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Foreword
Strong and effective institutions are fundamental to achieving sustainable development outcomes in Africa. In response to this, members 
of the African Community of Practice (AfCoP) on Managing for Development Results (MfDR) are striving to make their organizations 
more performance-oriented. National champions throughout Africa are pioneering the MfDR approach and putting tremendous efforts 
into its widespread adoption.

The case studies published here embody this commitment. Over the past three years, the AfCoP has mobilized more than one thousand 
results practitioners from every corner of the continent. They have not only shared ideas, challenges and solutions on managing for de-
velopment results, but also conveyed their will for change in African governments and among development stakeholders. Thanks to the 
community’s knowledge exchange activities, concepts have been widely disseminated and brought into the mainstream. This publication 
now takes practitioners one step further in demonstrating ways to develop effective strategies at the country level.

With methodologies and approaches readily accessible, there is now a need to bring about change through implementing policies. This 
publication makes evident that ownership is instrumental in successfully accomplishing results. As this key aspect of every development 
effort is all too often lacking in African contexts, the authors provide concrete approaches to overcoming this issue through participatory 
processes and capacity building.

Far from providing being standard models to mimic, these case studies aim to be road maps to turn to when developing a tailored ap-
proach. They need to be adapted to properly fit each country’s specific context. We must be flexible and innovative in applying these 
methods to achieve results on the ground and respond to African citizens’ expectations to see maximum value for the funds spent by 
their governments.

We hope that this publication will be useful in the daily work of the many results practitioners in Africa who strive to produce measurable 
outcomes in eradicating poverty. Our optimism has never been higher as we see increasing willingness from governments to put their 
countries on the MfDR track. Nonetheless, numerous challenges remain numerous and the capacity to manage for development results 
needs to be strengthened. The AfCoP and its national chapters will surely keep playing a major role in delivering better results for Africa.

Devendra Parsad Ruhee,  
Mauritius, Co-Chair of the AfCoP Core Management Team

Abdou Karim Lo,  
Senegal, Co-Chair of the AfCoP Core Management Team
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Introduction
Organizations across Africa are increasingly using Managing for Development Results (MfDR) concepts when implementing their pro-
grams. They adapt these tools to their own environment through linking strategies to results within an integrated process; thereby 
responding to African citizens’ demand for more information on program performance. The members of the African Community of 
Practice (AfCoP) on MfDR seek to highlight this new trend towards results-oriented institutions. The case studies presented here are a 
snapshot of the transformative work on MfDR that is taking place in Africa today. 

Managing for Development Results encompasses five areas: Leadership; Monitoring and Evaluation; Accountability and Partnerships; 
Planning & Budgeting; Statistical Capacity. These areas combine to ensure that managers are using evidence to make decisions and 
development stakeholders are able to keep track of progress. It ensures that governments shift from delivering outputs, to generating 
real outcomes. This publication provides examples on how to produce better results in a given socio-economic African context.

Ownership
The case studies emphasize that mobilizing staff at all levels and empowering them to act on the overall vision, not only the technical 
aspects, is required to bring about real change in any organization. These cases were successful in that regard, demonstrating that a 
high level of ownership in Africa is achievable. These cases went even further by making a point of cascading the results process through 
each layer of management.

Leaders and high level managers advocated the will for change at the top level of the public administration, often with the support of 
elected political office holders. Their programs then trickled down through participatory processes and capacity building training. Staff 
on the ground made sure that targets defined by top managers applied to their contexts and were therefore better able to measure 
results. As these cases show, a mixed top-down and bottom-up approach is often needed to ensure “buy-in” from all stakeholders.

Though ownership is of utmost importance for managers who are ultimately held accountable for results, local civil servants must also 
understand why they are asked to deliver and report on achievements. Participatory processes are an effective way to take into account 
local civil servants’ voices and allow them to discuss their role and responsibilities. Committing staff to personal objectives and core 
competencies also proved to be successful incentives to increase performance once initial capacities were built.

Challenges in African contexts
The nine case studies represent a wide range of experiences unique to each country. However, it remains up to every government to 
define its own recipe to build MfDR capacities and systems. Though African administrations’ challenges in strengthening MfDR resources 
differ from one to another, the following three common patterns are recurrent in many countries:

• Building capacities in the public sector is the top priority as highly sophisticated systems are doomed to failure without skillful 
people to manage them. Public administrations face difficulties in recruiting and keeping well-qualified people in their staff. This 
puts pressure on governments to define incentives to motivate staff and provide them with the needed training.

• The political will to have governments take a performance-oriented approach is critical. MfDR champions are required to advo-
cate a shift in that direction and challenge the status quo. This shift is often resisted at many levels of the administration.

• Sufficient time is needed to make governments adopt results-based management approaches and improve their performance. 
This process cannot happen overnight. One has to invest several years and resources to build effective MfDR systems. Starting 
with pilot efforts helps to demonstrate the value added of these practices.

A tool for African results practitioners
This publication is primarily created for results and public service practitioners. The case studies are tools to be adapted by managers for 
their own programs and needs. Although an understanding of the challenges faced by public administration in developing countries is 
helpful, no prerequisite knowledge is needed to make the most of these case studies. This publication will enhance readers’ understand-
ing of the how to bring about change in their development organizations.

This document is also intended for stakeholders interested in improving results in Africa. Citizens, parliament members, as well as 
persons working in the private sector, in academia, and in donor agencies will discover compelling case studies to guide their work on 
performance management.
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Process to Promote Live Pan-African Learning
At the second AfCoP’s Annual Meeting held in 2008 in Mauritius, members and specifically the Core Management Team identified the 
need to develop and publish a casebook on MfDR in Africa as a vehicle for serving the AfCoP’s mission. They expressed interest in learn-
ing from case studies that reflect the MfDR mosaic in African contexts and suggested to make the most of the AfCoP’s successful online 
platform for that purpose.

To date, case studies in MfDR sourcebooks have been developed by authors and published in a print-only version. Six cases featured in 
this publication best embody this format. They were either first presented in 2008 in Mauritius or selected from cases submitted through 
a call for proposal sent to AfCoP members. A set of criteria for case selection and guidelines for their development were approved by 
the AfCoP’s Core Management Team.

This first edition of the AfCoP Casebook on MfDR however innovates by taking full advantage of the AfCoP’s web platform. Four of the 
published cases were first developed online, through live discussions. Over a period of three months in 2009, authors interacted with 
AfCoP members in an informal manner, and received feedback, questions, and suggestions on their case studies. They posted presenta-
tions, maps of their projects and photos of their workplace to bring their story to life.

Through their extraordinary willingness to engage other AfCoP members on their work, authors overcame technological challenges, 
specifically in countries where connections are very limited. Also, they developed a set of skills necessary to facilitate an online discus-
sion and regularly followed up with members. Their print versions reproduce this endeavor and have been edited to further focus on 
core MfDR issues and provide easy readability. However, their authors kept their tone and passion for generating better results while 
summarizing their discussions.



5

MfDR 

A Focus 
on Africa

Acknowledgements
This publication is the product of dynamic collaboration and discussion among AfCoP members. It was coordinated by the AfCoP Sec-
retariat (Hannah Cooper, Daphne Leger, Cyril Blet and Sheila Daunt) based at the World Bank, under the guidance of the 24 members 
of the AfCoP’s Core Management Team.

The coordinators of this publication would like to thank its dedicated partners, in particular the case authors: Sheka Bangura, Claude Ba-
tiono Begnadehi, Ledule Bosch, Mouhamed Drabo, Mohammed Haddad, Solomon Mhlanga, Yacob Mudesir, Rosa Muraguri-Mwololo, 
José C. Ravelonandro, Benoît Thierry, Hamidou Tiendrébéogo, Tamirat Yacob, Seydou Yayé. Authors of case studies developed online 
deserve to be specifically thanked for their willingness in overcoming the technical barriers and facilitating a lively dialogue, which makes 
this Sourcebook so unique.

The coordinators gratefully acknowledge the generous participation and advice of many colleagues in particular: Aysegul Akin-Karasa-
pan, Gisu Mohadjer, Nadeem Mohammed, Mohamed Khatouri, Gail Richardson, Ingwell Kuil, Robert T. Schreiber, Elizabeth Ashbourne, 
Ronald Weber and Dick van Blitterswijk.

All of the case study authors are AfCoP members and can be contacted through the AfCoP’s online platform at: www.afcop-mfdr.org

http://www.afcop-mfdr.org


6



7

MfDR 

A Focus 
on Africa

Assessing a public administration1

Seydou Yayé
The Capacity Scan on Managing for Development Results (CAP-Scan) is an analytical frame-
work and participatory process for assessing and building capacity in Managing for Develop-
ment Results (MfDR) . In 2008, Niger opted to adopt this approach to assess its capacities and 
develop an action plan to build capacity.

This tool allows a country to conduct a self-assessment of its capacities and provides a clear 
picture of capacity strengths and weaknesses. It helps to define the development priorities and 
specific measures to address the identified needs. For each government department, self-as-
sessment entails determining the level of development of its capacities based on a scale with 
four major stages: Awareness, Experimentation, Transition, and Sustainable Implementation. 
The assessment of the public administration is conducted on the basis of five MfDR pillars: 
leadership, monitoring and evaluation (M&E), accountability and partnerships, planning and 
budgeting, and statistical capacity.

Implementation of the CAP-Scan in Niger is part of ongoing efforts by the Government to make 
MfDR a core component of its public policies through establishing entities in each ministry 
responsible for planning and evaluation, as well as adapting the M&E process of the Acceler-
ated Development and Poverty Reduction Strategy 2008-2012 (PRSP). Niger is also one of the 
countries that established a national community of MfDR practitioners (CoP-Niger).

