, to suit Lebanese conditions and, in
particular, the needs of cach of the four pilot projects. The team decided that only the first
set of exercises of the ICLEI module was appropriate for the stage of development of LA21s
in the pilots. The questions in exercise [ of the ICLEI module were used as a framework by
the tcam to formulate questions that would be appropriate and suitable for the Lebanon
pilots.

The scts of questions for the Lebanon LA2I1 self-assessment modute (Appendix 2) were
grouped under six broad headings (adapted from the ICLEY module’s Excercise 1), These
WCre;

Partnerships
Community-based Issue Analysis

Action Planning/Implementation

g Uy

Action Plans

Mecasuring Progress

by

FFuture Steps

Within this framework, only those scts of questions appropriate to cach of the pilot were
uscd during cach of the workshops. For example. the scction on “‘Action Plans’ was only
used 1 Aley as this pilot had begun the formulation of an action plan. The emphasis of the
questions was on sclf-assessment so that cach pilot could evaluate their own progress, rather
than making comparisons between the different pilots. The evaluation tcam used the results
of the different self-assessments to evaluate overall progress for the LA21 project. All
questionnaires were translated into Arabic before use in the workshops.

Results of Self-assessment Workshops

Participants at cach of the workshops came from the municipality council and/or LA21
committee(s), while in some workshops, other interested imembers of the community afso
participated. A high level of commitment to the LA21 process was demonstrated in all of
the pilots. Numbers attending the workshops ranged from 10 for the (hall~day) Borj El
Barajneh workshop. 1o between 20 and 35 in cach of the other (full-day) workshops. In
three workshops, Aley, Bekaa, and Bor) El Barajneh, the mayor(s) attended the entire
workshop indicating that the sense of commitment extends to the highest level.
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All small group discussions and plenary reports in the workshops were in Arabic, with
English translation where necessary. Only the introductory plenary sessions were in English
with translation mto Arabic. Each workshop began with trust building activitics for the
whole group of participants, After this, participants were divided into smaller groups of 4 to
6 people on the basis of conumon interests: for example, by LA21 sub-committees (Aley and
Jab El Dib), municipality (Bekaa - a conglomeration of 25 municipalitics), or LA21
conumittee and community members (Borj El Barajneh). Each interest group answered the
sets of questions set out in Appendix 2 (Part A), and then reported back in plenary to all
participants on the 9 questions listed in the presentation guidelines (Appendix 2, Part B).

In three of the workshops, there was good representation by womien (at least one third of the
participants); this reflects the prominent role that women are playing in the LA21
commitiees in at least two ol the pilots (Jal £l Dib and Aley). In the Bekaa workshop, only
one was present (and did not stay the whole day). The importance of a gender balance in the
LA21 process, including committees, needs to be conveyed to all pilots and efforts made to
include more women, usimg culturally appropriate mechanisms,

The full results of the workshops are to be analysed and distributed to all pilots by the
Capacity 21 team. A sumimary of the results Lo this evaluation is given below for cach of the
pilot projects:

=  Partnerships - inall of the pilots, there was some form of working relationship
between the LA21 committees and the municipality council, with all pilots having
council representatives i the LA2T commitices. ‘Fhe means of communication was
mainly through mectings (c.e. Borp Bl Barajeneh, Bekaa), In some cases, the LA2I
commiltice acted as o link between the community and the council (eog. i Jal EFDiby,
whilst in Aley, the council hosted the LA2T process. Suggestions from the workshops
for strengthening this partaership stressed a closer working relationship between the
council and the LA2T commitiees. This could be aclueved through more regutar and
morce frequent mectings (Jab EFDib, Bekaa), jomtmplementation ol activitics, as well
as a co-ordimated work plan between the council and the TA2T committees (I3ekaa, Jal
E1Dib). A greater involvement in the LA2T process by councl was seenas o way (o
help improve transparency and to implement concerete activities by mobilising council
resources (Jal L i), FThe reerutment ol a co-ordinator was also mentioned as a
possihle mean to improve the imteraction between committees and the municipal
counetl (Aley).

The main way suggcested Tor strengthening the relationship between the councit and the
LA2] committees was to promote participation by all stakchoiders. All the pilots
identificd some groups of stakcholders who were not represented m the LA21 process.
These groups included youth (all pilots), religious groups (Aley. Jal EI Dib, Bekaa),
and the private sector (although, imterestingly, most of the people in the LA21 process
are volunteers who are active in the commercial sector in their working life).

All four pilots appeared to lack any substuntive knowledge or information about the
activitics and achievements of the LA21 process in other pilots. This lack of
networking between pilots is a major constraimt to ensuring the sustainability of the
LA2T process at the end of the Capacity 21 project (see below).

There is also an apparent Jack of integration ol LA2T principles (sce Appendix 3) into
many sectors of the municipalities, TA2T stl] exists as o separate committee or entity
withim the municipality rather than as part of the operational process within cach
municipahity as a whole. Further mtegration should be seen as a long-term goal.




Bor) E1 Barajench tdentified a problem that is unique to that municipaiity - the large
number of displaced people (over 300,000 compared with some 30,000 native
residents). The displaced people do not feel part of the community in Borj E}
Barajench (for example, they cannot vole in that municipality) but arc somectimes
unable to go back to their onginal communities. This 1s a major challenge facing the
municipality in building partnerships within the communitics.

Community-based Issue Analysis - this process has been carried out in all four pilots
although the degree of acceptance of the results was variable. Although most
municipalitics have urgent environmental problems that need to be addressed, in some
cases, the emphasis on environmental prioritics has failed 1o take into consideration
more pressing social and economic issues. Morcover, some groups felt that the LA21
process had not included some key environmental issues affecting their municipalitics.
For example, two groups in the Bekaa considered that their major environmental
problems of pollution of the river and solid waste disposal were not included in the Tist
of prioritics. In Borj El Barajeneh, one group felt that issues of urban planning and
overcrowding were left out, whilst in Jal E1 Dib, one group felt that issues of air
pollution (other members of the LA21 committee disagreed) and potable water were
not addressed. Many of the gaps appear to result from a humber of factors: failure to
involve all stukcholder groups in the analysis; the lack of an in-depth analysis of issues
and possible solutions; a lack of communication within the LA21 process (c.g. in Jal E}
Dib) and between the LA commitiees and the council.

Action Planning/Implementation  all pilets identificd human resources as their
greatest asset, both in terms of numbers of people willing to give up time and effort to
the LA2T process and the capabilitics and commitment of these individuals, as well as
their organisations, such as NGOs, neighbourhood commitiees, ete. They also
identified the need for more training for these individaals and organisations to cnable
them to work better fogether and to be more effective i utilising their inherent
potential for the good of the community as a whole. In some cases, the emiphasis on
formulating action plans has led to a frustratton with the process “too much tatk, too
litte action™. This s very much a result of the luck of financial resources identified as
a major constramt by all pilots, but is also partly duc to over ambitious projects and a
lack of planning to tailor activitics to resources available. In some cases (Bekaa) it may
also be due, in part, to a failure to identify existing resources within the community
that arc avatlable for use by the LA2] project.

Action Plans  only one municipality {Alcy) answered this set of questions, as they
arc the only ones to formulate an action plan as yet. They identified the need to collect
additional information on social factors as well as cconomic information on important
scctors such as tourism. Adoption of the action plan by the council would require the
commitment of the mayor, active support for implementation of LA21 activitics by the
council, as well as better co-ordination between the LA21 committee and the council.

Measuring Progress — Many ol the indicators of progress suggested by participants
were meastires of process such as participation and commitment of stakcholders (Aley,
Bekaa, and Bory L1 Barajench), co-operation (Jal EI Dib), and a common
understanding between all stakeholders. Other more casily measurable indicators
included implementation of project activities and action plans,

Future Steps  the groups suggested a varicly of concrete and not-so-conerete actions
that could be taken to mternalise the “spirit of Agenda 217 into the normal unctions of
the municipalitics, as a step towards sustainability. These included atlocation of
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municipality resources to implementing priority projects (Bekaa), a database of
priority issucs, better co-ordination in planning and implementation (Borj El
Barajenceh, Bekaa, Jal EL Dib), and better access 1o outside sources of funding (Bekaa),
and more cnvironmental awareness activities (Jal 1 Dib, Borj El Barajench). Aley
focused on logistical aspects such as the appointment of a co-ordinator and micgration
of LA21 commnutiees into existing munictpality council mechanisms.

Programme Design

The programme design, as set out in the project document, was sketchy, perhaps deliberately
so i order 1o allow for flexibility. However, this did not take into account the lack of
experience and knowledge about LA21 or participatory processes in Lebanon. The project
design also focussed solely on environment as the LLA21 process, rather than emphasising
environment as an cotry point for tackling sustainable development issues within the
municipalitics.

Providing guidance to the programme team on a number of eritical 1ssues could have

strengthened the project design:

1. Criteria for selection of pilots  how {o develop these and o apply them n an
objective manner, within given resource, political and time constraints;

i

The approaches (o be used in minating first contacts with pilots, and how to build on
existing mechamsms and structures;

3. Strategies 0 overcome the lack of [inuncial resources within the project for actual
project implementation - ¢.g. by helping to identity and mobilise additional resources
from other sources;

4. Iraining for LA21 stalf  possible types of capacity bulding required, where to
access the traming resources, acceess to overseas tramning lor the Capacity 21
progriimme team (as opposed to those from munieipalitics). FFor example the Capacity
21 team would have bencelited from tramnig i skills such as faciltation, contlict
resolution, team building, butlding partnerships, monitoring and evaluation,

5. Peer review and support [rom outside Lebanon - (c.g. through a paing arrangement
with a LA21 v another country or through regular access to the services of a Capacity
21 Adviscr).

However, in spite of these constrinnts, the programme staff have done an excellent job
during the imtiad stages of project implementation to crystallise the vaguencess of the project
document into more concrete goals and specific activities™. This initiative has been one of
the main reasons for the success of the LA2L project in Lebanon.

Programme Management

The MoE is the government agency responsible for the overall management of the LA21
programme. This Ministry has donc an excellent job in managing the project, atbeit within
the constraints of its own mandate on environmental management. The expertise built up in
the Capacity 21 unitwithin that Ministry, particularly on promoting participation for
cnvironmental management within a LA21T framework has Laid a sohid foundation for
continued support to the four pilot municipalities i further development of their LA21




processes and plans. This has gone a long way towards achicving goal 3 (sce above Box |
page 5) to help sustain a national LA21 project in Lebanon,

The Capacity 21 team has, in addition, taken great pains to prepare detailed and analytical
reports on progress in cach of the pilots, as well as in the overall project. Thesc reports
indicate that programme staff arc monitoring the effectiveness and impacts of project
activities and results. The particular strengths of the national Capacity 21 team lic in the
excellent support that has been given to the UNV co-ordinators and the manncr in which the
team works togcther, providing support for all ficld staff.

