Annex E: 2007 ENCISS Annual Review 

PROGRAMME DEVELOPMENT: ASSURING IMPACT

This paper looks at project achievements to date and at the opportunities for increasing impact through a more strategic approach to promotion of citizen-state engagement.
Positive Achievements to Date
Although the roll-out of ENCISS programmes has been severely hampered by administrative difficulties, there has been considerable progress over the last year.  There have been achievements at local, district and central levels. Broadly successes fall under four main categories: 

· Early indications of changes in communication between communities, CSOs and authorities.  

· Conflict resolution between government, civil society and citizens

· Contribution to specific aspects of national policy implementation, and policy development

· Contribution to building an environment for citizen-state engagement 

1.  Changes in relationships between communities and authorities.  

Key Finding: Presence in the Districts has raised awareness on the PRS and decentralisation, and is encouraging demand for accountability:
Establishment of the offices in Bombali, Bonthe and, recently, the Western Area has given ENCISS a strong presence in these districts. Because the Makeni office has been working longer, the effects are most marked in the Bombali district.  District teams, with community facilitators who can reach out into the chiefdom communities and spread awareness on PRS and decentralisation issues, are now well established and working well (though, see below, for improvement needs).  In itself, awareness raising seems to have encouraged people, at both district and local level, to feel more confident in challenging local leaders and government, if they feel that public money may be being mis-spent.  There are several examples of this across the districts.  For example:

The Bombali District Office ran a programme to increase people’s participation in monitoring PRS and decentralisation processes at the community level.  People had already heard about PRS, through the Community Facilitators, but did not understand how it worked, or what their role would be in terms of influencing spending decisions and monitoring implementation of development budget spending.  At chiefdom level, the ENCISS team held meetings with representatives from local councils and Community Facilitators, to discuss the PRSP pillars and donor pledges.  People understood that the disbursement of donor funds to the PRSP was not only to government coffers, but was also in the form of grants to NGOs. Major implementers from the government were invited to talk about what they were doing already and what their challenges were.  Meetings were attended by Community Facilitators and Trainers, other civil society organisations, and representatives from the Town Council.  When information was taken back to the communities, it provided a springboard for community involvement in monitoring what is being done by both state and non-state actors.  People are now much better placed to give constructive criticism on issues, such as service provision that is not properly implemented at the community level. The meetings also generated a wider district and local understanding on how ENCISS does business and how it can offer protection to people challenging offices of authority.

During the review, discussions were also held in the town of Kabala, Koinadugu, where there is no ENCISS presence.  Here, people from town government and local CSOs, highlighted the difficulties of challenging public spending in any way.  They drew particular attention to the corrupt processes which lead to awards of construction contracts and to people’s powerlessness in challenging these.  They stated that, without facilitation, people have no protection if they raise their voices, and are frightened of being sent to jail or punished in some other way.  In contrast, some people in ENCISS-facilitated areas, said that they feel confident that they could make challenges with impunity.

2.  Conflict resolution between government, civil society and citizens

Key Finding: Conflict resolution processes have led to greater trust in communities and opened up possibilities for communities and government to work together on poverty reduction issues
Over the last year, there have been several instances where ENCISS has played a major role in resolving conflicts arising at district and national level.  The conflict between members of the District Council in the Western Area has been documented separately (see report).  Other successes include encouraging greater transparency and trust between people and local leaders in Sama Loko, Bombali; mediation between rice farmers and cattle herders in Bombali District, and participation in solution of problems over the community radio station in Bonthe:

In June 2006, In Bonthe town, there was growing tension between the local council and citizens, and the community radio station.  The station was run by people who had little or no media training and was broadcasting material which some people found offensive and inflammatory.  Because of this, the town council shut down the station for three days.  The ENCISS programme officer sought assistance and, by chance SFCG were due to visit the next day.  A meeting was called between the council, civil society and the station.  Two members from each party agreed to attend a three-day training on media relations.  The success of the training meant that the three parties were reconciled and are able to work well together, for the benefit of all. 