In this case discussion, we will examine how the scope of the assessment was defined by the 
General Directorate of Development Program Assessment (DGEPD) team in the Ministry of 
Economy and Finance, which is responsible for coordination of CAP-Scan, the results of the 
CAP-Scan, as well as the actions planned in response to this assessment and their implementa-
tion. In Niger, this exercise was carried out in the following three phases:

• March 9-16, 2009: coverage of all preparatory work, including validation of the scope 
of the analysis, finalization of the list of participants, and adaptation of the analytical 
framework to the Nigerien context;

• March 17-April 17, 2009: organization of meetings by ministerial department to re-
ceive feedback on the analytical framework and to conduct the self-assessment in a core 
group; and

• April 21-23, 2009: organization of an intersectoral workshop bringing together se-
nior government officials to achieve the following objectives: (i) finalize the CAP-Scan 
self-assessment in plenary; (ii) analyze outcomes to prepare an initial draft of priorities 
for action; (iii) define the priorities for action in MfDR capacity building; (iv) establish a 
shared vision of priorities with the secretaries-general of the ministries; (v) develop an 
action plan; and (vi) define the next steps and post CAP-Scan monitoring.

Paul Houndonougbo
At this stage, I am interested in knowing more about the following:

• What difficulties did you encounter in conducting the initial activities?

• What, in your view, were Niger’s budget management capacities?

* Translated from French

The CAP-Scan Process in Niger:  
Self-Assessment of Public Administration Capacities*

Seydou Yayé is the General Direc-
tor of Development Program As-
sessment at the Ministry of Economy 
and Finance of Niger. He is also an 
AfCoP Core Management Team 
member.

Commentators

Boureima Gado
Niger
CAP-Scan Facilitator in Niger

Samer Hachem
Tunisia
CAP-Scan Facilitator in Niger, 
based at the African Develop-
ment Bank

Paul Houndonougbo
Benin
Development Consultant 

Denis Jobin
Canada
Vice-President of the Interna-
tional Development Evalu-
ation Association (IDEAS) 
2006-2009

Abdou Karim Lo
Senegal
Government Reform and 
Technical Assistance Repre-
sentative, Co-President of the 
AfCoP Core Management 
Team

Abdel Aziz Ould Dahi
Mauritania
Director General of the 
National Health Insurance 
Fund, CAP-Scan Facilitator 
in Mauritania and Senegal, 
Member of the AfCoP Core 
Management Team
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Seydou Yayé
The truth is that we have not yet encountered any problems because 
we are at the design stage. We have received encouragement from the 
ministries’ secretaries-general. We are still using the old resource-based 
approach for public financial management, as is the case in most Fran-
cophone African counties. Current reforms that promote results-based 
management of public finances help enhance the effectiveness of expen-
diture and focus it on the beneficiaries. However, their success requires 
strong leadership from political authorities and finance officers. I initially 
believed that Niger was ahead in certain areas. The implementation of 
the CAP-Scan proved the opposite. The Action Plan that was developed 
seeks to correct a number of the identified weaknesses. 

Definition of the scope of the assessment
Seydou Yayé
As is often the case with MfDR tools that have been defined for standard 
implementation across all country types, it is important to adapt them 
to the local context. This is the task that we first undertook in order to 
define the scope of the CAP-Scan in Niger. Was it necessary to include 
the entire public administration? A particular ministry? We opted for an 
intermediate solution, before possibly exploring the inclusion of the entire 
government during future iterations. The selected scope for the self-as-
sessment is, nonetheless, the complete scope of government action, with 
no prioritization of a particular sector. No fewer than ten ministries and 
two institutions have been selected. A similar choice was also made by 
Mauritania and Senegal, as discussed with these countries’ stakeholders 
during a videoconference on July 2, 2009.

It is worth noting that the main criterion governing the selection of the 
ministries and institutions was guided by the priority sectors of Niger’s 
Poverty Reduction Strategy Paper (PRSP)  and of our Public Expenditure 
Management and Financial Accountability Review (PEMFAR) (specifically: 
health, education, rural development, and road infrastructure). The pri-
orities of Monitoring and Evaluation organizations like the National Sta-
tistics Institute were also taken into account. We, decided not to involve 
non-state actors in this first phase of the CAP-Scan, but we are planning 
to include them in subsequent stages of the process.

The risk associated with our broad focus is potentially masking specific 
weaknesses in each sector. Aiming to mitigate this risk, we first evalu-
ated the results of the first three sectoral meetings in order to determine 
whether or not to revise the approach. In the final analysis, this broad 
scope was maintained because it provides an overview without masking 
the capacity development differences of each organization.

A focal point was appointed by the Secretary General of each participat-
ing organization to serve as a representative and liaison between the 
CAP-Scan team and his/her ministry. Following the appointment process, 
the facilitators met with the focal points individually to organize ministe-
rial workshops. Contact was maintained until the hosting of the inter-
sector workshop.

Any effort to develop the public sector’s 
capacity to manage for results has to start 
with an assessment of the existing capac-
ity. Diagnostic reviews are an important 
source of information to governments on the 
state of MfDR systems. At the 2007 Hanoi 
Roundtable on MfDR, a number of countries 
expressed interest in utilizing capacity self-
assessment tools for MfDR. In response, the 
OECD/DAC Joint Venture on MfDR gathered 
results experts from development agencies 
who shared their assessment instruments. In 
2008, a consulting team reviewed these in-
struments and assembled key questions that 
countries could use in a self-assessment. 
These are now packaged into a tool and 
methodology, the CAP-Scan.

Countries can employ CAP-Scan to identify 
and prioritize their MfDR needs, link these 
needs to the country’s development agenda, 
and assign roles and responsibilities for 
action areas to relevant stakeholders. The 
CAP-Scan was launched in 2008 during the 
Third High Level Forum on Aid Effectiveness 
in Ghana, Accra. Since then, three govern-
ments have piloted the CAP-Scan: Mauri-
tania (July 2008), Niger (April 2009) and 
Senegal (June 2009). Two key principles 
determined the success of the CAP-Scan as-
sessments: the initiative was demand driven 
and the countries owned and led the pro-
cess.

 

The team in charge of the CAP-Scan  
process in Niger
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Paul Houndonougbo

You indicated that it was not necessary at this stage to bring all the institutions together. I think that it was essential for partici-
pants to be representative of actors from the political, economic, and social spheres. Participation by civil society and private 
sector representatives was, in my view, therefore vital. This would have helped to drive the process based on a participatory 
approach at all stages.

Samer Hachem
It is clear that the self-assessment approach would have greater meaning if the group was expanded and if the approach was 
to encourage the establishment of the most diverse groups possible. I think that this issue needs to be examined over the long 
term: if it is true that the decision was made to pilot implementation exercises only in relatively small groups, the CAP-Scan 
approach must include successive iteration cycles, as is the case with MfDR capacity development, which is a comprehensive 
and lengthy change process. This will involve periodic reviews of the analytical framework, the group, and the priorities, by 
drawing lessons from past cycles. Expansion of the group will therefore naturally be a part of this process.

Abdel Aziz Ould Dahi
I have a number of questions arising from my experience as a facilitator for the CAP-Scan exercise in Senegal. Do you not 
think that the various CAP-Scan pillars should be weighted based on their relative importance? In other words, should the five 
CAP-Scan pillars be accorded the same degree of importance in an MfDR process?

Samer Hachem
This issue is very important, particularly with respect to the framework’s adaptation phase. One should not lose sight of the 
fact that the CAP-Scan is being implemented in a context where a number of assessments have already been conducted, 
focusing by and large on more specific aspects of MfDR, such as statistical capacity. The five-pillar approach stems from the 
recognition of the need to address MfDR capacity development in a systemic manner, with close interaction among the vari-
ous components. It should be recognized, however, that based on the context and the assessments that have already been 
conducted, the team can adjust the weighting of the pillars to focus the limited time of the exercise on lesser known aspects, 
but it is difficult to propose a uniform methodological response to this issue, which is first and foremost contextual.

Seydou Yayé
You are right to consider revising the weighting of the pillars, but I do not believe that this will be very useful. The aim is not 
to have an overall rating for the process, but to determine the capacity levels of each pillar and each dimension within these 
pillars in order to take action. If a weighting system is introduced, we run the risk of neglecting certain issues. Take for example 
the Planning and Budgeting pillar, which received a rating of 1.60 out of 4. The “budget coherence” dimension received a 
rating of 2.20 out of 4, while the “participation of actors” dimension only received a rating of 1 out of 4. To strengthen the 
capacities of this pillar, much greater emphasis must be placed on the dimension with a low rating, while maintaining, and 
even improving, the dimension with a high rating. In my view, this method makes it possible to prioritize the actions to be 
taken. I believe that this method is more appropriate for comparisons and the weighting issue can be reviewed, if necessary, 
on a case by case basis.

Samer Hachem
Having had the privilege of serving as a member of the teams that led the implementation of the CAP-Scan in Mauritania and 
Niger, I would like to shed some light on the tool and the approach. One of the main principles of the CAP-Scan approach is 
self-assessment, which results from the Paris Declaration that placed emphasis on country ownership and the use of national 
systems.

The objectivity of the self-assessment of government capacities by its actors attests to the legitimacy of the exercise. Four stages 
of capacity development in MfDR (awareness, experimentation, transition, and sustainable implementation) or baselines are 
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proposed to evaluate each component, which steers the wide range of opinions toward a factual description of the situation 
in order to have a more accurate picture of the capacity level.

The value and richness provided by this framework should, however, not mask a difficulty that is inherent in the implementa-
tion of the approach: ownership. The assessment framework is a treasure trove of information and must be assimilated in a 
relatively short period of time by all the participants to ensure that the discussions remain focused. This is why it is important 
to adapt the framework to each country’s context and conduct a two-phase assessment, first with meetings in small groups in 
each ministry, followed by a final intersectoral meeting – the forum for discussing various viewpoints, culminating in the final 
self-assessment of MfDR capacities.

CAP-Scan results
Seydou Yayé
After analyzing the preparation of the Niger CAP-Scan, we will now focus on the results of the self-assessment of the country’s 
MfDR capacity by underscoring the strengths and weaknesses of our capacities.