However, there are some areas in which the project management could be strengthened:

=  Flexibility — although the Capacity 21 tcam has adopted a flexible approach to some
extent (for example by claborating on the sparsc objectives set out in the project
document), the degree of flexibility has not been sufficient to allow the project to be
tailored specifically to each of the pilots. In some ways, a ‘cook-book” approach has
been taken, especially with regard to the steps of a LA21 process. 1t appears that the
flexibility in the project was a forced response to field situations rather than a
management decision to be responsive 1o the needs of mdividual municipalitics.
Although this ‘lcarning by doing” approach is uscful in project management, it needs
to be institutionalised and supported by changes in project management and
implementation which allow the lessons to be analysed and adaplted 1o the needs of
different municipalitics.

Flexibility in terms of the allocation of project resources (time and efforts) between

the different pilots to meet their differing needs would have enabled the project 1o be
more responsive and to make hetter progress m arcas like Bekaa, which have a need
for investment of greater resources.

=  Scleetion of pilots - the pilots sclected for the project were diverse in terms of socio-
cconomic status, environmental problems, social organtsation and religious groups.
As a result, there was hittle common ground between them and consequently very hittle
sharing of expertences. A more analytical but practical approach to the sclection of
pilot project sites was needed 1o ensure that the pilots chosen were manageable within
the limited human and financial resources avatlable. For example, the conglomeration
of municipalitics in the Bekaa project (25 municipalitics) was just 1oo big for one co-
ordinator to handle.

=>  Networking and co-operation with other central government agencics needs to be
strengthened. At present, other government ministrices are not invelved in the
management of the LA21 project; it is important that central (such as the former
Ministry of Municipalities and Urban Affairs, now merged into the Ministry of
Interiory and line agencics (e.g. agriculture, health, ete) arc fully involved in the LA21
project. This will help avoid institutionalising the false impression that LA21 is an
environmental issuc rather than a way of promoting sustainable development at the
municipality level, Furthermore. this nctworking with government agencics would
facilitate the identification of potential partners and resources for municipality council
members at the central level.

=>  Networking between the pilots is also virtually non-existent although project
personnel did share their experiences with cach other. All pilot projects expressed a
desire to know more about cach other’s LA21 projects. As onc of the four primary
goals is 1o promote national networks, the sharing of information, experiences and
personnel between the pitots would be a first step.
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=>  Networking with other UN programmes  as part of a UNDP programme. the LA2]
project could have networked with other UN programmes where municipalitics are
involved to exchange lessons and experiences in the support provided 1o local
communities, 1 the framework of these other programmes. This would have
promoted a sharing of experiences and learning from cach other,

—  Networking with LA2Z1 municipalities in other countries— the LA21 programme has
facilitated visits by representatives from the pilot projects to municipalities in Belgium
mvolved with LA21, as well as 10 Dubai. Feedback from those involved in the visits
mdicated that they all found the visits worthwhile. However, the project missed an
opportunity to establish more sustainable linkages between the overscas municipalitics
and the pilet projects through exchanges between the municipalities rather than a one-
of vistt. For example, exchange visits by the Belgian municipalities to Lebanon
would have enabled them to get a better understanding of the situation in Lebanon, and
allowed them to perhaps provide more relevant support and advice to cach other.
Furthermore, the follow-up to these visits could have been better implemented and
used as a platform for discussions on fessons learned, and shared with other pilots.

=>  Team work - although the LA2T co-ordinators worked as a team, this stopped at
personal interactions erther than systematic peer support and review. This includes
sharing of facthtation tasks and evaluating each other’s performance and providing
fecdback to help team members to improve their performance. This shortcoming can,
howcever, be reenfied to a Lirge extent during the final phasc of the project (see below).

= Training - There was a lack of mitial infensive traiming for the Capacity 21 team in
participatory techniques at the begimning of the project that has constrained the project
from fulfilling its full potential. The short tratning provided was too superficial,
especially in light of the Tack of experience and expertise about the TA2T process in
Lebunon, The co-ordinators have been elt to teach themselves and, as a result, much
ol their work has been based on theory rather than practical experience  they have
followed published methods, without graspimg the underlyimg essence of the
methodologies. This applics particularly to traming i basic skills such as facilitation,
the key processes of a EA2 L analysis and prioritisation of issucs, and action planning,

= Monitoring and reporting — The Capacity 21 team has consistently produced
excellent pertodie reports with elear analysis and reporting on key successes as well as
gaps. However, these have not resubted i actions to build on successes or to remedy
shortcamings in the project. For example, the need to move beyond environmental
issucs to address sustainable development issuces i the pilot projects was identified in
the carly stages (e.g. in the firstreport’). However, no concerted action has been taken
to rectify this situation by dentifying wavs to tackle the situation from the sharing of
CXPCricnces.

= The Resource Guide produced for use by municipalitics 1s o good start but needs
considerable modification before it could be useful in the Lebanese context. In some
wayvs, the guide contains too much information, much of it irrelevant te Lebanon. For
example, the section on mdicators. particutarly defining indicators, is too academic to
be meanmgtul for the pilots. There is also a need for more practical advice on
organisation ol committees within the context ol existing structures, as well as on
stakcholder involvement. Both of these need to be lirmiy grounded in ebanese
experiences. This is discussed further in the conclusion below.

Republic of Lebanon
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Programme Implementation

The four pilot municipalitics chosen for the Capacity 21 project are very diverse in terms of

size, socio-cconomic status, and religious affiliations. Details of cach of these pilots are
S . 10 -

given i the regular project reports ™ and will not be repeated here.

The UNV project co-ordinators have done an excellent job in all the municipalitics, laying a
solid foundation for a future LA21. They have integrated well with their communitics and
established a rapport with key members of the community, both those involved in the LA21
process as well as the mayor and members of the municipality council. This has been
achicved in spite of the difficulties faced in dealing with such a diversity of municipalitics
with little capacity building for the team in the requisite skills. As stated in the project
reports, the co-ordinators had to find out their own information from various sources that
were available to them. These included publications such as the ICLEI Local Agenda 21
Planning Guide'', and resources available through the Internet (these publications arc listed
in the draft Resource Guide for Lebanese muntcipalities). Many of these guides, such as the
ICLEI Planning Guide, were intended as a guide only - practitioners were meant 1o adapt
these methods to suit their own situations. With little or no external advice or support, the
co-ordinators have tended to follow procedures sct out in overseas publications, which were
not necessarily appropriate for a municipality in Lebanon.

Capacity 21 provided support for the programme team through a Canadun intern who spent
some six months in Lebanon helping the project with issues such as monitoring and
identifying key resources. This intern provided the team with much needed analytical skills
but did not have the experience of LA21 processes that was particularly needed in Lebanon,
The services of the intern needed to be augmented through the provision ol technical advice
from national (¢.g. from some of the NGOs) or from international advisers (such as the
Capacity 21 network ol advisers).

In many ways, the UNV project co-ordinators have allowed pilots to move at their own pace
through the LA21 process. This reflects @ degree of Qexibihity that could have been
istitutionalised into the overall project to great advantage. 11 this flexibility could have
been applicd (o, for example, the approach used to first work with a munteipahity, then the
co-ordinators would hive been ina better position to make use of existing mechanisms for
community participation in the municipality as an entry point, rather than introducing the
LA21 process as a new idea. [t was not abways necessary lor the LA21 preseribed steps of
community-bascd 1ssuc analysis, action planning and formulation of action plans to be
applicd rigidly. Identifying, integrating and building upon existing mechanisms and
experiences of local community participation would have anchored the LA21 process more
firmly in the work of the municipality council, and ensured that prioritics already identified
by the community and/or council were used as a more relevant entry point. The
sustainability of the LA21 process would then have been better assured.

Representation by women in the LA21 commitices and in the process varies between pilots.
In some, for example Aley and Jal EI Dib, women are taking a very active role. However, in
others such as Borj El Bargjench and Bcekaa, their involvement s a lot less than that of men.
This wiil need to be addressed through awarencss raising about the importance of involving
women and other underrepresented groups such as youth and the clderly; this can be best
done through the stakeholder identification process.

Although the UNY co-ordinators have worked well with their communities. they necd 1o
keep in mind the importance of working with a number of mmdividuals or groups m a
municipality i order to promote wider involvement from the community in the [LA21
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process. The team has to Nind a balance between encouraging leadership and avoiding a
situation where an indivadual can dominate and control the process. The enthusiasm of
individuals, i hamessed and guided for the benefit of the community as a whole, can be a
positive attribute rather than a hindrance. This would enable the co-ordinators to assist the
LAZ21 pilots to identify the considerable individual and group capabilitics within the
communitics, and harness these for the benefit of the municipality’s LA21 process. At
present, much ol these talent and capacity remains unused by the LA21 projects, cven
though the sclf-assessment workshops identified human resources as their main asset (sce
above).

The Final Phase

The LA21 programme in Lebanon has laid a solid foundation over the last 15 months and, as
the Capacity 21 programme enters its last three months, 1t ts critical for sustamabihity that the
progress made 1s consohidated through & number of key interventions. These interventions
would help the project to make more substantial progress towards its stated goals {see Report
of November 1998). These interventions e listed befow my order 1o assist the LA21 in
preparing its work plan for the last three months of the Capacity 21 programme, and to
facilitate the transition from the Capacity 21 funded programme to a partnership between the
Mok and the LA2L pilots. These are not histed i any order of priority; rather, it s up to the
Capacity 21 team to consult with the pilot projects to determine the order of priority.

-

Closer liaison bhetween municipalities and government line agencies as well as the
Municipalitics and Rural AiTairs Division of the Muustry of Interior. Tins would help
the pilot LA21s to access those services provided directly by eentral government to
municipalitics through the line agencies. The linkages with government agencies are
necessary condition for sustainability ol the LA21 process and its integration into the
main day-to-day activities of the municipality councils. Examples where this would
benefit the LA 21 projects include Bory Ll Barajench (social services), Jal EFExb
(Hlealthy and Bekaa (agriculture).