Because of the nature of its work, ENCISS cannot avoid engaging with conflict between citizens, government and civil society, and staff will need to continue to develop their conflict resolution skills.  However, it also needs to be remembered that conflict solving is not ENCISS’ primary purpose.  Equally important is the development of a strong core of work which can contribute to conflict prevention. 

3.  Contribution to specific aspects of national policy implementation, and policy development

Key Finding: Addressing national issues at central level has contributed to building links between central and district governments and civil society organisations

There have been good beginnings in several areas of work which are supporting central government in the development and implementation of policy.  However, all these initiatives have been blocked in some way.  This is either because proposals for proposed, strategic input have yet to meet approval by ENCISS management (c.f proposals for work on the Youth Manifesto) or budgets have yet to be approved and released through CARE.  These proposals include support to government on monitoring public sector spending and dissemination of information, translated into different local languages, on PRS and decentralisation.

Successes to date include the Draft Directory of Umbrella and District CSOs, and the Youth-Led National Development Conference on “Engaging Young People in State Planning”:

The Conference was developed with the aim of creating a space for open dialogue between young people, government and other recognised duty bearers. It took place on July 14th and 15th 2006.  With ENCISS facilitation, and under the management of a The Sierra Leone Youth Network (SLYN), the conference was developed and implemented by young people, themselves.  The SLYN received a two-month induction on how to organise and run the conference.  150 representatives from youth groups across the country attended, 70% of whom were men.  The conference was addressed by the Vice President and the Minister for Youth and Sports, amongst others.  During round table discussion with young leaders from the various political parties, issues such as making politics real for young people were addressed and young people had space to give highly critical feedback.  At the end, conference agreed to a 10-point communiqué.  This highlighted a range of issues including commitment to non-violent communication, requirements for national youth development budgets and establishment of youth participation structures – such as a National Youth Council. 

Following the conference, proposals were submitted to carry out field consultations, in districts and at community level, for development of a Youth Manifesto.  This work has not yet been taken forward.

4.  Contribution to building an environment for citizen-state engagement 

Key Finding:  Working with government and civil society partners to produce the Organisational Development, and Information and Communication Strategies has opened the way for integrated and participatory planning, in relation to PRS, at different levels.
All successes outlined above have contributed to the development of a favourable environment for citizen-state engagement aimed at benefiting poor people.  In addition to this, completion of the Organisational Development Strategy (ODS): “Learning by Doing – Together”, and roll-out of national programmes to spread awareness on PRS issues etc., have led to piloting, in Bombali, of participatory planning.  As in other areas, achievement has been limited by inability to secure budgets.  However, achievements form the basis for future intensive work to support government and civil society in implementation of the PRS.  For example:

Work with Women’s and Youths’ Groups in Freetown, Makeni and Bonthe has contributed to development of the ODS.  The strategy document, which was completed in September 2006, now includes components on capacity-building for community CSOs, middle-level organisations and the partner Ministries.  By involving a range of stakeholders in development of the strategy, it has been possible to identify what will be necessary if citizens are to be involved in planning at district levels.  It is vital that appropriate and accessible structures are built up to enable poor people to interact with the offices of state.  The strategy allows for this to happen and for poor people and their representatives to develop capacities to use Voice and make claims

Contributions have also been made to establishing a favourable environment, which will support citizen-state interaction, for the upcoming election:

In order to prevent tensions leading to conflict during election campaigning, ENCISS supported a programme of consultation between the three major political parties’ political leaders in the Western, North and South areas.  About 50 leaders attended meetings, facilitated by the National Movement for Democracy and Human Rights,  in each of the regions.  Attempts were made to ensure that there was good representation of women at the meetings, as a major aim was to encourage the parties to field women candidates during the elections.  The number of participants from each party inevitably reflected the particular electoral preferences in each region After the meetings participants decided to form coordinating committees to ensure that tensions would not arise.  ENCISS does not know if these committees are continuing to function, but the programme seems to have contributed to the continuing peaceful environment in the run up to elections.  

All the examples, above, of achievement over the last year, show that ENCISS is promoting moves towards greater openness and transparency in interaction between state and civil society actors.  There are indications that opportunities are opening up to increase all actors’ understanding of roles and responsibilities, and to encourage greater fulfilment of obligations (see below).