Self-assessment is focused on the five MfDR pillars. Each of these pillars was measured on a scale of one to four, in relation 
to the main capacity-building phases: awareness, experimentation, transition, and sustainable implementation. This process 
revealed that the pillars received a rating of between 1.50 and 2.50, with an overall average just slightly above 2, thus indi-
cating that capacities were fluctuating between the experimentation and transition phases. This result shows that the capacity-
building initiatives in Niger are still being considered in an isolated manner, but are producing significant initial changes.

The two pillars achieving the most progress are “Accountability and Partnerships” and “Statistical Capacity.” With respect to 
the first pillar, the result attests to the introduction of a sound, independent institutional mechanism for monitoring government 
action by judicial authorities, Parliament, or the media. Regarding Statistical Capacity, the strong result is the product of efforts 
to strengthen statistical capacity, particularly through the establishment of the National Statistics Institute and formulation of 
a national policy. The last national review of the PRSP 2008-2012 helped produce these impressive results, and is one of the 
strengths of the current mechanism.

This overall positive assessment should not mask certain weaknesses. The first weakness pertains to the “human” or “cultural” 
components of MfDR implementation under the Leadership pillar. In fact, the delegation of authority within the Government 
and human resource management received an unsatisfactory rating. Secondly, limitations pertaining to budgeting, which are 
still largely based on resources and not results, were also noted.

Far from being the norm, these weaknesses are already being overcome by certain sectors using more advanced practices 
that can be applied more generally within the entire Government. This is particularly true in the case of the health sector, 
whose MfDR capacities have been significantly strengthened in recent years. This sector has a policy that was outlined in 
a performance-oriented Health Development Plan (PDS). A decentralized planning system and M&E mechanism underpin 
the implementation of the PDS. Semi-annual and annual M&E and planning reviews are conducted and involve all actors, 
including civil society and the Technical and Financial Partners (TFPs). Planning and M&E are based on accurate results with 
performance indicators, particularly the measurement of staff performance. 

Below are the graphs providing the scores that the Government received during the CAP-Scan exercise in Niger, revealing the 
level of its capacities.

Average per pillar

Leadership

Evaluation &  Monitoring

Accountability & Partnerships

Planning & Budgeting

Statistical Capacity

0.0 0.5 1.0 1.5 2.0 2.5 3.0 3.5 4.0
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Abdou Karim Lo
The results of this self-assessment exercise indicate that leadership is a fundamental pillar that must be improved. In my 
opinion, the commitment and political will of the authorities are key to making progress in the other areas. I would like to 
know more about the measures taken to improve leadership. In analyzing the presentation of the results, I also noticed a gap 
between the scores obtained for planning and budgeting on the one hand, and M&E on the other. What does this gap mean?

Seydou Yayé
Regarding measures taken to enhance leadership, emphasis is placed on assigning responsibility and delegating authority to 
senior public officials, promoting decentralization, and strengthening human resource management.

Regarding the gap between planning and M&E, it is mainly the “participation of non-State actors in budget preparation” 
and the “preparation of the results-based budget” dimensions that lower the score on the Planning and Budgeting pillar. The 
budgets of the West African Economic and Monetary Union (WAEMU) countries have adopted a resource-based classification 

 

Results by dimension for three pillars

2.1 National planning geared to development results

2.2 Capacity for monitoring and evaluation of public policies

2.3 Information system and decision-support tools

2.4 System for measuring user satisfaction

2.5 Administration performance geared to development results

2.6 Harmonization of information requests by TFPs

2. Monitoring & Evaluation

0.0 1.0 2.0 3.0 4.0

1.1 Commitment

1.2 Clarity and articulation of development orientations

1.3 Participation of non-state actors

1.4 Responsibility and delegation at the level of senior officials of the Administration

1.5 Focus on the decentralization dimension

1.6 Change in management

1.7 Human resources management

1. Leadership

0.0 1.0 2.0 3.0 4.0

3.1 Budget consistency with national priorities

3.2 Budget preparation based on objectives and results

3.3 Participation of non-governmental actors in budget planning and preparation 

3.4 Intra-departmental coordination

3.5 Inter-sectoral coordination

3. Planning & Budgeting

0.0 1.0 2.0 3.0 4.0
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(debt, personnel, purchase of goods and services, transfers and grants, and investment). The general budget therefore gives 
no indication whatsoever of the results to be achieved. Furthermore, the results-based national planning dimension of the 
M&E pillar obtained a score of 3 out of 4, an indication that the sectoral programs and the poverty reduction strategy were 
designed using an MfDR approach, which naturally had a number of shortcomings, but the budgeting was still resource-
based. For the time being, there is a disconnect between planning and budgeting. This disconnect should be addressed 
shortly, especially after a decision by WAEMU urging its member countries to implement results-based budgeting by 2012.

Development of the action plan
Seydou Yayé
Once the Nigerien Government’s MfDR capacities were analyzed, we developed a capacity-building action plan on the last 
day of the final workshop. The priority actions of this plan were identified according to their level of priority and feasibility. The 
dimensions that obtained the lowest scores appeared at the top of the list of actions to be carried out. Their feasibility was then 
measured based on available and applicable resources, the short- and medium-term outcomes, and the technical, human, 
and political complexity. After this analysis of the results, we decided to focus on six dimensions.

Under the Leadership pillar, the focus is on the (1) assignment of responsibility and delegation to senior public officials, (2) 
integration of the decentralization dimension, and (3) human resource management. Regarding the Monitoring and Evalu-
ation pillar, (4) the user satisfaction measurement system, and (5) the Government’s performance in terms of development 
results are two of the key priorities of the action plan. The Planning and Budgeting pillar regards (6) results-based budgeting 
as a priority action to be implemented.

The action plan seeks to implement original actions, such as results-based budgeting and is a true road map for the develop-
ment of Niger’s MfDR capacities. It also contains a number of measures already included in other programming frameworks 
and documents. We have decided to create synergies between them. Most of the actions defined during the CAP-Scan are thus 
included in the PRSPs priority action plan and several capacity-building programs currently being developed or implemented.

The action plan actually reiterates a number of PRSP objectives, which seek to ensure that all sectors have a sectoral policy 
and a Medium Term Expenditure Framework that is aligned to the PRSP’s objectives. The objective of implementing a forward-
looking employment management and career management policy complements one of the measures of the Integrated Public 
Administration Modernization Program (PIMAP) launched in 2007. Likewise, the country’s PDS includes an information system 
and decision-making tools for the action plan in order to strengthen the health information system and thus manage epidem-
ics efficiently.

Boureima Gado
The CAP-Scan provides the tremendous advantage of building awareness on the need to coordinate the various public poli-
cies for MfDR. The action plan arising out of the Niger exercise demonstrates this with a judicious coordination of PRSP, PDS, 
and PIMAP components. Although these policies were not formulated at the same time and the formulation processes were 
different, the CAP-Scan has helped to overcome this difficulty and develop a coherent action plan.

Upon reviewing the action plan, it is evident that the actions identified are cross-cutting, and all place special emphasis on 
leadership, especially for human resource capacity building.

The success of the action plan is therefore contingent upon a clear political will that is perpetuated by the institutionalization 
of MfDR, which is formalized through legislation (law, decrees, orders) that is effectively enforced. Will the TFPs therefore have 
no alternative but to support efforts aimed at achieving real sustainable development?

Denis Jobin
I think that the institutionalization of MfDR is a step in the right direction. There should be a law to eliminate non-performing 
sectors and provide the necessary incentives to reward performance, through organizations’ budgets and employee bonuses. 
The role of the assessment and audits should be reviewed. Without these types of incentives, the institutional approach cannot 
be effective. In Canada, MfDR is institutionalized, but the incentive system that should support it is flawed and yields mixed 
results.
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Seydou Yayé
The best solution is to strengthen the actors’ reform and MfDR capacities. Institutionalization should therefore adopt a carrot 
and stick approach, that is, be both rigid and flexible. 

Samer Hachem
The issue of institutionalization and the introduction of a legal framework for MfDR are presented in the CAP-Scan as linked 
to the issue of leadership. The drafting of a single law is certainly inadequate if the mechanisms for its enforcement and its 
subsequent monitoring are not clear. But this nevertheless raises a fundamental question: what are the chances of success of 
modernization movements in countries where resources and hence initiatives are often fragmented?

Paul Houndonougbo
In my opinion, the issue of institutionalization is not the most important. Institutionalization is easy once the decision is made. 
The problem lies with applicability and its monitoring. This is not about institutionalizing MfDR just for formality’s sake. This 
would be pointless if there are not enough resources to ensure that it is effectively applied. This tool would be welcome in Af-
rican countries to reduce poor management of public affairs. Despite the existence of legislation to prevent this, however, the 
situation is only getting worse. Each project manager could be made accountable for his/her results. I think this is a method 
that would make MfDR effective.

Implementation of measures identified
Seydou Yayé
At this point in our discussion, we need to focus on the final stage of the CAP-Scan,: the implementation of its action plan for 
the sustainable improvement of the Nigerien Government’s MfDR capacities.

To achieve this, a dissemination and monitoring plan, and a plan for the operationalization of the action plan was developed. 
Both plans call for the internalization of the process within the Government, as well as by the TFPs and civil society, and for 
the institutionalization of the exercise through its actors. A high level of participation sought to garner strong support for the 
actions to be executed. In this context, an inclusive communication strategy and an effective monitoring mechanism were 
proposed. After a review of the implementation of the plan dissemination process, we will analyze its monitoring. 

Communication strategy. Seven target audiences have been identified by this strategy to encourage knowledge sharing and 
enhance the capacity building discussion. This means also involving other actors who did not participate directly in the CAP-
Scan assessment whose support is critical to its success. The audience includes ministries, the Parliament, deconcentrated 
government entities, decentralized entities, TFPs, trade unions, NGOs, and development associations.