Networking between pilots- this s onc of the mostimportant interventions, and one
that can be done most casily with Tasting and tangible benefits. The UNV co-
ordinators have already faid the groundwork for this and there 1s an cagerness amongst
the pilots to work more closcly with cach other. Some of the ways in which the
Capacity 21 team can facilitate this networking is by:

- Arranging visits between members of LA2T committees in the four pilots;

- Identilying what human resources are avatlable in cach of the pifots and which could
be shared within other pilots;

- Joint facilitation of workshops by co-ordinators from different pilots;
- Promoting sharing of expertise between LA21 committees in difterent pilots;

- Promote sharing of different leadership styles so that all pilots become awarc of how
umiversal community participation can be best promoted;

- Sharing ol experiences about involvement of all stukeholders, particularly women.
Some prlots have been able to do this well and their experiences can be shared,
keeping m omid the cultural differences between the different sectarian groups.

- Encouraging joint small-scale projects:

- Promoting sharing of experiences between piiots;




- Promoting co-operation on jomt problems (c.g. the pollution of the Litani river in
Bckaa).

Promote step-by-step approaches to problem solving - this is an important part of
the LA21 process, which somc pilots have found difficult to grasp. They have tried
(and failed) to tackle the big issucs and, as a result have become disillusioned.
However, other pilots have adopted a step-by-step approach and tackled the more
managcable issues first. This has helped boost community sclf-confidence and
promoted unity. These experiences could be shared through the networking between
pilots.

Training — although some LA2] committee members in all the pilots have had some
training in project preparation and the writing of proposals, these skills have to be
more widcly available within the community if the LA21 process is to be sustained
beyond the life of the Capacity 21 project. The Capacity 21 team needs to identify key
members 1n each of the pilots and provide more intensive (raiming in these sktlls,
spectifically to enable them to transfer their skitls to other members of their
communities. The Intermational Management Traiming Institute, (IMTI), which has
already done some training for the project, ts probably the best resource for this. Some
of the funds currently allocated to the UTDA contrict could be better used for this
training (sce below).

Integrate Agenda 21 into municipalities processes and existing mechanisms  the
Capacity 21 team should utilise the evaluation workshops as a time to take stock and to
identify, with their pifot municipalitics, how the ”spirit"IJ ol Agenda 21 could be
infegrated into the day-to-day work of the municipality through influencing the
municipality councils and their existing municipality committees, In the time
remaining to the project, it would only he possible to increase awareness of the
importance ol this issue. However, given the high level of commitment of A2
commuttee members and the mayors i all four pilots, this would be a major step
towards sustainability of the LA21 process.

A major part of this process would be awareness and understanding amongst the
Capacity 21 tcam and the LA2T committees in all the plots that although environment
is an important component of sustainable development, Agenda 21 is more than just
environment. The key principle of an integrated approach to tackling social,
cconomic and environmental problems facing the communtty nceds to be stressed, as
well as principles such as a long term perspective and the need to address issues of
cquity (including gender). The Resource Guide could include information on how
communitics could go about doing this cxercise (scc below).

Stakcholder involvement - the cvaluation workshops have indicated that there are
gaps in the involvement of stakcholders in the LA21 process in all four pilot projects.
The Capacity 21 team needs to address this issuc in cach of the pilots. This would be
best done in small group cxercises in workshops involving not just the LA21
committees, but other stakcholders from the community as well. The Resource Guide
could include information on how communitics could go about doing this to ensure a
more cquitable stakcholder balance on LA21 commitices (where it is not alrcady
there).

Gender - The involvement of women in the LA2] commitices must be promoted so
that they are empowered to take up key decision-making roles in cach of the LA21
comnmuttees. This would of course, be done within the cultiral context of the particular



community. In thosc arcas where the barriers to the involvement of women are
strongest, the usce of a women's commitice to look at 1ssues ol importance to women
and their role in that society could be used as an entry point. For example, in Bor El
Barajench, many women arc actively involved in council activities providing social
scrvices. Their involvement could be built on to promote their participation not only
m the LA21 process, but also in the mainstreaming of LA21 into the municipality’s
council activities. The Resource Guide could include information on how
communitics could go about doing this to ensure a more equitable gender balance on
LA21 committees (where 1t is not already there).

= Information on resources available within the community - in ensuring that all
stakeholders have been identified and empowered to participate in the LA21 process,
the Capacity 21 team could also help communities to identify the human and other
resources available within the commumity. This would help complete the analysis
started during the evaluation workshops and assist the pitots to begin implementation
of small projecis to implement their LA21 plans. The Resource Guide could include
information on how commumnities could go about doing this exercise (see below).

= Improved access to financial and other resources from central government agencies
as well as other sources (donors, NGOs, cte). Although the current draft of the
Resource Guide lists some agencies that provide funding, cte, this information 1s not
specific enough to help the LA2T comnuttees at a practical tevel. The Capacity 21
team needs to rescarch the possible sources of funding and other assistance, identity
barriers 10 access (such as central government regulations), and to formulate practical
gutdelines that could be included i the revised Resource Guide (see below).

Resource Guide for Municipalities

The current draft Resource Guide needs to be revised to better meet the particular conditions
[acing the four pilot municipalitics in the LA21 programme, as well as serving as a basis for
a Resource Guide-cum-toolkit for a wider project (see below), The revision is possible now,
in light of the experiences that the pilots have accumulated over the last 15 months and the
Capacity 21 team should be able to carry out this revision during the ast three months of the
project.

Recommendation 1

That the Capacity 21 {cam revise the draft Resource Guide, using the experiences
gained in the pilots, with advice and peer review from Capacity 21 as well as other
sources such as ICLEL

Recommendation 2

That Capacity 21 enable the Capacity 21 team to access, by email, the services of a
Capacity 21 Adviser to peer review the revision of the Resource Guide.

Some of the key issues that the Capacity 21 tcam could include in the revised guide include:

1. Short simple explanations. tatlored to Lebanese conditions, of the various stages
of the LA2] process. These would be based on the expenences of the pilots. A
usclul way to do this is to prepare the explanations first in Arabic with assistance
from the LA21 committees, and then to translute this imto Enghsh for peer
review,




2. Atoolkit with "how-to™ practical exerciscs for participatory analysis on issucs
such as stakcholder wdentification, problem analysis, strategic and action
planning, logical framework analysis, ctc, tatlored for use by communitics and/or
municipalitics, as well as project co-ordinators.  This would serve as a basis for a
more comprchensive toolkit for the future LA21 programme.

3. Casce studics from other developing and developed countries on the LA21 process
that are relevant to Lebanon,

4. International and national networking opportunitics, including an analysis of
existing programmes,

5. A guide to funding sources accessible to Lebanese municipalitics, giving
informatton on the types of projects funded, the amounts of funding available for
various purposes, addresses, contact people, and how to prepare proposals. This
should mclude government, NGQs, as well as bilateral and multilateral donors.

The UTDA Contract

The LA21 management within MoE is well aware of the need to ensure the sustainability of
the LA21 process in the four pilot projects, and of the limited resources available for the
LAZ21 process from the Mol: once Capacity 21 funding is finished. In order to assist the
pilot municipalities during the transttion between the Capacity 21 programme and going out
on their own, with only limited support from Mol:, the 1.A21 programme has proposed that
UTDA be sub-contracted to help the pilots during this transition phase.

The cvaluation team has looked at the relevance of the UTDA proposal for the 1LA21
programme and Ias a number of reservations about thetr proposal. These are:

1. The UTDA proposal is not based on the significant progress achieved by the four
pilots and the project as a whole, The proposal appears to introduce its own agenda
without relating it to the groundwork alrcady done in the Capacity 21 project.

2. The UTDA proposal does not address the needs and prioritics of the LA2I pilots.
Rather, it appears to be a generie proposal for LA21 projects that is betng applied to
the pilots in the Capacity 21 project.

3. The proposal for overseas visits by the municipalitics and the technical visits to
Lebanon by European citics is laudable, but unless these visits address specific needs
for the pilot municipalitics, they could end up being a waste of time and money.

4. The proposal does not address the need for the type of “how-10" toolkit nceded by the
pilots; rather 1t proposcs “more of the same™, i.c. another resource guide similar to the
onc in draft form.

5. The proposal for an exhibit is trelevant to the stage of development of the pilots — they
have alrcady achicved significant progress and the need 1s to consolidate this with
specific traiming and awareness raising rather than general activities.

Recommendation 3
That MoE and the UNDP Country Office review the proposed UTDA contract, and

revise it to address the specific needs of the Capacity 21 pilots during the last phase of
the project.
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The evaluation team considers that the funds could be used 1o address the following specific
needs of the pilots:

=  Overseas exchanges - all the pilot mumicipalities would benefit from exchanges with
overseas municipalities that have something to offer Lebanon in terms of their LA21
processes. These should be designed to promote dialogue between Lebanese
municipalities and those oversceas, i.c. they should be exchanges rather than visits from
Lebanon to a developed country.

= T'raining - there is an urgent need for further training of key individuals within each
ptot in participatory planning and implementation methods, and writing of proposals,
These individuals would then be able to train and/or help others in the community
through action-oriented training. Joint training of the key individuals will help to
inttate a sense of networking amongst the pitot projects.

= Some ol the funds should be made available to the pilots as small grants, 1o provide
sceding money to enable them to carry out small projects, to complement their own
resources as well as council Tunds (where available).

LEARNING FROM THE LA21 PROJECT

Lessons Learned

The LA 21 project has a number of key features which help to draw out lessons and best
practices that give some gutdance for the design and implementation ol future progrimmes
lor strengthening local government in Lebanon, These Tessons are discussed below under a
series of headings derived from the evaluation of the Capacity 21 programme.

Programme design

The management of the LA21 programme has taken a creative and flexible approach in
implementing a programme for which the design gave hittte or no guidance on eritical 1ssucs.
Although they have achieved a considerable success, this has heen constrained by gaps in the
mnitial programme design.