Focus of Work: Complementary Strands in the ENCISS Approach

Overall Recommendation:  Throughout its work, ENCISS needs to put greater emphasis on making its core work more strategic and more closely aligned to reaching project goals.  In practice this means that ENCISS needs to build on the successes outlined above to promote:

a) citizen engagement in PRSP development and monitoring

b) citizen-state engagement at local government level especially through Ward and Village development Committees (WDCs and VDCs)

c) take-up of obligations, accountability and transparency
d) full concentration on approaches and methods which will ensure participation of poorer and more marginalised people
Currently, ENCISS work can be categorised as fitting into two main strands:

· Core Programme Work to create a conducive environment, systems and processes for civil society–State interface and interaction, such as work to support development and implementation of government policy; roll-out of programmes at district and local levels, development of the resource centres etc..

· Flexible Response to emerging opportunities (e.g. elections, APRM) and immediate unexpected need: such as prevention of potential conflict, conflict resolution, take-up of action points arising from national conferences, etc., 
Ability to work strategically for both these strands is crucial.  At present, because they are not part of a coherent integrated strategy and workplan, it is not clear within the ENCISS approach, whether, or how, the two strands work together and complement each other.  

Core Programme Work
Certain aspects of ENCISS core programme work have been strategically developed and are now being rolled out at central and district levels.  In summary:

At Central Level:

· The Organisations, Information and Communication Strategies have been produced and are being implemented

· Support to MoYS; MoDEP; MoG, DACO and DECSEC is now beginning to roll-out.

· Support to the Monitoring and Oversight Unit was requested by government.  Activities were planned, but delays in releasing funding have stalled work

In the Districts:

· Establishment of offices in the pilot districts has been successful 

· Resource Centres are beginning to function in Bombali and Bonthe

· Community Facilitators have been identified and are working well in Bombali and Bonthe (19 men and 6 women in Bombali, 22 men and 3 women in Bonthe).

· Programmes for capacity building of district and local government, and CSOs have been planned and, in some instances, are underway.

It is not possible to judge the potential future impact of much of this work as so much has been delayed, or is still pending, because of delays in approval of grants and release of funds.  Some of these bottlenecks are now being removed, with funding being released since the Review Mission began.  However, inability to act on requests from government to support programmes to increase people’s participation in accountability processes and improve fulfilment of government obligations, is seriously jeopardising ENCISS’ reputation and credibility.  For example:

ENCISS had agreed with cabinet that it would team CSOs with the Government Monitoring and Oversight Unit to do joint monitoring of public sector programmes in the selected fields of health, education, agriculture, energy and power and the roads authority.  This work is vital to build transparency and greater trust between government and civil society.  At present, with lack of information, media coverage and criticism is often inaccurate and government may, at times, inflate its successes.  Support to the MOU will help to ensure fair and accurate reporting on public sector programmes.  The funding proposal, for $18,000, for this programme of work was submitted to CARE in February 2006. Because of continual review of the grant award process, the proposal had to be revised numerous times.  By the time the Review Mission arrived, no funding had been forthcoming, although it seems a solution is now in sight. 
ENCISS does not yet have a properly strategic approach to encouragement of citizen-state engagement.  What needs to be developed is a programme to encourage engagement which will, eventually, ensure that citizens are more strongly involved, and participating, in all aspects of service management for poverty reduction.   Furthermore, greater efforts are necessary to ensure that people who are normally marginalised from decision-making processes are able to participate.  Currently, not enough emphasis is placed on use of the participatory methods which could bring a wider range of people on board.  Also, the project does not systematically collect the kind of baseline information needed if power and pwerlessness amongst citizens is to be fully understood.  This means that issues of social exclusion are not analysed sufficiently.  Without a full understanding of social exclusion issues, it will not be possible to develop approaches which can reach greater numbers of the poorest and most marginalised people.
Flexible Response

Whether or not to carry out Flexible Response work should depend on two factors: assessment of urgency and fit with ongoing core programmes.  At times, core work may be disrupted if a response to emerging situations cannot be made.  At other times, critical situations may arise which are not directly connected to core work, but where ENCISS decides it can/ must play a major role.  There will also be situations where it would be better for ENCISS to decide not to respond, but to share all knowledge and understanding of the emerging situation with other agencies better placed to provide assistance.