The results of the Cap-Scan will be made available to participating ministries once the action plan is approved by the secre-
taries-general. The support of the latter for the conclusions of the plan was one of the important innovations of the process. 
Through this process, inter-sectoral collaboration was strengthened and the responsibilities of each actor were allocated and 
finalized.

Monitoring mechanism. Efforts geared toward the implementation of the proposed actions were shared with the relevant 
actors and arrangements were made for the specific monitoring of the MfDR capacity-building plan. All capacity-building pro-
grams were taken into account and supports for MfDR identified. Many actors involved in the process attended conferences, 
seminars, and workshops at which the results of the CAP-Scan exercise were presented and discussed.

Instead of creating new monitoring entities, monitoring will be done by existing entities that play important roles in the na-
tional M&E system. Implementation will be reviewed semi-annually by the Secretary-Generals. The technical committee of the 
CAP-Scan team will also monitor progress on a quarterly basis. The General Directorate of Development Program Assessment 
team produces a semi-annual progress report, while the Office of Studies and Programming for Technical Ministries monitors 
actions at the sector level. Finally, a review of the action plan pilot is conducted on a yearly basis based on the PRSP review.
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Introduction
Dr. Rosa Muraguri-Mwololo
The Division of Global Environment Facility Coordination (GEF) works in developing countries and 
countries with transition economies to support projects that address six major challenges to the 
health of the biosphere that sustains us all: (a) conservation and sustenance of biological diversity, 
(b) mitigation of climate change and its effects, (c) management of international waters, (d) preven-
tion and reduction of releases of persistent organic pollutants, (e) deterrence of land degradation 
and (f) protection of the ozone layer. Each of these focal areas is aligned with an international 
convention to protect the environment, and GEF financing is strictly for projects that either improve 
the global situation or reduce risks to it. 

Managing for results on this scale is exceptionally challenging. Global environmental issues are 
inherently complex. Solving them involves multiple disciplines and stakeholders straddle a wide 
range of countries, communities and institutions. Because everyone is affected GEF is intended to 
help mobilize the efforts of countries that often feel the effects first but have the least resources to 
deal with them. That said, a substantial number of the projects we support have a transnational 
systemic focus and others are multiregional. Projects have been proposed, designed, and executed 
by a broad range of actors, and GEF works with a wide variety of strategic partners. 

Unlike some UN development agencies, the GEF lacks clear and clean pathways to results. Some 
of the six focal areas are relatively young and others are unbelievably complex, factors that pose 
unique problems at the design stage. The nature of global environmental problems and the effort 
to craft solutions is dynamic and ever changing, which makes managing for results an intricate 
and demanding undertaking. One must not only identify and promote the elements of a solution, 
but manage the diverse interests, goals and capacity of partners, as well as their constantly shifting 
priorities, to get there. It’s like juggling on a pogo stick.

What I would like to do is invite you on a journey through the complex pathways we follow to 
obtain global environmental results. It involves delicate balancing acts and trade-offs taken at 
critical turns. I invite discussion of how challenges have been overcome and ask you to explore 
with me the implications of dealing with the “sins of commission and omission” when managing 
for development results.

Our expedition will be exciting and hopefully rewarding. Feel free to ask questions about what 
we will see and perhaps overlook along the way, and share your experience and perspectives to 
invigorate a dynamic dialogue with the entire AfCoP community.

The attribution vs. contribution debate
Zaam Ssali
I understand several agencies are working together on GEF’s programs. From your per-

spective, how do they reconcile their particular contribution to the results GEF works to obtain as 
a whole? Usually an organization wants to clearly plot its contributions to a given outcome, which 
is often difficult even when one isn’t working in partnership. Ownership in this case would seem to 
be ambiguous and that must raise issues?

Dick van Blitterswijk 
Zaam Ssali has picked up the “hot potato” practitioners usually don’t want to touch—
measuring contribution versus attribution. Within “its” projects an organization may well 

narrow the lens and try to highlight what it alone has achieved (attribution), while GEF involves a 
wide-frame picture that captures the whole troupe of actors “jointly” collaborating to solve a global 
problem. Success is not going to be attributable to one voice so it’s going to have to be measured 
in a different way.
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Dr. Rosa Muraguri-Mwololo
The United Nations Development Programme (UNDP), the United Nations Environment Programme (UNEP) and the World Bank 
are the three main implementing agencies of the GEF. However, seven other executing agencies have come on board over the 
years. The GEF secretariat is at the World Bank headquarters in Washington, D.C.

Given that GEF is the largest financial mechanism for global environmental protection, and that it is funded by donor countries, 
most of whom are OECD members, the imperative for delivering results is nonnegotiable. It is understood that all projects from 
all agencies must contribute to the same corporate results.

Challenges in reporting results for various organizations
Samer Hachem
Did you encounter difficulties in reconciling result reporting requirements of UNDP with those coming from the GEF Secretariat?

Dr. Rosa Muraguri-Mwololo
All agencies implementing the facility have different results reporting formats. UNEP-GEF has been continually modifying its 
format—which gave me the impression it was responding to practical program needs rather than satisfying “boiler plate” de-
mands issued by the GEF secretariat. Project Implementation Reports (PIRs) of course took into account some guidelines from the 
secretariat. A PIR is very comprehensive and deliberately designed to elicit detailed project information that comprehensively and 
coherently captures progress toward planned results. 

This system also serves as an early warning system of things going wrong. However, like any other iterative communication tool, 
the PIR depends on good, systematic and organized feedback loops. Ideally, the monitoring data should tell, at any point of 
the project, a cohesive story on the progress towards anticipated change in the status or conditions of identified environmental 
problems.

Results obtained by GEF with MfDR methods
Tamirat Yacob
Can you share some GEF results that were achieved using MfDR principles? And how did MfDR facilitate those achievements? 
On a personal note, what are the MfDR challenges and opportunities you faced as a consultant working in the GEF? 

Dr. Rosa Muraguri-Mwololo
One of the lessons learned is an old one. My experience in GEF has reaffirmed a basic principle of Results-Based Management 
(RBM)—the tone and seriousness of implementation in the organization is set by top leadership. If leadership is not firm and fully 
supportive throughout, RBM could face considerable resistance at first, and backsliding later on. At best, the application will be 
ad hoc, leading to inconsistent results and making the process prone to regression. 

In compiling the Annual Results Report 2006–07, I was tasked with spelling out for readers (through hard evidence) what 
changes DGEF projects were making in identified global environmental problems. This was GEF’s first such report, so in creating 
it, I faced several challenges:

• Locating compelling data-based evidence for each of the six areas of focus 

• Finding out if independent end-of-project evaluation reports existed for 2006 and 2007

• Even if such evaluations existed, weighing the likelihood that all the planned outcomes were yet to fully mature 

• Deciding how to frame GEF results that were not “typical” in the sense that some projects, for instance, were approved 
solely to develop policy frameworks while others were designed to generate and convey global knowledge or were 
tightly focused on developing new tools and methods rather than impacting the environment directly
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• Putting the evaluated projects into context since most had been approved in the early days of GEF (1999–2003) and 
lacked the strong focus on RBM principles that characterize the most recent efforts. 

That last point was particularly vexing. Looking for evidentiary results data in projects that were not designed, implemented and 
monitored using such a framework is a huge challenge. One of the key results from such projects is in fact the need for a better 
framework going forward.

Sheila Daunt Escandon
Can you elaborate some more about the “unique problems” posed by the relatively new and complex focal areas of the GEF—
what sort of problems did they pose in the design phase and how were the difficulties dealt with? What lessons were learned in 
addressing (or perhaps in not addressing) these issues?

Dr. Rosa Muraguri-Mwololo
A real problem was getting standard indicators. Developing Specific, Measurable, Achievable, Relevant and Time-bound (SMART) 
indicators for any project is a trying exercise, but try developing them for a project exploring new horizons like repairing and 
protecting the ozone layer! Managing for results in these complex, multi-county, multi-partner projects has made me realize how 
important it is to identify and respond to the many factors involved from the outset. The design phase can really make or break 
a project of this sort. Maybe you can catch up later on, but it’s better whenever possible to be ahead of the curve. Yet the efforts 
to develop indicators increase mutual understanding of the global environmental issues and create possibilities for clarifying to 
project implementing agencies what the endeavor is finally all about.

Sins of omission in MfDR
Peter Warui Kinyanjui
I’d like to discuss one of the main “sins of omission” in Managing for Results—the failure during program and project design to 
build in short- as well as medium-term performance measurement of output achievement. The conventional wisdom for a long 
time now has been to begin serious project performance measurements during a midterm evaluation process, when it would be 
much better to design a system of continuous measurement from the outset. That could help keep the project from straying off 
course rather than waiting to find out about problems or opportunities in hindsight, when it may be too late to do anything about 
either. What does this mean practically? Most program designs require simplified performance measurement tools and reporting 
structures to succeed. GEF could play a constructive role by ensuring that such processes are incorporated in programs in which 
they are investing for Environmental Results.

Dick van Blitterswijk 
It is definitely important to promote a continuous focus on performance and achievements of real change and registered impact. 
Monitoring is a prime way of collecting, analyzing and using information for learning, decision making and accountability. Yet 
outcome and impact are not necessarily the same. The first is continuous while the latter takes considerable time to reveal itself. 
This suggests that while the change focus should be continuous, actual measurement might be periodic, during evaluations for 
instance. Outcome and impact indicators are essential for on-point evaluations, and should be formulated before project activi-
ties begin to avoid “reasoning backwards.”

Dr. Rosa Muraguri-Mwololo
I agree that one the big “sins of omission” during the design phase is not building in performance measurements. Giving the 
go-ahead and funding such projects shows a poor appreciation for results, not to mention a lack of concern about maximizing 
the return on expenditure of taxpayers’ money. Midterm evaluations in projects without measurable indicators are a mess. The 
evaluator ends up creating indicators after the fact, and lacking solid data forces the evaluator into using language that becomes 
very cautious.
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As you rightly mentioned, project staff should not wait for midterm reviews to tell them whether—metaphorically speaking—“the 
duck they aimed at is still in sight or how far away it has wandered.” To remain relevant and responsive, a program or project 
must be flexible in implementation of activities while keeping a steady eye on what the outcomes are. Preoccupation with outputs 
should be reoriented toward a focus on the outcomes (that is, focus on the big picture—seeing the forest not just the trees).