The first fesson to be drawn from this is to remember the basice principles of project cycle
management. The design of a project or programme 1s a critical factor in determiming
whether it will achiceve 1ts stated purposc or not, and whether the achievements will be
sustminable. The design must be worked out through a logical and analytical process. The
results of this logical analysis 1s thenr articulated in a framework for the project or
programme, which elearly states its purpose. and gives some direction as to how this
purposc is to be achieved. However, the design must not be taken as a blueprint that is sct
out i the project document and rigidly adhered to during implementation. The design must
allow managers some flexibility to be able to respond to needs of municipalities and changes
of circumstance. The project or programme design has to find that delicate balance
hetween providing clear direction and guidance while allowing for a degree of
flexibility,

The second lesson is that this combination of an analytical but flexible approach to project
or programme design can be best achieved through a preparatory design phase based on
participatory planning methods. This allows [or responsiveness to focal conditions and
flexibihty of approach 10 be built into the project design, while helpimg to bunld capacity
within a country through the process of designimy the project or programime,

I
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Entry points

The entry points for a programme must be demand-driven and not supply-driven. In
other words, entry points must be selected by a programme team in response to actual and
perecived community needs and priorities. The LA21 programme may help the community
to tdentify and articulate their nceds and prioritics, but should not determine these according
to its own agenda, This would help to anchor the project within the community and ensure
that existing resources, imtiatives, mechanisms and institutions within the municipalitics are
utilised to their best potential.

This is an important lesson from the Capacity 21 programme — the use of environment as an
entry point has constrained the ability of the Capacity 21 tecam to respond to the actual needs
of their community and to make the best use of available resources and existing mechanisms
for participation within the municipalities. In some ways, many LA21 committee members
sce the resolution of environment issues as an end in itself, rather than as a means to achieve
the ends of sustainable human development.

Flexibility

The underlying philosophy and principles of Agendi 21 stress the importance of flexibility
in working with communities, as well as in analysis of community issues and formulation of
LA21 action plans. The entire LA21 process must be taitored to the municipality or
community, within the overall framework of the LA2Y and/or programme philosophy.
This includes aspects such as:

- sclection of municipalitics or communitics,

- how the LA21 is initiated;

- the subsequent process and procedures followed;

- how the community mvolvement 1s organised;

- adentification of resources and capabilities within the community;
- wdentification of stakeholders and thewr involvement:

- analysis and action planning;

- allocation of project resources (funds and people); and

- types of capacity building.

This *horses for courses’ approach would cnable the project 1o make optimal use of existing
mechanisms and resources within the municipalitics that promote sustainable development.
This approach would also help to ensure that the LA21 project inculcates the “spirit’ of
Agenda 21 into existing processes and mechanisms within the municipality. These are
prerequisites for the sustainability of the LA21 process.

Capacity building

The icssons from the LA2T programme identify that eapacity building is an important
prerequisite for a LA2T programme as the concepts and practices of participatory and
analytical approaches to local governance are relatively new in Lebanon. This capacity
building is required at a number of levels:

. Capacity building for the programme team(s) - The Capacity 21 tcam has had to
lcarn as it went along about LA21 processes and principles. Although such a



pragmatic approach can be useful at times, it requires a tecam that has the capacity
to translate generic principles and approaches to suit the needs and conditions of
their own prlot projects. This team also needs to have continued access to
support and advice from an experienced source, either within Lebanon, or
from overseas. In the absence of the capacity building and external advice, the
team’s approach was to follow procedures sct out in publications from overseas,
which meant that many opportunitics were missed. The tcams require an
understanding of the underlymg process of Agenda 21 (sce Appendix 3), as well as
traming in team building, leadership, dealing with different styles of leadership.
facilitation techniques, and participatory analysts and planning methods. The
programme team would then be able to tatlor the training programmes (o suit
Lebanese conditions.

2. Capacity building for the municipality councils and committees is necessary 1o
ensure sustainability and a smooth transition from an externally funded and
managed project funding to a sell+sustning process. The types of training would
be similar to that for the project teams, but would focus more on aspects of
participation, leadership and management training relevant (o municipality
governments. The training would be tlored by the traming teams 1o the particular
sttuation of cach municipality or groups of municipalitics and would mtroduce
munmicipalitics o new ways ol running their government and usimg their resources,

3. Capacity building for communities to cmpower them to participate m the
activities ol the municipahty council as well as the activities of LA21 project.
These will mclude awaireness raising about Agenda 21 principles, as well as some
traming i participatory analysis and plannimg skills so that community members
can make an effective contnbution.

Training Guide

A Resource Guide 1s needed but must be tailored to the specific needs, priorities and
conditions of municipalitics in Eebanon. A manuat (or even parts of a manual) *borrowed’
from overseas or clsewhere can be dangerous 1fapplied rigidly. The LA21 process does not
thrive on a presenbed approach, as it can be counter productive and inflexible, and miss out
on opportunitics and strengths within the community or municipality.

A more useful toolis a “toolkit® that brings together approaches, {echniques, methodologies
and experiences from a range of sources  both from LA21 sources and from other
participatory planning approaches such as Participatory Rural Appraisal or PRA." or
Participatory Actien Rescarch (PAR). Thesce tools for the kit should be revised and adapted
for Lebancese conditions by the Capacity 21 tcam working with their communities and
municipahities, with assistance from local tramimg resources (NGOs, other donor
programmes, universitics, cte) as needed.

Implementation of Priority Projects

The LAZT programme in Lebanon was funded with the underlying phiiosophy of Capacity
210 which s to act as a catalvst by butlding capacity in order to “help people to help
themselves™. Theretore the programme did not provide any direct funding for
mplementation of LA2T activities. This has fed 1o mueh frustration and distllusionment
within the community, and constramed community action.

[
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Therefore, 1t 1s important that any future programme for local government must back up
the capacity building and organising activities with some form of funding for the
implementation of priority projects, albeit on a small scale. This would be best achieved
in a future programme with small amounts of sceding money available as grants or loans (o
‘kick-start’ the implementation of LA21 projects. The seeding moncey should also be
supported by enabling access to other more substantial sources of funding from a variety of
sources - the municipality itself, community action, central government sources, NGQOs, and
other donors, as well as promoting partnerships with the private sector for investment in the
provision of municipality services. The emphasis throughout should be on support for cost-
recovery and self-financing projects.

Networking

One of the stated goals of the LA21 programme was (0 promote networking to link the
pilot projects to other municipalities within Lebanon, and with municipalities overseas. This
is onc of the areas not addressed as yet in the programme and one which provides a crucial
lesson from the current programme — that the programme alone cannot provide the resources
for capucity building that are needed for a sustaimable LA21 process. Sharing of experiences
between pilot projects, with other municipalitics in Lebanon, and with municipalitics
overseas s a critical part of capacity binlding,

The sharing of experiences should not be seen as *visits” or even “study tours’, both of which
imply i one-way transfer of information. The emphasise should be on exchange visits,
designed to promote dialogue between municipalitics from Lebanon and overseas, to
foster lasting networks that will promote continucd peer support and assistance for both sets
of partner municipalitics,

National framework

The extsting central government institutions such as line ministrics are responsible for
delivery of certain services direetly to municipalitics™. These serviees are meant to
complement the work of the municipality councils, The current LA21 project appears to
have involved only one fine ministry, Mol in the project activities and the relationship with
other ministrics (c.g. Ministry of Social Services in Borj Ll Barajench) appear to be
incidental to the work ol the LA21 projects. The LA 21 process must work within the
existing national legislative, legal and institutional framework - (his is crucial if the
LAZI process is to be sustained beyond the life of the Capacity 21 project.

The existing legislative framcwork in Lebanon is an enabling one with respect to the
functions of municipalitics, at Icast in theory if not in practice. However, for sustainability,
the LA21 projects must work alongside and through existing central government institutions
to bring them  to the LA21 process. This is an important consideration for the design and
implementation of a future programme for local government.

Sustainability

All the lessons summarised above contribute to the sustainability of the LA2] process and to
the integration of the spirit of Agenda 21 into the normal day-to-day working of the
municipality councils. The *spirit’ of Agenda 21 includes a number of key principlcs
(Appendix 3) that would become part of the normal ‘culture’ of a municipality that is
implementing a LA2E. Thus some aspeets of the LA21 process, such as participation arc
important, but only as the means to an end  not an end in themselves. The end goal for the
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municipalitics is sustainable human development o just and equitable society that meets
thenr basic needs and allows all citizens to participate and to achieve their full potential.

The LA2Y process should also seck to identfy existing community resources within the
municipality  human, financial, and institutional — and utilise them for the benelit of the
LA21 project. The aim is to *help people to help themselves®, hence Capacity 21°s
emphasis on capacity building.

The LA21 Pilots: Potential for Replication

The Lebanon Capacity 21 programme on LA21 was designed as a ptlot (see box 2). The
purpose was 1o test, for the first time in Lebanon, an existing coneept, t.c. that of a Local
Agenda 21, which has been adopted in a number of different countries around the world with
success.  The Capacity 21 pilot project was timely as it coincided with the f‘nql municipality
clections in Lebanon for 35 years and was consistent with the Ta’i Accord'” under which
Lebanon is to mstitutionalise a decentrahised system of government and revitalise local
government. Thus the time was ripe for piloting a tried and tested LA21 process 1n
Lebanon.

Box 2. Crmcai elements of Pliotlng

a) lualmb H| lnui and lu.lui approach for the first time 1o new environment to evaluate
1ts effectiveness in solving an existing problem.

by Testing an existing approach for the first time ina new environmient to evaluate its
replicability.

¢} DPemonstrate the practical application of a new approach to help people understand
its benefits and to generate support and commitment.

dy  Build up a body of experience about a new approach that can assistin further
replication or upscaling.

¢y Build capacity within a country Tor implementing a new approach.

These eritical clements provide a framework for answering the question: “What 1s the
potential for replication of the LAZT concept in Lebanon?”

a)  Effectiveness in tackling an existing situation - the response would be a quahiied
“Yes™ The 1A21 pilots have laid a solid foundation for further consolidation of the
LLA21 process in all four of the pilot projects, and have demonstrated the added value
to the municipality of building unity and consensus around issuces that affect the entire
community. However. they have fwled to fully exploit the potential benefits of the
LA21 projects by focusing on the environment, and failing to address those social and
cconomic issucs of greatest concern to the four pitot municipalitics. The “cook-book™
approach has also meant that the LA21 has not been able to tap the existing resources,
opportunitics, capabilities. and mechanisms within the municipalitics.

b)  Replicability  the response to this questions 1s definitely a “yes™ in that many of the
lessons Tearned and best practices adopted by the LA21 project can be replicated
clsewhere i [ebanon, with the neeessary modilications.

¢) Demonstration of practical application  within the four municipahitics, the LAZ1
programme has cortainiy demonstrated the added value ol the LA2 T approaches,




particularly with regard to participation. They have focused on practical 1ssucs, albeit
only within the constraints of environment. However, the workshop discussions
indicate that at lcast some of the community participants scc the potential for applying
thesc approaches widely i the municipality.