To date, Flexible Response work has been severely limited by cumbersome processes for budget release (see sections above).  Ability to release small budgets quickly, is essential for flexible responses.  Response work is, by nature, innovative and requires flexibility in approach and work scheduling.   It also requires flexibility in use of office systems and a willingness to take certain kinds of risk. Because ENCISS has not always been able to respond in this way, a number of opportunities have been lost.  For example:

1. The opportunity to respond to a Cabinet invitation to conduct rapid feedback on the impact of girls’ education programmes, and food security, have been missed due to a 9 month delay in approving an $18,000 budget.

2. Following the Youth Conference, in July 2006, a proposal for funding was developed with the SYLN so that work towards a Youth Manifesto could be taken forward. SYLN proposed to use their members in their districts to lead district consultations so as to identify and analyse the priorities of young people living in different contexts in Sierra Leone. The proposal was submitted to the grants committee on November 23rd, 2006. The committee could not approve the proposal as they were worried that the organisation, SYLN, does not have the structure and experience to handle management and disbursement of a $15,000 budget. There has been no movement since then.

This situation provides a useful example of problems which have arisen, and will continue to arise, in relation to supporting the newly emerging civil society

Unless innovative solutions can be found, bottlenecks of this nature will arise throughout CSO support work.  In supporting poor and marginalised people to organise, raise claims and secure solutions to poverty-related issues, there is continuous need for mentoring as part of capacity-building assistance.

Focus on Strategic Issues and Follow Through

ENCISS would benefit from strengthening its strategic approach: both within each of the two streams of its work, and between them.  At present, work carried out by each of the Advisors, and by the District Offices is not fully linked into the wider, programmatic framework, and there is a risk of “silos” developing.  

All ENCISS work was originally thought of as fitting into four thematic areas. The Workplan could be revisited to ensure that all Core Programme work, and everything taken up in Flexible Response, fits well within these themes.  In addition to this, all emerging opportunities need to be relevant, in some way, to work undertaken as part of Core Programmes.

ENCISS is well-placed to make the link between citizens and service providers of all kinds, and should not miss the opportunity to do so.  Being able to facilitate people’s access to tangible benefits and to help people solve poverty-related issues, strengthens the ENCISS message and citizens’ confidence in the benefits of dialogue with the full range of actors.

This will be most easily achieved if ENCISS gives more focus to making sure that all its work in based around strategic issues which are followed through to logical conclusion.  These issues may arise form citizens’ concerns at the local level.  For example:

In both Kamalal, Sama Loko Chiefdom and Mapaki, Massabun Chiefdom, Bombali District, women, since ENCISS involvement, understand that they have both rights and responsibilities in monitoring the PRS process.  They understand that ENCISS  is not as a provider of money and goods, but believe it is the  facilitator which will ensure that NGOs are brought into the villages so that there are more economic opportunities for women. Whilst the women  understand that monitoring proper use of funding is crucial, and engagement between people and organisations is part of this, their major concerns remain economic – they want skills training, agricultural opportunities etc.. In Kamalo, the women said that they had thought that ENCISS would put them in touch with NGOs who could assist them to get training and to obtain seedlings.  They were upset that this had not happened.

Issue-based work at local and district levels might also be followed through to promote policy change at central levels.  For example, work in Bombali to mediate in the conflict between cattle herders and rice farmers might provide a model for conflict mediation in other areas, and might be followed through to promote change in policies and laws at central level.

Participation and Inclusion

ENCISS has given specific focus to the participation of poor and marginalised people within it programmes.  The emphasis has been on ensuring that women and youth have Voice and are able to participate in discussion fora.  This has also extended into active participation in decision-making.

However, the programme does not have sufficient women facilitators at local levels to ensure that women’s participation can be optimised.  There is also a vital need to use more participatory methods, at all levels, to ensure wider citizen participation in programme and project planning, implementation, monitoring and evaluation.  For the resource centres to function effectively, ENCISS needs to find innovative ways of getting resources out to the communities.  There is a danger, otherwise, that the resource centres will only be used by relatively elite people, in town. To assist outreach, ENCISS needs to secure audio-visual equipment for its head office and resource centres. A list of required equipment was drawn up during the review.  