RBM insists on having time to reflect and puts a premium on learning. Such reflective working styles are difficult when staff feel 
swamped with work. Learning and reflecting, hence, become a real challenge. 

Dick van Blitterswijk 
Dr. Muraguri-Mwololo is reminding us of the importance of the “soft side” of MfDR/RBM (maybe the hardest part to get right). 
Working styles, space to reflect, a premium on learning (and questioning each other constructively to get at the reality rather than 
to score points) requires a supportive organizational culture that does not always exist when MfDR begins. If RBM is to work well, 
then leadership needs to understand the importance of developing such a culture and provide incentives for it.

Sylvester Obong’o
Environmental matters tend to traverse political boundaries or even regional administrative boundaries so meeting the chal-
lenges they pose must do likewise. How do programs ensure such boundaries are not a limiting factor?  Secondly, what is the 
common results measurement level—output or impact?

Dr. Rosa Muraguri-Mwololo 
GEF often works through regional cooperation to solve problems across boundaries. Standardized guidelines and modes of 
operation are established; formalized agreements are signed by ministers creating clear lines of coordination and communica-
tion; and data to inform policy makers and steer implementation is packaged and disseminated.

You ask me to specify the common results measurement? Well the nature of our work means that,it depends. Because of GEF’s 
oversight and normative mandate, many projects only generate outputs—documents that give guidelines or common indicators 
to be used by governments, or methods for complying with environmental standards as stipulated in convention protocols. Other 
projects, however, have clear outcomes that register as observable change in the identified problem that the project was trying 
to solve. So we use both because GEF is not an implementing agency per se—it’s a financing facility that is demand driven, 
responding only to requests that come from countries or institutions.

Dick van Blitterswijk 
I want to pick up on something that was said earlier. From an MfDR point of view, a financing facility should strive constantly for 
“value for money,” and this value should be created at a certain stage at the level of the six areas of GEF focus. Funding guide-
lines or formulation of common indicators is part of what is needed, but the investment becomes really meaningful if it can be 
linked later on to use and thus real compliance with environmental standards.

Dealing with the MfDR capacity of GEF’s partners
Dr. Rosa Muraguri-Mwololo
The challenge of varying RBM capacity and changing priorities among GEF partners is real. Indeed many different partnership 
formulas exist in GEF, and efforts may involve one or more think tanks, scientific agencies, development institutions, govern-
ments, universities, policy makers, private sector enterprises or associations, NGOs, communities and other United Nations, 
bilateral and multilateral agencies (the World Bank and the four regional development banks), and regional bodies like the New 
Partnership for Africa’s Development.

GEF helps partners manage for results through training and by creating opportunities for them to apply MfDR knowledge in 
practice. They also are expected to create indicators for progress and monitoring plans in a participatory manner. 
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While this approach can be time consuming and costly, it is a time-tested “best practice” for creating partner capacity and com-
mitment to manage for results. The partner learns by doing and gets more committed to results when the benefits are revealed. 
GEF underlines its commitment to this process by allocating budgets for participatory processes that ensure transfer of RBM 
knowledge to its partners.

Partnerships at GEF create and sustain global environmental results. Weak individual and institutional capacity in managing for 
results is a hurdle many organizations are struggling to surmount. Membership in AfCoP is one way to address this problem. 
However, there is no simple answer. We know that the transfer of RBM knowledge to individuals and institutions will always be a 
work in progress. 

Dick van Blitterswijk 
This is a great example. Development of indicators (measurement) is often seen as a burden imposed from the outside and as 
an administrative obligation rather than a key to better implementation. But even before you get to outcomes, one of the main 
values of indicators occurs during the attempt to formulate them, when the struggle is on to figure out how to really “capture the 
desired change.” Doing this in a participatory way creates enormous possibility for learning and mutual understanding, as well 
as heightened commitment to achieving possible results.

Anonymous 
I am interested in learning more about what you call “delicate balancing acts and trade-offs taken at critical turns.” What did GEF 
need to balance? What aspects made the balancing so delicate? What trade-offs were required, and why?  Reading between 
the lines, you seem to be hinting at a critical aspect of RBM that implementation of it soon reveals—we can’t deliver the prefect 
model of analysis. 

Dr. Rosa Muraguri-Mwololo 
Managing for results requires program scientists at GEF to keep a good balancing act and continually make trade-offs. What 
does this mean in practice? It means keeping an eye on the outcome while monitoring the process and adjusting a host of vari-
ables. Midcourse changes could involve interruptions in resource flows (exchange rate downturns or unexpected donor budget 
cuts, for instance), requiring an adjustment in the scope of the problem to be attacked or in the strategy for getting the desired 
results. A change in key assumptions about the nature of the problem itself also could derail the project unless a new and more 
suitable strategy can be devised. The change might be provoked by monitoring that uncovered some alarming data, or by a 
scientific finding independent of the particular project or program. 

The variables can seem endless. Anything from a change in the external political, economic or social context to a shake-up in 
partner commitment can carry huge implications. In making implementation decisions, GEF staff may be forced to curtail the 
project scope, find new partners, dilute some planned services or omit some planned outputs.

Getting to the desired results is seldom straightforward. There will always be unexpected surprises that must either be circum-
vented (despite the cost in time and money) or ignored (which may well put the project in peril). When we describe the logical 
framework matrix as a living document, we mean it has to respond (through its outputs and activities) to changing internal and 
external contexts while keeping focused on the planned outcomes.

Managing for results is a skill, like defensive driving. One learns to become adept by doing and by learning to anticipate unfore-
seen problems and risks and to proactively plan mitigation strategies for likely contingencies. You cannot afford to be inattentive 
or the project will crash!

Sheila Daunt Escandon
Can you share your insights about how managers and staff balance the demands of fund-raising for projects (which may include 
finding resources to cover their own salary) and monitoring for results? How do you recommend balancing these priorities? Can 
you speak about how managers keep staff empowered, keep the funds flowing and deliver results in environments that are less 
than perfect for applying MfDR?
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Dr. Rosa Muraguri-Mwololo
Anybody who has worked in development knows very well how important fund-raising is in the whole development business and 
how competitive and time consuming it can actually get. Balancing fund-raising and RBM application is sometimes an impos-
sible task for staff. 

When one’s survival in an organization is based on whether funds can be raised to cover programs and salary, results monitor-
ing becomes secondary and keeping jobs becomes paramount. Management’s unspoken message to staff in this circumstance 
is “fund-raise or perish.” The emphasis emphatically is not on results.

Management experts warn that no matter how well designed a process like RBM is, it isn’t going to work and be sustained if the 
culture (how things are done) does not change to support the new system. So the question is, “What are progressive organiza-
tions doing to empower staff to create results while keeping the coffers full?”

One approach I have seen work with some organizations is the creation of a corporate budgeted master plan. This strategic 
plan serves a double purpose. It allows the organization to align its program planning and priorities with itemized budgets, and 
use the document to fund-raise on behalf of all programs. Core organizational budgets can also be used to support some of 
the programs. This reduces staff time spent on fund-raising. With funds for their programs and salaries in place, staff become 
empowered to achieve and are made accountable for project results. Fund-raising using one master plan seems to work better 
and attracts more funding than when individuals are left to court potential donors on their own. 
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Introduction1

José C. Ravelonandro
Development interventions have highly positive effects and impacts on poverty reduction that 
are largely unrecognized owing to a lack of information sharing . To enhance the effectiveness 
of these interventions and avoid repeating the same mistakes while promoting widespread suc-
cess, a knowledge management process needs to be put in place. This process should focus 
on encouraging stakeholders to analyze and disseminate information related to their activities.

For this reason, the International Fund for Agricultural Development (IFAD) piloted a Monitoring 
and Evaluation and Knowledge Management System (SEGS) in conjunction with the Government 
of Madagascar between 2007 and 2009 and integrated this system into project documents. In 
light of its success, other African countries are preparing to follow suit.

The following discussion, conducted with the support of the entire SEGS team, focuses on five 
articles published between July and September 2009, which are listed sequentially:

1. The M&E system in the Upper Mandraré Basin Project 

2. The country program bottom-up approach to M&E 

3. The knowledge management and communication process

4. Relations with the IFAD MfDR framework

5. Links with the Malagasy State’s MfDR framework 

I. The M&E System in the Upper Mandraré Basin Project

The Upper Mandraré Basin Development Project (PHBM), executed between 2001 and 2008 
in different sectors of a remote region in Madagascar’s deep south, achieved the following 
development results: a 75 percent increase in family income, the introduction of local planning 
activities, the literacy of more than 6,600 adults, the development of 4,000 to 5,000 hectares of 
rice fields, the establishment of a savings and loan mutual fund, and the provision of access to 
the region through an improved road network.

During project implementation, sustained efforts were made to have the project move toward 
optimal management of its interventions to achieve expected results. The improvement of its 
M&E system is part of the SEGS initiative, provided for in the Country Strategic Opportunities 
Paper (COSOP) for Madagascar for 2007 to 2012.