The demonstration of the value added by the LA21 projects is less well known in other
municipalitics in Lebanon and amongst other players at the national level, This can be
rectified during the closing three months of the project through concerted cfforts to
increase awarencss of the LA21 project amongst line ministries and others from
government as well as the donor community in Lebanon.

d)} Build a body of experience — the LA21 programmec has built up a considerable body
of experience on the application of the LA2! process in Lebanon, particularly amongst
the core Capacity 21 team as well as in the pilots. This body of experience (at present
within the MoE} is a national resource that should be made available to all government
agencies, as well as to the future expanded local government programme in Lebanon
(sce helow).

The most significant body of experience, with the greatest potential benefit, is amongst
the members of the LA21 committees in each of the pilot projects. This body of
experience must be nurtured and harnessed for the benefit of other municipalitics
through the future expanded LA21 programme.

¢) - Build capacity the project has built capacity for participatory planning approaches
within the Mol as well as in the four pilot municipalitics. This capacity needs to be
further strengthened and linked to capacities within other organisations in Lebanon,
both within government ministries, universities and the non-government sector. The
foundations have therelore been Ld lor replication and upscaling of the pilol concept
mto an expanded programme for LA21 in Lebanon.

A FUTURE PROGRAMME FOR STRENGTHENING LOCAL
GOVERNMENT IN LEBANON

This section of the evaluation report addresses the third objective in the (cam’'s terms of
reference and outlines the main thrust for a future programme to strengthen local
government in Lehanon. This section begins with some briel background on local
government in Lebanon, identifies some key elements for the programme, and goes on to
describe the main componcents of the programme, its linkages with the UN System Common
Workplan for Lebanon., and the main recommendations of the cvaluation tcam for the
preparation of the programme.

Background

Local Government in Lebanon

- : : 17, I8 :
There have been a number of comprehensive reviews ™ - of Tocal government in Lebanon
in recent years and therefore only a summiary of the current situation is given here,

There arc three devels of local government administration in Lebanon. The country is
divided mto six governorates (Mohafaza) or districts, and 24 sub-districts {*Qada), and 708
municipalitics:



e DMohafaza arc headed by a Mohatiz (povernor) who is appoimted by the Council of
Ministers and who report directly to the Ministry of Interior. The Mohatiz represents the
government at the district or regional level. His role 1s to admimister all Taws, regulations,
and directives from central government at the district, sub-district, ‘qada, and
municipahty levels, as well as administering all matters relating to civil servants, The
Mohalaza are purely administrative districts without any legal pcrsonulily.”

e “Qada arc sub-districts, with cach Mohaflaza being divided into 3-6 *gada (except for
Berrut). With the exception of those gada’ where the Mohafiz has us office, the ‘Qada
are headed by a Qa’immagam, appointed by the Council of Ministers. ‘Qada are purcly
administrative units without any legal personality, with tasks similar to the Mohafaza.

e DMunicipalities are headed by an elected municipality council with decision-making
powers, and an elected mayor or president of the municipality as the executive, The
municipalities are legal entities under two recent pieces of legislation: the Legislative
Deeree 118 of 30 June 1977, subsequently modified by Law 665 o129 November 1997,
They are defined by Deeree as “a local administration that enjoys within s geographtical
boundaries the power delegated 1o 1t by Taw. It enjoys moral personality and
admuimstrative and financial amtonomy within the imits defined by law.”

The 1977 legislation and its modification in 1997, provide a sound enabling legislative and
legal framework for a decentralised system of local government in Lebanon, This legishition
gives the municipalities the responsibility to provide services within their jurisdiction in a
number of areas such as public health, environment, public education, and social affairs, In
theory, the municipalities also have powers to raise revenues from a number of sources such
as certain properly taxes, lees, licences, and permits. However, in reahty, the municipalitics
arc dependent on central government for much of their revenue whilst thewr ability to deliver
many services are constrained by lack of finance, qualified staff, and poor mirastructure. As
aresult, many services are provided by Tine povernment ministries, many ol which have
representation in the municipatities or the *qada.”™

Current Initiatives for strengthening Local Government

Since the Ta'tf Accord of 1989, and the recent mumicipality clections in June 1998, there has
been considerable donor interest in strengthening, local government in Lebanon, These
include a number of initiatives from bilaterat donors, among which:

o
N

= USAID lunds a rural development programme implemented through a number of US
NGOs, which provides traiming and funding for local communities to implement social
and cconomic development projects.

= USAID also provides fundimyg for traming activitics for municipahitics through the
Lebanon Office of the SUNY Project (Southern University of New York), which is a
valuable training resource for any future capacity building programme.

= The Internattonal Management and Traming Institute (IMT1), which provides training
in participatory planning methods for local government and NGOs, i1s a valuable local
resource. IMTI1 s also funded through USAID.

= The CERMOC (Center for Research and Studics on Contemporary Middle East),
funded by the French Government, carries out researeh into local government issues
which could be relevant o the future LA2T progranme.




= UTDA, an international NGO with an office in l.ebanon, and which is funded by
donors and municipalitics in Europe, provides traiming and opportunitics for exchange
visits by Lebanese municipalities to European citics.

In addition 1o these bilateral programmes, the UN system has a number of initiatives that

impact on local government in Lebanon. A survey of these initiatives was carried out in
. 2 . . .

April 1999 and identificd the following:

. UNICEF — is involved in three projects on primary health care services for mothers
and children, literacy and vocational training for working children, and basic
education. These projects work with several municipalities in partnership with
government agencies, and UNICEF, as well as cost sharing from NGOs. Thisisa
model similar to the LA21 programme - municipality, central government agency
(MoE), and UNDP - and could provide an opportunity to bring in other central
government agencies (in addition to MoE) into the future programme.

. WHO - although WHO do not have a specific project working with municipalities in
Lcbanon, they have a number of initiatives that impact on local government. These
include:

» The Lebanese Centre for Policy Studics is currently carrying out a review of laws
and regulations governing municipal councils to assess the ability of
municipalitics to operate and manage Ministry Public Health Centres.

= WIO is to launch a joint pilot project with the Ministry of Public Health in four
'qadas and onc Mohafaza to build comprehensive district-level heatth information
syslems,

*  WHO 1s also involved in the development of “healthy vitlages™ in the Baalbeck-
Hermel regional development project under UNDP,

. FAO in partnership with the Waorld Bank and the Ministry of Agriculture, FAQ 1s
helping (o disseminate information Lo atl municipalitics (o help them define their needs
for local rural development.

. UNDP  a number of inttiatives under the CCEF O see below,

This bricl summary indicates a number of ongoing inttiatives, which the future local
government programme would be able to ink up with. There is also significant potential for
a co-ordinated and joint approach for the UN system to work with municipalitics.

The Government of Lebanon - UNDP CCF

‘The main purpose of the Government of Lebanon - UNDP Country Co-operation
Framework is to assist the Government to promote sustainable human development® by
focusing assistance on three thematic arcas: (1) Governance and Institution Building, (2)
Social Development and Poverty Alleviation, and (3) Managenient of the Natural
Environment.

Within the overall CCF, there are a number of sectoral programmes, which address one or
more ol these arcas of focus. These include protected arca conscervation, conscrvation of
agro-brodiversity, protection of Wetlands and Coastal Arcas, cte. Many of these are likely to
have potential linkages with the future local government programme. However, the best
opportunity for linkage of the Tocal government programme would be through the cross-
sectoral regional programmes, which provide the best entry points for the future programme
to strengthen focal government i Lebanon (see discussion and recommendations below).
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Critical elements of a future programme

The evaluation team has identified some critical elements for a future programme for
capacity building for local government in Lebanon. These elements are derived from the
lessons learned from the existing LA21 programme, and arc grouped below under headings
similar to those used for the lessons from the current project (but not necessarily in the same
order). These eritical elements, which should be part of the design, management and
implementation of the future programme, arc:

Entry points

The future programme for capacity building for local government in Lebanon should work
through and support the existing UNDP regional programmes as entry points. Ultilising
these four regional programmes would help the capacity building programme for tocal
government {o build on the groundwork already established by ongoing progranimes, and
would help to ensure that the interventions of the progranmimes support the priority needs of
munictpalities. The future programme would also introduce the regional programmes, where
necessary, to the participatory and integrated approaches to sustainable human development
mherent m Agenda 21, The four regional development programmes are:

= Leb/90/100 United Nations Integrated Rural Development Programme for Baalbeck-
Hlermel

= Leb/98/004 National Programme for Improving Living Conditions (tmplemented in
the region of Akkar)

= Lcbh/O8/O0T Remtegration and Socio-LEconomic Rehabilitation of Displaced
(tmplemented in the region of Chouf)

= Lch/90/004 South Lebanon Post-Conflict Socio-Economic Rehabilitation Programme.

By working through and supporting the regional progranumes by building capacity for
participatory and integrated approaches to development, the future local government
progranme woudd he able to strengthen municipahtics i implementing the right to
development at the Tocal evel.

As stated in the Tessons identificd from the current LA2ZIT programme, the emphasis should
be on a demand-driven approach (i.e. meeting the needs and priorities o municipalitics)
rather than a supply-driven onc(i.c. what the programme has to offer).

The local government programme should be scen as a supporting programme that helps
cach of the regional programmes to achieve its objectives and to contribute to the overail
goal of the Lebanon CCF by promoting sustainable human development through
cmpowernmient of municipalitics and local communities. Thus cach of the regional
programmes and the LA21 progranune would work together to produce shared outcomes in
terms ol the UNDP Strategic Results Framework for Lebanon.

Programme design

The local government programme should be designed so that 1t 1s able to respond to the
needs and prioritics of each of the municipalitics in which it ts operating, rather than
imposing anv outside agenda on them. In this way, the programme would take an integrated
approach to the work of the mumcipalitics and not choose a thematic entry point. The
programme should also target 1ts resources strategicatly, and work with imdividual




municipahtics, rather than trying to tackle groups or unions of municipalitics in order to
make the best use of avaitable resources.

This will require a flexible and incremental approach to the design of the programme, best
achieved through a preparatory assistance phase lasting about six months. The preparatory
phase would use analytical and participatory planning approaches to identify the details of
each of the programme components, the types of interventions needed, and the approaches to
be used (sce below). In this way, it would be possible to help ensure that the programme
both supports the efforts of cach of the regional programmes and is responsive to the needs
and prioritics of cach of the municipalities included in the programme.