In programming and programme implementation, greater attention needs to be given to ensuring that people who are especially marginalised, within recognised marginalised groups, are able to participate.  This, for example, includes people who would not normally attend meetings – even if meetings are open to all – because of social pressures, status, disability etc..

Take-Up of Obligations
The examples given of achievement over the last year, show that ENCISS is promoting moves towards greater openness and transparency in interaction between state and civil society actors.  There are indications that opportunities are opening up to increase all actors’ understanding of roles and responsibilities, and to encourage greater fulfilment of obligations.  However, ability to make use of these opportunities will depend on development of a fully strategic approach to citizen-state engagement.
Recommendations: ENCISS needs to strengthen an issue-based approach which strongly links initiatives at local level with efforts for policy development at all levels (local, district and central), and which can demonstrate early tangible benefits in poor people’s lives, especially women’s and young people’s, in rural areas. ENCISS needs to extend the number of women facilitating at field level, and to adopt a more participatory approach, including broad analysis of power relations at local levels.
ENCISS needs to open an office in the Eastern region as soon as possible, with the medium term goal to reach border areas and the most deprived “development blind spots” in 2008 and with the eventual goal of a presence in all 12 districts.

Assessing Impact: M& E 
To date, ENCISS has not made systematic use of the M&E framework designed for it.  The existing framework contains some useful tools, but is complex and not user-friendly.  The ENCISS team has already simplified the framework by narrowing the number of indicators.  But ENCISS will benefit from making further simplifications when redesigning its logframe (see below).  

On an operational level, ENCISS needs a simple M&E framework which is focused on showing whether, and how, interventions are achieving impacts and outcomes in relation to improvements in poor people’s lives.  Both directly, and indirectly, ENCISS aims to improve human security through:

· Increasing access to assets (economic, political, social, environmental, physical, etc.) ;

· Decreasing vulnerability to social exclusion and extreme poverty and,

· Increasing equity in decision-making and resource allocation between the powerful and powerless

In the present framework, the link between processes and products is not clear.  The review found that ENCISS will have a hard time assessing tangible impacts and proving its progress towards its purpose.

ENCISS also urgently needs to develop a simple MIS.  Currently, it is likely that much important information is being lost, or is only densely recorded in narrative reports.  The MIS needs to ensure that the right type of information is collected so that impact can be assessed.
Recommendation: Simplify the ENCISS monitoring and evaluation framework and develop M&E systems which will enable it demonstrate impacts in terms of increased human security – that is, increase in assets and decrease in vulnerability 

The Logframe

ENCISS will need to redevelop its logframe – linked to the new business plan.  There is a need to ensure that outputs and indicators are more strategically related to achievement of the project purpose, and reflect the rights- and governance-based nature of all project work.  Now that the number of indicators has been reduced, the current logframe goes some way towards defining the governance process indicators which will allow ENCISS to demonstrate achievement of purpose.  However, it does less to reflect the need to link process to product – that is, to tangible improvements in poor people’s lives (as described under Impact Assessment, above).  The log frame needs to reflect the entirety of what ENCISS is, and will be, doing: 1) becoming an independent organisation, 2) building a sustaining environment for citizen-state engagement, 3) integrating strategies for inclusion of a wide range of stakeholders, including poor and marginalised people, and linkage between levels, for citizen-state engagement which will improve poor people’s lives, 4) implementing strategies, for lesson-learning, M&E and dissemination of information.
Recommendation: Revised logframe and initial M&E simplification, linked to the business plan, in the last quarter of 2007, to reflect the intention to become an independent organisation and to ensure that outputs and indicators are more strategically related to achievement of the project purpose.
�.  Discussion of the possibilities for CGE goes beyond the scope of the current mission but would require familiarisation with examples from other countries and development of a suitable system for Sierra Leone. There is an increasing number of examples of how this has been developed and implemented in other countries eg, in Malawi and Yemen