The PHBM, an integrated rural development project, has an impact on more than 100,000 
residents. It was conducted in the southern part of the island following periods of severe famine 
in the 1990s. The very sparsely populated Upper Mandraré Basin is a region with fertile soil and 
numerous temporary waterways. For this reason, it possesses great potential for rice production. 
At the time of its mid-term review in 2005, this project had developed several initiatives aimed at 
establishing a sound M&E system to assist with decision making. It was facing:

• A lack of harmonization of monitoring and reporting requirements among the various 
partners;

• Delays with the clarification of the M&E logical framework and indicators;

• A lack of initial capacity and high turnover of M&E project officers;

• A lack of awareness and mobilization on the part of the project team and local partners, 
including beneficiaries and their associations; and

• Delays with the preparation of progress reports and irregular circulation of these reports.
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In 2006 the M&E unit, headed by Alain Razafindratsima and under the leadership of Andriananiainasoa Rakotondratsima, 
started to implement a system compliant with Managing for Development Results (MfDR) requirements. To achieve this change, 
the team took action on several fronts, which included an internal reorganization of staff, a series of training sessions, and a 
national workshop. In 2008, I started working as a Monitoring and Evaluation and Knowledge Management Specialist in IFAD’s 
Country Program Unit (CAPFIDA) in Madagascar, which was under the oversight of the General Secretariat of the Malagasy 
Ministry of Agriculture, Livestock, and Fisheries (MAEP).

Since then, the team has reached many milestones that have contributed to the success of the PHBM. Though its objectives 
remain the same given that they had been negotiated between the Government and IFAD, the logical framework of the project 
and its M&E indicators were discussed again internally and with partners in order to be completely finalized. The M&E computer 
system was gradually improved with assistance from a national consultant until it became fully operational in 2007, thus making 
it possible to use the vast amount of data compiled since 1998.

Samer Hachem
I imagine that the logical framework review process was a participatory one. However, more specifically, have you established 
joint working groups composed of the project team and beneficiaries? How were indicators chosen?

Furthermore, you mentioned, as one of the challenges faced, the lack of harmonization of monitoring and reporting require-
ments among the various partners. How has implementing the new system improved the situation?

José C. Ravelonandro
Improvement of the logical framework was critical to ensure that results-based management was used in the case of the PHBM. 
The original version of this document had too many features that made it cumbersome. For example, the description of activities 
and monitoring indicators did not accurately reflect the situation. The project management unit, the MAEP, the project steering 
committee, community development committees, and support entities all participated in the review.

Before the mid-term review mission validated the improvements, the review process entailed the following steps:

• Start of the process after the annual supervision missions of the United Nations Office for Project Services (UNOPS) 
and IFAD;

• Discussion with the stakeholders of the need to review the existing logical framework;

• Preparation of the proposal for improvement by the PHBM M&E unit; and

• Organization of a workshop to validate the new logical framework.

Regarding the second point, the requirements of development partners are quite often different with respect to formats, time 
frame, and the content of reports, despite the fact that operational teams devote a considerable amount of time to the prepara-
tion of these reports. A harmonization effort has facilitated the establishment of standards acceptable to everyone. As a result, 
since 2008, the IFAD portfolio projects in Madagascar have been using the same scorecard format and sharing indicators 
nomenclature as well as joint collection methods. Through a computerized data processing system, each project can meet the 
specific requirements of partners. The PHBM is the first MAEP project that has automated this system. Finally, the key factor is the 
tool’s orientation toward the provision of customized M&E products, namely reports suited to the needs of each development 
partner (roughly between 25 and roughly 50 results indicators for the technician in charge of implementation).

II. The Country Program Bottom-up approach to M&E 

José C. Ravelonandro
We will now examine the national M&E Improvement Framework used for example by the PHBM, and specifically, the integration 
of the IFAD funded MAEP rural development information systems.

SEGS’s M&E system is made up of two levels: the project level and the country program level. The first is based on the use of a 
logical framework for the implementation of project operations. This framework facilitates planning, adjustments, and reporting 
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to the various entities. The second is based on country program monitoring by aggregating data generated at the project level 
in the context of COSOP results. The two levels are linked by reports and an online database.

For each project, M&E officers prepare a semi-annual narrative and quantitative monitoring report. The narrative portion is 
based on the objectives of the project’s logical framework and contains several sections related to the implementation and pro-
jected program for the following six-month period. This report is supplemented by annexes providing quantitative data summa-
rizing the activity, indicators of the logical framework and the Results and Impact Management System (RIMS), as well as financial 
data. The latter are cross-referenced and developed using charts and then analyzed and discussed by M&E project officers. This 
technical and financial monitoring process facilitates rapid assessment of the effectiveness and progress of operations.

The data generated by the projects in this system are then aggregated in Antananarivo. As an M&E specialist, I analyze and then 
enter them in an offline database because of Internet connection problems in the country. After this, we use a web application 
to put them on the country program’s website. These data are also used to make thematic maps on the activities, results, and 
impacts of the different projects and project concept and country program notes. The table below illustrates the data path, from 
the time of collection in the field to the time they are uploaded.

Dick van Blitterswijk 
The problems you have identified are encountered by a fair number of practitioners. The task of clarifying objectives is as im-
portant as it is difficult. This always requires the ability to predict the future while describing a process of change. In addition, 
monitoring and evaluation are too often viewed as administrative functions, when they in fact also entail management functions 
oriented toward learning, decision making, and team building. Consequently, steps must be taken to ensure that M&E work is 
the object of adequate attention, capacity, and sustainability. Lastly, I think that the provision of information on a regular basis 
related to both successes and setbacks, along with the appropriate feedback, will facilitate awareness building, mobilization, and 
the production of reports in a timely manner.

You have explained very clearly that the SEGS Initiative in Madagascar is applied at both the national and project levels. This 
leads me to ask you the following questions: 

1. Do you encounter problems with the attribution of development results at the regional level?
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2. How do you aggregate the different data? While this is relatively easy in the case of literacy campaigns and the 
development of irrigated areas, what procedure is adopted in the case of evaluating the introduction of a local 
planning activity?

3. Could you elaborate on the use of data related to learning and decision making?

José C. Ravelonandro
1. The concern regarding the attribution of PHBM results is not a major one, given that this project is carried out in 

a zone that has great potential but is also very remote. The PHBM project is the only initiative conducting activities 
in this area. 

2. To measure local planning activities, the project uses results and performance indicators such as the number of 
community action plans prepared and incorporated into local administration programs. The project supported 
planning process led by and for the local population has four main outputs: community plans related to conserva-
tion, development, agricultural development, and village community development.

3. In the local planning process, decisions are made by taking into account the information collected through the 
project M&E system. The latter also provides other agricultural data useful for both technical experts and farmers.

III. The Knowledge Management and Communication Process 

José C. Ravelonandro
Like most development projects, communication related to the PHBM and other projects in Madagascar has, for a long time, 
entailed awareness-building, information sharing, and the dissemination of techniques which, when all is said and done, are 
very conventional methods.

Over time, as part of the effort to improve the M&E system of this project, communication has become an essential link in a 
value chain targeting results-based management, by creating a continuum with M&E and knowledge management. Several 
types of technical information are incorporated into M&E tools, which are analyzed in a knowledge management system and 
then disseminated through communications channels as diverse as the target audiences of this information at the local, na-
tional, and international levels. 
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The tools used for this purpose facilitate the two-way exchange of performance-related information – from the project to the 
public and vice versa. This information is provided not only to the usual group of stakeholders selected in this component, but to 
the greatest number possible. Consequently, there are several interactive channels of communication, in particular the Internet 
and local radio.

Communicating results for everyone’s benefit. As with all Malagasy projects financed by IFAD, the PHBM has its own website. 
In addition to the presentation of project activities, this website provides information on monitoring of the main performance 
indicators. The website leads the user directly to case stud-
ies that are later disseminated to various specialized mag-
azines and networks, and incorporated into the CAPFIDA 
site. These sites also have e-libraries, photos, and videos.

Using the radio to develop local knowledge. This web pres-
ence exists in parallel with a local initiative. Through Ra-
dio Feon’i Mandrare or “the Voice of Mandraré,” the target 
populations have become familiar with PHBM programs. In 
addition to the success in the areas of behavioral change 
and greater knowledge of improved living conditions, hun-
dreds of radio broadcasts have served to whet the people’s 
appetite for information and have developed local knowl-
edge. Given the lack of any media presence in this remote 
area of Madagascar, this rural radio station has made it 
possible to gather information useful for project adjustment.

 

Bénélim Djimadoumbay Ningueta
I would like to share our experience in Chad in the context of the Peace Program organized through an initiative spearheaded by 
the Academy for Educational Development, in conjunction with Equal Access, a U.S. nongovernmental organization specializing 
in communication for development.

Our focus is on good governance and on opportunities available to young people. Following team training, we instituted two 
radio programs: a magazine program on good governance and a radio series. This initiative, a first for Chad, produced 104 
radio magazines and programs.

We also use text messaging to receive feedback from listeners who tune in to our programs broadcast on 12 radio stations. These 
messages allow us to understand and get to know our audience.

José C. Ravelonandro
This system you describe in Chad is interesting and innovative. It employs a tool that we all use every day. In Madagascar, the 
Rural Income Promotion Program being executed in the eastern part of the country has just entered into an agreement called 
BAZAR-MADA with the mobile telecommunications company ZAIN to promote the use of cellular telephones as one dimension 
of an information system and development policy. This agreement has the potential to become a technical benchmark than can 
be shared with other development partners.

Mamadou Abdou Gaoh Sani
Your experience in the area of communication is very interesting. In Niger, the Tillabéri and Tahoua North Regions Poverty Allevia-
tion Program (LUCOP) started its interventions in January 2004. Two years later, emphasis was being placed on communication 
by linking it to M&E; hence the establishment of an M&E and Communications unit. This unit is responsible for centralizing and 
disseminating information and for facilitating the analysis and use of results. It is also tasked with heightening the visibility of 
LUCOP, emphasizing key topics, preparing summaries and recommendations for the steering committee, and coordinating the 
M&E systems of LUCOP units in order to implement a coordinated M&E system.
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To fulfill the unit’s responsibilities, the LUCOP team has established a dedicated website, started both an internal and an external 
newspaper with a circulation of 2,000 copies, established several collaboration frameworks along with a reporting mechanism, 
organized annual meetings, and drawn up service provision contracts with rural and community radio stations to promote good 
practices and gather information.