The future local government programme would scek to build on existing mechanisms and
processes within the municipalities, to ensure optimal use of their own resources, maximise
the chances of ownership and promote sustainability of the spirit of Agenda 21,

The future programme would also build on what has been achieved within the current
Capacity 21 programme for LA21. This could be best achieved by ensuring that the future
programme is imitiated immediately after the end of the current LA21 programme. The
future programme could then:

= LUitilise the increased awareness of LA21 approaches, within the UN System, (o
establish linkages with the UNDP regional programmes and projects of other UN
agencies.

= Usc the existing participatory planning capacity within Mol to both support and help
the Tuture programme get ofT 1o a good start, and to ensure that this capacity is shared
with other Lebanese government ministrics.

= Harness the capacity within the pilot municipalitics for LA21 approaches by mvolving
key people from the pilots as resource people in the (raming activities and the
preparation of the future programime.

Capacity building

The mam focus of the future FA2T programme should be on capacity building for all
stakcholders — the programme teams, municipalitics, national government agencies likely to
be mvolved i delivery of programmes at the municipality Tevel, and community
beneficiaries. The emphasis would be on a {flexible and responsive approach to capacity
building, utilising national resources as much as possible. The existing LA21 programme
team within MoE, as well as key people in cach of the pilot municipalitics, arc a valuable
resource that can be tapped for capacity building for the future programme.

Implementation of projects

The future local government programme would focus on capacity building, but would also
assist communitics and municipalities to implement priority or pilot projects. This would
help avoid the situation with the existing LA21 programme whereby LA21 commitices arc
frustrated and disillusioned because they see much talk, but little action. The programme
would seek to facilitate access to funding (e.g. through the UNDP regional programmcs)
rather than providing dircet funding.

To enable municipalitics to implement actual solutions to problems identified through the
programme, revolving funds for municipalities focusing on income-generating activities
and micro-credit schemes Lo support Jocal projects are possible options for inclusion in the
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programme to be formulated. The dehvery mechanisms for these arce likely to be through the
existing activities of the regional programmes, supported by the capacity building
programme. There would also be an opportunity to bring in other UNDP Global
programmes such as the Public-Private Partnerships (PPP) which seck to promote
partnerships between local government and the private sector in order o provide essential
municipality scrvices.

UN System

The future LA21 programme would work within the existing UN framework, i.e. through the
UN System Common Workplan in Lebanon. Whenever possible, the programme should try
and bring in, or link up, with existing activitics of the UN system, cither small-scale projects,
(e.g. UNICEF) or sectoral programmes (¢.g. WHO). This would enable the programme to
make optimal use of the varied expertise of the UN system within Lebanon, as well as on the
global scale. Examples include the small-scale projects of UNICEF carried out in co-
operation with national agencies and NGOs, the considerable experience of WHO in the
global “lHcalthy Cities™ campaign, the expertisc of FAO in agriculture and forestry, the
experience of Habitat m the “Sustainable Cities™ campaign, as well as UNDP's own
experience with the PPP global programme.

National framework

The future programme would work within the existing government framework, secking lo
infhuence it to provide a supportive and enabling environment for empowerment of local
government in Lebanon. The supportive and enabling national {ramework is consistent with
the Tl Accord, and the Tegislative deerees of 1977 and 1997, which together provide the
enabling legistative and Tegal framework for promoting decentralisation by strengthening
local government in Febanon,

Decentralisation has been identified as a key clement of the general reform ol administration
implemented by the govarnment in Lebanon, but the process itsellis sull at a very carly
stage. The recent merger of the Mmnistry of Municipalitics and Rural Aftfais with the
Ministry of Interior 1s one of the first decisions taken by the Government in thas field.

Key Features of a future LA21programme

Programme components

The programme components would correspond to the programme’s immediate objectives,
and support the Government of Lebanon-UNDP CCF by working through and supporting
the UNDP regional programmes (Figure 1). These components include a preparatory phasc,
capacity building, implementation of priority projects in municipalitics, mainstrcaming to
ensure sustainabihity, and information for decision-making.

e
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Figure 1: Proposed programme for strengthening local government in
Lebanon.
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Recommendation 4

That the future programme for capacity building for local government in Lebanon
suppert and work through the four existing UNDP regional programmes in Lebanon.

Component One

The first component of the future programme would be a Preparatory assistance phase to
formulate & detailed programme strategy and design for the capacity building programme to
strengthen municipalitics.

Recommendation 3

That the future programme for capacity buitding for local government in L.ebanon be
designed through a 6 month preparatory assistance phase,

The detatled strategy and design of this preparatory phase would be worked out by an
mternational programme formulation team during an initial nuission of about three weceks at
the start of the preparatory phase (sce Appendix 4 for draft ToR). The international team of
3 1o 4 people would include representatives trom the UNDP Country OfTice, a key UN
agency such as Habitat, and Capacity 21,

Recommendation 6

That the preparatory assistance phase is formuliated by a joint UN agencey team during
a three-week mission. This design team would include representatives from the UNDP
— Country Office, WHO, Habitat, and Capacity 21. This international programme
formulation team would work and support a national design team which includes
members of the future programme feam, as well as representatives from Lebanese
Government agencies such as the Ministry of Interior and Mol

During the formulation mission, the imtermational team would work with a national team,
helping to build capacity within that teany for participatory planning through appropriate
traming and advice, using the desipn of the preparatory phase as an actual case study. The
national teany will then be responsible for the preparation of the detatled design for the future
programme for strengthenimyg local government, with support and peer review from the
mternational team as required. The national team would melude:

= The four national UNVs from the future local government progriamme, who will be
focated 1n cach of the four regional programmes;

= The national programme manager for the future programme;
= A representative from the division of Municipahitics in the Ministry of the Interior;
= Two representatives from the current Capacity 21 team within the Mol:.

In preparing the detatled programme design, the national tcam will consult with all
stakcholder groups within cach of the four regional programmes to ensure that the
programnic design reflects the actual needs and priorities of the municipalitics volved.
This team will also consult potential partners for the programme such as the specialised UN
agencies, muftilateral and bilateral donors, and relevant government agenceies such as the Ime
ministrics. The team swall also draw on the experiences of the four pilot projects i the
Capacity 21 programme in designimg the components of the future programme. During the
preparatory phase, the mternational team would provide support and advice to this national
team as required by emanl, phone or fax.
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The possible outputs from thts preparatory phase include:

= ldentification of capacity huilding necds in the programme tcams, municipalitics,
communitics and in the national governnient counterpart agencies,

= Identification of training resources in Lcbhanon.

= Identification of opportunities and needs for networking of municipalities, within
Lebanon, and overseas (c.g. through UN programmces such as the “Hcealthy Citics™
campaign.

= Identification of epportunities for support of priority projects within municipalities,
e.g. through donor or central government funding, or through programmes such as the
PPP.

= Recommendations on approaches to be adopted for cach of the four regional
programmes, especiaily on how other UN agencies and central government agencies
are to be included in the programme.

= Criteria for selection of mumeipalities, formulated in consultation with the national
government counterpart agency and the UNDP regional programmes.

= Linkages established with central government line agencies, the Ministry of Interior,
other UN agencies, and programmes of other donors.

Component Two
Capacity building The programme would take a broad view of capacity building 1o
include training, exchange visits, peer support, and networking with municipalitics in
Lebanon and abroad. The capacity building would be al a number of levels:

= LAl and regional programme (cams;

=  Municipal councils and committeces or groups within cach of the municipalitics
involved in the programme;

= Local communitics who are involved in, and benefit from, the progrannc.

= The national counterpart agency and line ministrics working with the regional
programmes and the LA2] progranune.

The capacity building activitics should be tailored to the necds and capabilitics of cach of

these target groups. The programme should utilise and strengthen existing national training

resources (¢.g. IMTI), with support and advice from outside where required. The

programme would also utilise the capacity for LA21 approaches that has been built in the
pilot municipalitics, as well as in the MoE.

Recommendation 7

That the future programme for capacity building for local government in Lebanon
utilisc existing national capacities and organisations, as well as the capacity of the pilot
municipalities and the MoE as training resources,

This compenent would also include the preparation of a Resource kit for use imtially by the
programmec tratning teams. but which would be adapted by the training tcams for eventual
use by the municipalitics themsclves, as well as national government agencies.

The expected outcome would be the establishment of systems and capacities for
participatory planming and implementation in all municipatitics, which would scek to
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influence the eulture within municipalities and to strengthen their ability to promote the right
to development at the focat level.

Component Three
Implementation of priority projects - The future programme would focus on capacity
building but, by working through the regional programmes, it would enable communitics
and munticipalitics 1o access funding for implementation of their priority projects. This
would be best achieved through the regional programmes by providing access to small
amounts of sceding money available cither as grants or loans to “kick-start” the
implementation of LA21 projects. The seeding money should also be supported by cnabling
access 10 other more substantial sources of funding from a varicty of sources -- the
municipality itsetf, community action, central government sources, NGOs, and other donors.
The focus would be on a self-sustaining process - support and funding for activities that are
mmcome generating and for micro-credit schemes. The emphasis would be on support for
cost-recovery and self-financing projects, possibly through promoting partnerships with the
private sector.

Component Four
The component would facilitate the development of a supportive and enabling environment
at the national level that could support and strengthen tocal government in Lebanon. The
progrimime would work within the existing legistative framework in Lebanon (the 1977 und
1997 decrees) to assist the Government put that Tegislation mto ¢lieet by helping to
strengthen the national-level institutional framework for cmapowering municipahties, This
mcludes those national-level institutions whose activities and powers define the ability of
local government to carry out the functions designated under existing legislation. The
programme will focus on capacity building and institutional strengthening of central
government mistries with responsibilities for municipalitics, such as the Minsstry of
tntenor, and line ministries responsible for delivery of services at the local level (e,
Ministry of Social Services).

The national counterpart for the future local government programme should be the Mimstry
of Interior. The activities under this would enhance and strengthen the capacities of this
Mimistry to provide a supportive and enabling national framework for local government in
Lebanon. One of the first tasks would be to assist this Mimistry to articulate and implement a
national policy for decentralisation in relation to local authorities, to put mto effeet the Ta'if
Accord as well as the 1977 and 1997 legislation.

In the Tong run, the progranime should be located i the Mumistry of [nteror as soon as this
government ageney clarified its iterests to interact with, and benefit from, the programme.

Component Five

This component would focus on two areas. The first would be to enhance decision making
at the local level by developing and/or enhancing integrated information systems accessible
to all stukeholders. This would include the municipality councils as well as their
communitics. The emphasis would be on sustainable development information that includes
soctal, cconomic and environmental mformation. This information would also enable
national mmistries and agencies o improve the dehvery of their serviees at the municipality
and local levels.




The second would be 1o develop and impiement monitoring and learning strategics within
cach of the regional programmes. These strategics would enable the programmes to monitor
their own performance and to incorporate lessons learned into their programmes as they are
heing implemented. The strategics would also be used by municipalitics to monitor their
performance and to make course changes as needed. The momitoring and learning strategies
would help to take an integrated approach to the Strategic Results Framework and promote
an Integrated approach by the regional programmes.

Programme management

The national counterpart for the future local government programme should be the Ministry
of Interior. This agency should therefore host the implementation mechanism. But during the
carly stages, this arrangement may not be possible as that Ministry has just recently taken
over responsibility for local government from MOMRA. Therefore, the evaluation tecam
suggests that an implementation mechanism including a programme nranager be located
temporarily in the UNDP country office to co-ordinate programme activities. This
programme manager would work closcly with the programme officer acting as the focal
point for local governance, as well as with the programme officers and managers of the four
regional programmes.

Four National UNVs, located in cach of the regional development programmes, and ideally
originating from thesc regions, would assist this programme manager and work with the staff
of the regional programmies already established in the ficld. These UNVs would factlitate the
implementation of activitics with the munictpalitics and network so as to benefit from the
experiences and lessons learnt in cach ol the four regions.

In future however, as roles and responsibilities are clarified and institutional capacity
is strengthened, the Ministry of the Interior should assume a more active role in
progriamme management,

Programme Funding

The evaluation team estimates that the total cost of the future programme for capacity
building for local government {(components one (o five) would be approximately $800.,000
for a threc-year programme ol support. The evaluation team has also indicated the sources
of funding for cach of the components  this 1s & preliminary indication at this stage for
components two to five. The only firm recommendation is for component one, the
preparatory phasc - the detailed budget and sources of funding for the other components will
be worked out by the formulation misston during the preparatory phase,

Capacity 21 provided funding for the LA21 programimc in Lebanon, which has laid the
foundations for the future capacity building programme for municipalitics. This futurc
programme will support the regtonal programmes, and help to integrate their activitics by
building capacity for integrated and participatory approaches within municipalitics in the
four regions. In this way, the future programme will enable the application of Agenda 21
principles (such as participation and integration) into the UNDP country programmic.

This provides the rationale for follow-up funding by Capacity 21 to support the future
programmc for Jocal government in Lehanon, by supporting the global Capacity 21 strategy
to promote the mainstreaming of Agenda 21 principles into UNDP country programimes.



Recommmendation 8

That Capacity 21 consider providing additional funding of up to $300,000 towards the
impicmentation of the future programme for capacity building for local government in
Lchanon,

The preliminary estimates by the team for the programme funding, broken down by
components, arc:

Component One - an allocation of $70.000. This would be used for the preparatory
phase of the programme, including the in-country costs of the programme formulation
nussion. The main costs in the budget for this component would be for the work of the
national team that would be responsible for working out the detailed design of the future
programme — salaries and operational expenses of the programme manager and the four
UNVs located i each of the regional programmes.

The source of funding of the preparatory phase should come from the UNDP Country Oflice
TRAC funds that had been previously allocated 1o the preparatory assistance project in
1997 This would cover the national costs of the preparatory phase, including in-country
costs ol the formulation mission,

Recommendation 9

That the UNDP Country Office utilises existing funds previously allocated to the
preparatory assistance project for strengthening local authoritices, for funding the
preparatory assistance phase of the future programme, including the in-country costs
of the formulation mission.

Additional in-kind contributions (¢.g. in the form of international advisers) would be sought
from participating UN agencies. For example, Capacity 21 could provide the services of a

Capacity 2T Adviser to assist with the tormulation mission. Similiar contributions would be
sought from the UN agencies mvaolved i the formulation mission.

Recommendation 10

That Capacity 21 provide the services of a Capacity 21 Adviser to the formulation
mission for the preparation of the future programme for capacity building of local
authoritics in Lebanon.,

Component two - the capacity building activities for the municipalitics in the four
regional progriammes. This would include training for the programme teams 1n participatory
planning methods. and to promote the establishment of systems and capacities for
participatory planning and implementation in all municipalities. The total allocation for this
component would be about $400,000.

The sources of funding would include a contribution from Capacity 21 as a follow-up to the
current LA21 programme (sce recommendation §), the UNDP Country Office through
TRAC and mobilisation of other resources, partnerships with UN agencies and bilateral
donors (such as USATD) already active i this arca, Some Government contribution (mainly
m-kmdy would also be expected.

Component three - would provide seeding finance (or implementation of priority
projects. At this stage, the allocation for this should be a rominal amount as the am would
be to promote fundig from national sources and zovernment cost sharng for the provision




of municipality services, The suggested intial allocation from programme funds for this
component is $100,000; additional funding for this component would be from Government
contributions to be identified during the preparatory phase in consultation with the relevant
government agencics. This allocation would have to he substantially increased from
Government contributions for the objectives to be effectively achieved.

The main source of funding for this component would be the Lebanese Government
contribution through the national ministries such as Ministry of Interior and line agencics
responsible for delivery of services at the municipality level, as well as contributions from
the municipality governments themselves.

Other sources could be UNDP programmes such as LIFE (which provides funds for local
environmental initiatives), PPP (which promotes public sector- private sector partnerships),
other UN agencies, and programmes of other donor agencies such as USAID and
international NGOs. The UNDP Country Office would play a key role here in mobilising
additional resources from the donor community in Lebanon,

Component four - capacity building activities at the national level. The estimated cost of
this component would be $130,000. This funding would come from Capacity 21 and the
UNDP Country Office funds. Some Government contribution (mainly in-kind) would also
be expected.

Component five - cstablishing information and monitoring systems. The main
contribution from the programme would be an allocation of $100,000; this would need to be
backed up by contributions front the Government, as it would be facilitating the
establishment of mformation systems needed by local government and central government
for their day-to-day activitics.

The sources for this funding could include contribution from the UNDP Country Office, co-
fimancing from other UN agencies, as well as other bilateral and multilateral donor agencics.
Government contribution (in-kind as well as financial) would also be expected.

CONCLUSION: NEXT STEPS

The cvaluation tcam has proposed that a future programme tor capacity building for local
government in Lebanon work through and support the existing regional development
programmes of UNDP. This programme would be formulated through a six month
preparatory assistance phase, which would begin carly in 2000, after the completion of the
current programme. The evaluation tcam has identified the following immediate steps for
this process:

The first step is for a smooth transition for the pilot municipalitics from project funded
activitics to a sclf-sustaining process and mechanisms. In order to promote sustainability of
the achievements of the current programme. and to rectify shortcomings, the evaluation team
has rccommended a number of activities for this transition phase. Thesc are listed in the
scction on “The Final Phase™ (page 13-15). These activities would be carried out by the
programme managers in MoE, in consultation with the UNDP Country Officc.

Recommendation 11

That the Capacity 21 programme management in MoE help pilot municipalities to
make a smooth transition from programme funding activities to a self-reliance by
providing assistance in the arcas suggested by the evaluation team.
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The second step would be for the UNDP Country Office to intiate discussions on the
proposcd future programme with the UN agencies in Lebanon that are part of the UN System
Common Workplan. These agencices are likely partners both in the preparation and
implementation of this programme to strengthen local government in Lebanon, The Country
Office would also usc this opportunity to mobilisc additional resources for the
implementation of the programme. Therefore, 1t 1s important that potential partners are
involved in the preparatory phase and the design of the programmie itself.

Recommendation 12

That the UNDP Country Office initiate discussions with potential partners in the future
programme from UN Agencies and other donors.

The third step would be a formulation mission which would include the potential key
international partners, such as WHO (bringing i expertise {rom the global “Healthy Cities™
programme}, Habitat ((bringing in expertise from the global “Sustainable Cities”
programme) and Capacity 21. This mission should spend about three weeks in-country and
consult with municipalities, central government ministries and agencies, NGOs, donor
agencies, and the UN System partners in preparing the details of the preparatory assistance
phase.  During this mission, the international team would also help to build the capacity of a
national team, which would take the lead role in the actual formulation of the future
programme for strengthening local government,
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APPENDIX 1: ITINERARY

I Day

A(‘Ii\‘ily

Monday 30 August

UNDP Country Office: Programme Officers and

Deputy Resident Representative

SURF team: Mocz Doraid, co-ordinator, and Ramla

Khalidi Beyhoum

Capacity 21 team:

¢«  Mounir Bu Ghanem, Project manager

o  Rami Abu Salman, Technical Officer

*  Alia Husseini, LA21 Awareness Officer

e Anwar Andary, LA21 Specialist (Borj El
Barajench)

s  Marwan Husseiky, LA21 Specialist (Bekaa)

Dr Berj Hatijan, Director General, MoE

Tuesday 31 August

Meetings with Capacity 21 team and

UTDA — Mr Bechir Odeimi

Visit to muntcipality of Jal E] Dib to meet with LA21
committee members

Wednesday 1 September

Visit to municipality of Aley to meet with LA2I
committee members

Visit ta Bekaoa pilol project 1o meet with LA21
commiltee members

Thursday 2 September

Visil to Borp Bl Barajeneh to meet with LA2]
commitiee members
Mecting with Capacity 21 feam I

Friday 3 September

Meeting with UNDP programme managers

Mecting with Christian de Clereq, Senior Adviser to
LNRC

Meceting with TISAID

”S:H‘lhlhl:.dily 4 Scptember

‘Monday 6 September

Sell-assessment \\-’()l'kS]li)]{-i1;-}\'|-£;-)-/.--._

Self-assessment workshop in Bekaa

Tuesday 7 September

SclIT-T.I;.-acasnwnrtﬁ'\\r';arkshnp iifflu! Il I)—ih
Meeting with CHRMOC

Wednesday 8 September

Seli-ussessment workshop in Borj El Barajeneh

Thursday 9 Scptember

Mecting with INMTI, Jean Dib El Tajj

Mcceting with Christian de Clerey. Senior Adviser to
UNRC

Debriefing for UN Sysiem representatives
Debiicling for stakeholders from pilots, government,
UNDP programme managers, and donor agencics.