IV. Relations with the IFAD MfDR Framework 

José C. Ravelonandro
The work of LUCOP is in line with the work we are doing in our area to combine M&E, knowledge management, and commu-
nication. Your website certainly provides innovative ideas and good practices that we hope to be able to adapt and reproduce.

Linking project M&E with the mechanisms of financial partners is a challenge frequently encountered on the ground. The PHBM 
faces the same challenge. The successful launch of the M&E system is due to the fact that the local team knew how to work within 
the respective frameworks of the partner institutions, namely the Ministry of Agriculture and IFAD. The latter is firmly committed to 
MfDR, in particular in two major areas – applying its general principles and incorporating project data into its information system. 

Observance of Principles. Managing for Development Results at IFAD seeks to harmonize performance to ensure that human 
and financial resources are properly aligned with the priorities of its strategic framework. This performance is measured through 
a Results Measurement Framework (RMF). In the operational sphere, this includes the following main areas: improved country 
program management, project formulation, implementation capacity, and stronger commitments and international partnerships. 
At the organizational level, improvements in the following main areas have been identified: resource mobilization and resource 
management, human resources, risk management, and administrative effectiveness.

The success of the RMF lies mainly in the sound implementation of country program M&E and knowledge management systems. 
The SEGS Initiative, which serves as the framework for PHBM M&E reform, seeks to strengthen and ensure this success through 
implementation on the ground of the following MfDR principles:

• Giving priority to collaboration on results at all stages of the development process;

• Aligning programming, monitoring, and evaluation with results;

• Streamlining procedures for measurements and the preparation of reports;

• Adopting an approach to management that is “based on” rather than “built around” results; and

• Using results-related information for learning and decision making.

Combing the project and IFAD system into one. The SEGS Initiative is structured as a pyramid. Each level entails specific activities 
and tools.

The component parts of the pyramid that form the structure of the CAPFIDA site are directly linked to the tools of the Government 
and IFAD information system.

Decisions making based on good knowledge of the 
context to best manage for development results

Dissemination of knowledge through appropriate chan-
nels including ICT-based tools

Success factors and best practices are examined trough 
case studies

Improved M&E systems informing on projects  or pro-
gram performance

Collect and storage of technical and financial data 
(physical, electronic, offline and online).

Policy 
Dialogue

Communication

Knowledge Management

Monitoring and Evaluation

Resource Center
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Firmin Seke di Makwala
I would like to know how I can have access to this project document and whether you have developed an M&E manual, as well 
as a project tool kit.

José C. Ravelonandro
You can find our reference document, M&E manual, and various reports on our project websites. We plan to assess the SEGS 
Initiative early next year. Once this assessment has been completed, we intend to publish another reference document outlining 
actual experiences and providing guidelines for the general application of such an approach.

V. Links with the Malagasy State’s MfDR Framework

José C. Ravelonandro
At the end of this exchange, we would like to contribute to discussions related to the alignment of the SEGS and the national 
system by demonstrating how the national development framework of the MAP (Madagascar Action Plan) is synchronized with 
the Integrated System of Monitoring and Evaluation (SNISE) to link operations designed to achieve development results.

In line with the 2020 “Madagascar Naturally” vision and the Millennium Development Goals, the MAP seeks to achieve signifi-
cant results by 2012 by making the planning system more ambitious and results oriented. The MAP objectives are classified into 
eight commitments, which are divided into 54 challenges. 

The SNISE ensures the establishment of a MAP M&E process, which includes a results matrix. One hundred and twenty-six priority 
areas are closely monitored. The institutional mechanism adopted by decree in 2008 involves different committees and private 
and State entities, in which the Office of the Prime Minister and the Ministry of the Economy play a central role.

The Ministry of Economy plays a lead role in sending data forward. At the lower levels, the de-concentrated services and all min-
istries are responsible for data collection. The recipients of these reports are the ministries themselves, the National Assembly and 
the Senate, professional groups, civil society organizations, and the technical and financial partners. Of the 43 SNISE indicators 
pertaining to “rural development” commitments, 14, or one-third, have been accorded priority. They are the subject of semian-
nual and annual reports prepared by the MAEP.

The SNISE is seeking to clarify the Government’s actions, the indicators of which serve as a frame of reference for the preparation 
of the annual general policy. At this level, discussions, consultations, and decisions tend to converge around SNISE indicators, 
although at the moment, they are not widely used by stakeholders on the ground, who are more focused on their own activities.

The problems with the integration of the SNISE are structural (doubts regarding the reliability of the information provided, lack 
of capacity and ability to assess effectiveness) and institutional (administrative change). In fact, since early 2009, the country 
has been plagued by institutional and political instability, which resulted in an abrupt change of political leadership followed by 
the extensive reshuffling of officials in the central and de-concentrated administrations, as well as the suspension of foreign aid.

In the medium term, the MAP, with support from the SNISE, is contributing to the gradual establishment of a culture of results. It 
is therefore much easier for any project planner to link activities with national results.

Conclusion
Since 2007, the SEGS Initiative has combined M&E, knowledge management, and communication in order to identify, develop, 
and disseminate information on gains made and knowledge on the ground as effectively as possible so as to enhance the impact 
of development interventions and ensure their sustainability. Over a two-year period, numerous MfDR challenges have arisen, 
particularly with the emergence of a platform for information sharing, the restructuring of M&E systems, and the alignment of 
project management with the country program strategy and the agricultural sectoral program introduced by the Government.

As for SEGS’ future, plans exist to strengthen the participation of teams on the ground and beneficiaries in the initiative, to dis-
seminate information on the experience throughout Africa, and to continue discussions with communities on international prac-
tices with the goals of improving the system.
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Resources
IFAD, Cadre d’orientation stratégique des opérations à Madagascar, 2007.

SEGS Initiative website: www.segs-mada.net

FIDAFRIQUE website: http://www.ifadafrica.org

CAPFIDA website: www.capfida.mg

IFAD website: www.ifad.org

PHBM website: www.phbm.mg

RIMS website: http://www.ifad.org/operations/rims

www.segs-mada.net
 http://www.ifadafrica.org
www.capfida.mg
www.ifad.org 
www.phbm.mg 
http://www.ifad.org/operations/rims
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Commentators

Introduction
Ledule Bosch
The South African Social Security Agency (SASSA) is the arm of government that dispenses social 
grants to the poor and the vulnerable. Well over R 70 billion (US$9.5 billion) has been chan-
neled through the program in a five-year span. Given expenditure of this magnitude, the gov-
ernment naturally would like to know whether its money is being spent correctly. Is it reaching the 
intended beneficiaries and creating the anticipated changes to their lives? After all, the motto of 
SASSA is: “paying the right social grant, to the right people, at the right time and place, “njalo” 
(Njalo means always).

In fulfilling its mandate, SASSA faces myriad challenges, among which are to (a) provide com-
prehensive social security services to vulnerable groups whose true social needs are often difficult 
to assess, (b) deliver quality services to beneficiaries despite the shortage of skilled staff, and (c) 
overcome widespread fraud and leakages in coverage. The government needs for SASSA to say 
whether theft or fraudulent activities are endemic to the system of delivering grants or among 
officials tasked with giving them out. 

To render services in an efficient and effective manner, the government has allowed SASSA to 
introduce what is referred to as an Integrated Results-based Monitoring and Evaluation (M&E) 
framework. Simply put, this framework seeks to manage or track the results of social assistance 
interventions from the beginning to the end of giving someone a social grant.

SASSA introduced an M&E unit whose purpose was to champion results-based monitoring and 
evaluation as a management practice for adoption by all branches within the agency, including 
those at the provincial, district and local levels who render services to beneficiaries. The unit 
applies time-tested M&E methods, tools and strategies. It also develops and improves monitor-
ing and evaluation skills among SASSA staff through Communication Plans and Strategies. The 
overall intention is to find out whether or not our social grants actually benefit recipients by al-
leviating poverty-stricken circumstances, allowing children to go to school, helping adults find 
work, or enabling senior citizens to spend the rest of their lives with dignity.

Proving to government how our social grants have made a difference will make it easier for us to 
continue rendering essential services to citizens. The challenge is: how can we say with certainty 
that our delivery of social grants is substantially responsible for improvements in citizen’s lives 
when so many other interventions might claim the same impact?

Sithole Humbe
To show the grant’s contribution, can you simply have a standalone M&E system run-
ning parallel with other nongovernmental organizations (NGOs) or political programs 
and apply the independent benchmarks from similar implementing countries like Zim-

babwe to your situation? The government should not be competing with private players, but 
where necessary, the independent contributor can cover the gap. The government is aiming at 
the same impacts, which it might have failed in the first place. Government should be expected 
to meet its mandatory services delivery before political promises as soon it is in the driver’s seat.

Ledule Bosch
Our countries obviously have exciting lessons to share. But no regime can effectively 
govern or manage its fiscal resources without investing in results-based M&E. Neither 

ignorance nor a blind eye to performance is ever a recipe for good governance. The South Afri-
can government is working hard to improve its performance by creating systems to measure and 
help understand its performance.

Managing for Development Results within the South African  
Social Security Agency

Dr. Ledule Bosch is the General 
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Evaluation Department at the South 
African Social Security Agency 
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Political will and buy-in are necessary for the discipline of M&E to take hold, and that has been articulated in the establish-
ment by the Presidency of the Ministry of Performance Monitoring & Evaluation & Administration. It is now critical for SASSA 
to urgently consider application of time-tested M&E tools and strategies to assess the overall effectiveness and efficiency of its 
policies and programs. A crucial test of decision making is how real evidence is brought to bear on the process. Development 
of this new ministry comes at a key time with the start of a new political administration in South Africa.

Public access to results
Hannah J Cooper
Does the public have access to the findings of your Integrated Results-based Monitoring and Evaluation framework? How do 
you disseminate the information found through your work?

Ledule Bosch
The public accesses our Results-based Monitoring & Evaluation Framework via the Internet as well as at government informa-
tion centers called “One Stop Show Multi-Purpose Centers,” which are spread throughout South Africa, especially in rural 
areas. Hard copies are also distributed in all nine provinces and the municipalities by government, NGOs and civil society 
organizations.