Friday 10 September

Meceting with SUNY, Mahmoud Batlouni, Director
Debricfing for UNDTP staff and Resident
Representative |
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APPENDIX 2: SELF-ASSESSMENT MODULE

English Translation of Original Questions in Arabic

Part A: Questionnaire

PARTNERSHIIS

1.List all stakcholders and their association in the Local Agenda 21. These stakeholders are
the different communities who live n the pilot municipality and the various sectors
(business, furming) and other groups (NGOs, local government, youth...) who are involved
in the municipality.

o

. Who has not been involved?

L)

. Is the stakeholder st comprehensive?

4. Which of the stakcholders was involved in the multi-stakeholder meetings?
5. Which of the stakeholders was mvolved in the LA 21 planning?

6. How often were the multi-stakeholder mectings?

7. What is the relationship between the LA 21 committee and the municipality, and how do
you desenibe the cooperation and coordination between them?

8. How can this be strengthened?
9, What are the strengths of the LA 21 committee mectings in addressing the LA 21 issues?
10. What can be done 1o improve that? List 3 suggestions.

11, What sub-committees were formed? To address which 1ssues?

12, Which stakcholders were mvobved i these sub-committees?

13, State your community vision.

14. Which stakcholders were mvolved m formulating this vision?

15, How does this vision relate to the vision of the municipality?

16, Do you still agree with the vision”? How can it be better improved?

17. Has your municipality formed any partnerships or cooperation with other municipalitics
or other LA 21 projects n other countries?

18. What are the results of this partnership or cooperation?

COMMUNITY-BASED ISSUF ANALYSIS

ave detaled assessments ot local priority problems/issues been carried out?

(]

Please summarize these issues according to priority,

ad

L How were these issues idenuficd and priovitized?)

1.

- Which stakeholders were imvolved i carrying out this process”?




5. What do you think of these tssues/priortties”? Do you still agree that they arc prioritics?
6. What others would you include now?
7. Do you consider that tackling these issues will help achieve the LA 21 vision?

8. Do you consider that tackling these issucs will help address the underlying problems of
the local community?

9. Do you consider that these assessments identified environmental, social and cconomic
issues cqually, or did they focus on one sector more than others?

10. What suggestions do you have for the LA 21 to take a more integrated approach, tackling
all issues equally?

ACTION PLANNING/IMPLEMENTATION

1. Is your committee in the process of establishing its LA 21 Action Plan?

[

. What are the resources available in the community?
a. Human:
b. Financial:

c. Other (supporting NGOs. . .)

fnd

. Using these resources, what activitics have been initiated within your community?

oy

. What stakcholders have been involved in these activities? Eliborate.

[, |

. How can these activities lead to the formulation of the action plan?

-

1. How do these activities contribute to achieving:
a. The vision of the LA 217
b. The expectations of the local community?

. The goalsiplans of the municipality?

ACTION PLAN
1. Which stakcholders arc involved in drawing up the action plan?
2. What data was collected prior to that?
3. What additional data should have been gathered?
4. Will the LA 21 action plan be consulted upon with the municipal council?
5. If the action plan has been established, how does it help achieve:
a. The vision of the LA 217
b. The expectations of the focal community?
¢ The goals/plans of the municipality?
6. If the action plan has been established, docs it contain;

a. Goals:
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b. Targets:

c. Indicators:

d. Timmelhines:

¢. Roles and responsibilities:
7. 1f the action plan has been estabhshed, are 1ts targets achievable?
8. What resources have been secured for the implementation of the LA 21 action plan?
9. What resources (cash or in-kind) has the municipality secured for this action plan?

10. Have all issues/priorities been tackled? If not, how will these issues be tackled and
incorporated within the action plan?

MEASURING PROGRESS
1. What are the key clements you propose to measure the progress of the LA 217

2. Who would you propose (o involve in measuring the progress?

Furure Srers

1. What are the steps to be taken to internalize the LA 21 process into the work of the
municipality?

2. To move forward, what assistance do you need from:
a. Commumty members:
b. Municipal council:
¢. Capacity 21 unit at Molz:
d. Government agencics:
c. Donor agencies:
f. Other (umiversities, media, private sector, ..}

3. What activities can be carried oul to guarantee the participation of all sectors of the
community?




Part B: Presentation Questions
PARTNERSHIPS

1, What is the relationship between the LA 21 commitice and the municipality, and
how do you describe the cooperation and coordination between them?

2. How can this be strengthened?

3. Which stakeholders were not represented in the LA 21 committee?

COMMUNITY-BASED ISSUE ANALYSIS

4. Do you consider that there are any other 1ssucs or problems that were not
included in the prioritics? List these problems.

ACTION PLANNING/IMPLEMENTATION

5. What are the resources available in the community (o support the planning and
implementation of the LA 21 process?

d. Human:
¢. Financial:

[ Other (supporting NGOs. )

ACTION PLAN

6. What additional data should have been gathered before the establishment of the LA 21
action plan?

7. How can you ensurc the adoption and implementation of the LA 21 Action Plan by
the municipality?

MEASURING PROGRESS

8. What arc the key elements you propose to measure the progress of the LA 217

FUTURE STEPS

9. What are the steps to be taken to internalize the LA 21 process into the work
of the municipality to sustain the process?

(Arabic translation to be inserted by Country Office).
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APPENDIX 3: LOCAL AGENDA 21 GUIDING PRINCIPLES??

A Local Agenda 21 strategy for sustainability 1s a process of planning and action to improve
and maintain the well-being of people and their environmient. The purpose of a Local
Agenda 21 15 to mobihse and focus a local government’s efforts to achicve sustainable
devclopment.

Experience from around the world has shown that there are eleven key principles of a Local
Agenda 21 - transparency and accountability

3]

S

0.

9.

10.

11.

Improving and mamtaining the well-being of the local people and their environment,
The focus is therefore on the soctal and economic well-being of people and the
cnvironment in which they live.

The overall goal is sustainable development, that 1s it integrates social, cconomic or
environmental goals rather than focussing on just one sector or issue;

The objectives are strategic and tactical in that they focus on the main prorities for
the provinee or municipality rather than trying o do too much.

The formulation of the Local Agenda 21 s a process that develops as it goes along and
butlds on its achievements, This means that monitoring and evaluation are eritical
clements of the strategy and action plans.

Yarticipation ensures that all stakcholders take responsibility for carrying out their
allocated tasks. The process is thevefore dnven by a partnership between local
government, enterprises and the community.

Communication s the lifeblood of a Focal Agenda 21 - this works through the
exchange of information, negotintion, and learning from cach other.

The strategy 15 a process of planning and action through which a long-term vision ts
developed, decisions are made about priorities, action plans are drawn up and
implemented.

The Local Agenda 21 is integrated into decision making at the local level as part of
the operation of the province or municipality. In other words, the Local Agenda 21
should not be seen as being external to the normal work of the local government - it
must become part of the normal operations of that government.

Local Agenda 21 promotes transparency in the deciston-making processes of the
local government, and accountability of the local government to its community.

The aim is to build capacity at the tocal level from an carly stage so that the local
authoritics and communities are able to take charge.

Cuitside assistance is restricted to Kick-start the process rather than directing the
formulation of the Local Agenda 21,
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APPENDIX 4: DRAFT TERMS OF REFERENCE FOR
PROGRAMME FORMULATION MISSION

Background
In Tanuary 1999, the UNRC System in Lebanon agreed that local governance is a focus arca

for the System and will be implemented within the UN System Common Work Programme.
Accordingly, in September, 1999, UNDP-Lebanon initiated a “forward cvaluation” of a
Capacity 21 programme which supported, among other activities, the establishment of four
Local Agenda 21s (LA21) at the level of mumcipalitics and conglomerations of municipalities.
The overall ann of this evaluation mission was to “Outline the main thrust for future activities
1.e." a forward look™ based on lessons learned to respond to the need of the UN System
Common Work-plan in Lebanon for formulating an integrated programme for strengthening
municipalities, and implementing the right to development at the local level™.

Objectives

To assist the UNDP Country Office to design a capacity building programme to strengthen
municipalities in Lebanon by

¢ formulating a strategy for a preparatory assistance phase for the future programme;
e identifying the main components of the future programme;

o providing training and assistance as necessary to a national team that would carry out
the detailed consultations 1o prepare the design of the future programme;

e recommending the methodology and approaches to be followed by the national team in
preparing the detaled design of the future programme.

Tasks
A The formulation team will consult with the following orgamsations and individuals

in-country, including the four regional programmes to discuss development needs and
prioritics of municipalitics:

= Relevant central government, including the Mimistry of the Interior, Ministry of
Environment, and other line agencies with responsibility for service delivery at the
municipaltty evel.

=  The stalf of the four regional programmes, and the municipalitics expected to be
beneficiarics of the programme.

=  Orgamsations mvolved in capacity building activities for local government in
Lebanon.

= National and local NGOs and community-bascd organisations, including Women's
NGOs and other organisations with an interest in local government.

=  UNagencies and their programmes which are active in strengthening local government
in Lehanon

= Other donors with an interest in strengthening local government in Lebanon.

48



B The formulation team will waork with the national fcam to prepare a detailed
description of the preparatory phasc and a strategy for the preparation of the main capacity
building programme. The design for the preparatory phase should include:

o A clecar and concise statemient of the proposed programme objectives and components;,
¢ A dctailed description of the preparatory phase

e A detailed logframe matrix for the preparatory phase setting out objectives, outputs and
activities, including inputs from partner governments, and identifying risks and
constraints, detailing possible risk management strategies;

* Recommendations for a resource-cum-toolkit for the programme;
¢ Requirements for capacity building for the national team;

o A draft financial budget for the programme

s Proposcd organisational and management structurcs

¢ Terms of reference for the national design team.

C The formulation team will provide training and advice to the national team as
required during the mission. In addition, international members of the formulation team will
provide ongoing support and advice to the national team during the preparatory assistance
phase.

Outputs
The formulation team will provide the ToHlowing outputs from the mission:

e A workshop with potential programme stakcholders and beneficiaries Lo discuss their
recommendations and the details of the design for the preparatory assistance phase

o A design document for the preparatory assistance phase, including a logframe matrix

e Detaited tlerms of reference for the national tcam

Republic of e
Office 'y A INTEY
S0 Site

et 4y

banon

tor Administrati
ve Reform
DI Secor Projects and Studj
« '.liS.!".S.) :

19