We developed a Communication and Dissemination strategy for rolling out the framework. The results of data analysis and 
key research findings are communicated to internal and external stakeholders, strategic partners and the general public 
through monthly statistical reports, brochures, flyers, fact sheets, newsletters, and a dedicated M&E Web page.

Because data travels and the journey involves transformation into information and knowledge, we developed standardized 
procedures and strategies for appraising partners, politicians and oversight bodies about M&E findings. We can confidently 
say that the response has been overwhelming.

Defining criteria to select beneficiaries
Tamirat Yacob
From your description, you seem more concentrated on the Monitoring side. Do you have any experience in going beyond 
Monitoring and integrating your lessons into future work?  I know so many countries that struggle with the “E” side of M&E. 

Additionally, what specific criteria do you use to select your beneficiaries? 

Correctly registering and getting full information on the status of beneficiaries before putting them into the program lets you 
do before-and-after analysis, using paired sample t-tests to compare or at least to see what impact your program has had on 
recipients. I think this approach will also give some guidance for future interventions, too.

Ledule Bosch
We are talking results management, so yes, we are now focusing on the demand side of our M&E system, which is Evaluation. 
We have already rolled out our Multi-Year Evaluation Plan 2007–11. The period of our plan adheres to government priorities 
of the Medium -Term Strategic Framework.

Our Social Assistance Program has a clear set of selection criteria. The M&E System evaluates the targeting for each program, 
distinguishing between selection criteria (intended beneficiaries) and outcomes (actual beneficiaries). For targeting criteria, 
our analysis describes the explicit or implicit goals of the program and the intended beneficiary groups, the targeting mecha-
nisms used, self-selection mechanisms and or/resource allocation criteria, and analysis of targeting outcomes using available 
data to assess the characteristics of actual beneficiaries.  Our evaluation also measures leakage to unintended beneficiaries 
(errors of inclusion) to capture target efficiency.

We are doing our best to ensure that full information about our beneficiaries is collected before they enter the program.
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The debate between contribution v. attribution
Zaam Ssali
The challenge you are highlighting is common to all of us working in the development arena. Increasingly, organizations, 
agencies and institutions are being asked to show results from their work and finding these are hard questions to answer. 
Confusion between contribution and attribution is easy because the boundaries are difficult to define.

As we all know, attributing positive results to our organization’s interventions sounds nice. It’s what we want to hear. But reality 
is more complex. There are multiple contributors to any result, many of which are out of an organization’s control. Consider-
ation of how your organization has contributed to a desired result is actually more credible than claiming the credit as yours 
alone.

The real issue is to show the relationships between what has happened on the ground and your work as an organization. The 
options in your case could be as follows:

1. Was a theory of change (ToC) prepared when the M&E Framework was developed for the SASSA? A ToC can be 
useful at the evaluation stage when comparisons are made between what was predicted would happen and what 
actually happened. Variances from the analysis will provide clues about how aid can be improved, while areas that 
match up will support attribution of results to your organization’s work. That is, SASSA can consider itself successful 
if the analysis presents strong indications that the evaluation results are consistent with your ToC.

2. Did all regions start receiving grants at the same time or did the roll-out occur in phases? If the latter was the case, 
you could evaluate and compare the various regions by the order in which services began or between participants 
and who has not received any at all. The ethical considerations for this option are important to note because you 
could be accused of intentional phasing for purposes unrelated to the logistics of service delivery, in particular of 
having denied one region for the sole purpose of establishing ‘random controls.’ Debates surrounding this issue 
are ongoing.

3. What are the feedback mechanisms in place between SASSA and its grantees? A proactive mechanism could be 
initiated that allows grantees to provide information about what they think does and doesn’t work, and generates 
insights about both.

4. Good working relationships with other actors in the sector may also be useful. Joint evaluations could be carried 
out to facilitate information sharing. This could sharpen your analyses and hopefully create a better understanding 
of what your contribution has been.

5. As we have previously discussed within the AfCoP, communication in MfDR is very important. Top managers need to 
understand that attribution of results to one organization is very difficult, that contribution is the way to go. Evidence 
should be given to them about how the work of SASSA is contributing to change, which will prove very encouraging 
in the long run.

In conclusion, if SASSA’s vision is to improve the lives of the population, contributing to that outcome is more important than 
sorting through whom exactly achieved what. If organizations only invest in M&E to prove that their work caused a change, 
then the times ahead could be more challenging for everyone.  These options may sound simple, but implemented in the right 
way they will be very rewarding, though it may take some time to achieve.

Ledule Bosch
Thank you for your elaborate comments—suggestions as well as questions posed. Let me present the following points in 
response:

1. In October 2002, the Cabinet of South Africa approved centralization of social assistance grant making, which had 
long been a provincial responsibility, through establishment of a new dedicated national agency. The SASSA was 
established in 2006, so a theory of change preceded the agency’s creation.

2. The rationale for the centralization and its establishment in SASSA was driven by the need for more effective admin-
istration of social assistance grants, reducing waste and slashing fraud so that resources saved could be channeled 
to those most in need. The major focus was to start with the poorest regions of South Africa where poverty and 
vulnerability was the order of the day. 
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3. The feedback mechanisms between SASSA and the people it serves include beneficiary report cards, annual 
beneficiary satisfaction surveys, and presidential and ministerial “Imbizos” (gatherings by politicians, government 
officials and the public, including beneficiaries, for feedback on service delivery issues).

4. South Africa has a Country Partnership Strategy with various partners, including the World Bank. The Social Safety 
Net and the Evaluations Component of the World Bank have been key players in technical assistance and training. 
Numerous impact evaluation studies around our Social Assistance Programme have been undertaken. 

5. Buy-in and the use of evaluation findings by top management of SASSA still remains a challenge. Decisions are still 
based on anecdotes and not yet informed by empirical evidence. We are working on that.

Addressing the skills shortages
Sheila Daunt Escandon
You outline three challenges the SASSA faces in fulfilling its mandate. Can you speak a bit more about how your M&E systems 
help the SASSA address these challenges? Specifically, how is the SASSA assessing the social needs of vulnerable groups—it 
must be challenging to establish indicators when the needs are hard to define! What are the skill shortages and, more impor-
tantly, how are you identifying them? And finally, how do you address and assess fraud and leakages?

Ledule Bosch
1. SASSA assesses the needs of beneficiaries in different ways, but most importantly, according to the eligibility criteria 

approved by Government. 

2. The skills shortages were defined through a skills matrix analysis, and necessary programs were tailored to address 
some of the needs, obviously within the financial constraints. The Capacity Development Strategy was then devised 
as part of the Integrated Results-based M&E to address such skills gaps. We are hoping to have full implementation 
of that strategy once funds have been made available as well as donors have been identified.

3. You ask how SASSA detects fraud.  It discovers incorrect payments in a variety of ways, including information from 
the public, regular payment checks and data matching.

How do we investigate an allegation or a suspicion?  It depends on the information and the situation.  A letter may be sent to 
the beneficiary for benefit review, and an interview scheduled at a SASSA Service and Pay Point, at the beneficiary’s home or 
at another suitable place.  SASSA can check income details through a beneficiary’s last payments via the banking system. Of 
course this may not tell us much since the majority of our beneficiaries are not bankable. We work largely in a cash economy 
environment. 

MfDR from a distance
Anonymous
What has been your experience in being an M&E champion in such a large agency, filtering down to a very grass-roots de-
livery of services? How did you ensure that you reached across such distances? It must be so challenging to be a champion 
from the national level to the provincial level to the local level, from concept to implementation. What were your challenges? 
What were your successes? What is your advice from what you learned?

Ledule Bosch
To avoid imposing a uniform solution on highly diverse situations, our Integrated Results-based M&E Framework establishes 
mechanisms nationally, regionally and locally for appropriate responses.

Regions are expected to analyze their specific context and circumstances in line with the framework. We performed extensive 
consultations to derive the common understanding about the nature of our work that served as the basis for decentralized 
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institutional and governance mechanisms to address the needs of beneficiaries. Regional M&E Guidelines were prepared and 
training conducted with regional staff whom would be doing the monitoring and reporting.

And this was a challenge. Designing an integrated results-based M&E system implies that provincial districts and local offices 
of SASSA also have the capacity to monitor and evaluate the efficiency, effectiveness, reach and quality of service provision. 
Monitoring and evaluation had to be part of the daily culture and practice of the agency. The real challenge though was 
to move beyond mere counting to encourage a strong evaluation culture within SASSA that would shape how its work with 
beneficiaries was planned and done.   

Therefore, the underlying challenge was to get past the numbers to determine the real outcomes and impact of SASSA’s social 
grants. 

SASSA’s Integrated Community Outreach Program—Results on the Ground
To give a clear sense of how results played out in the field within this case, I spent the last three weeks of my online discussion 
focusing on a specific project called the “Integrated Community Outreach Programme” (ICROP).  It addresses the large num-
bers of eligible people who do not access social grants because they live in remote rural areas that make it difficult to travel to 
town to apply. Through our trucks and the use of modern technology, we are now able to register them where they live, and 
they are also able to hear the outcome of their applications in one day, We are sending out a message that no matter where 
you live, government services can and will come to you.  

Conclusion
Ledule Bosch 
My online discussion and the engagement on this topic endorse the fact that M&E is a core function of Public Sector Manage-
ment. Through this case, I have attempted to ascertain and assess the effectiveness of SASSA’s programs in achieving the ex-
pected results, outcomes and impacts. I reiterated this point through the example of ICROP, a program responsive to the needs 
and priorities of the poor and vulnerable citizens of RSA and which delivers various programs to achieve the desired results.   

My engagement in these discussions have proved beyond doubt that the SASSA’s approach is in line with international best 
practice models where modern management agenda requires managers to look beyond activities and outputs to focus on 
actual results—the impacts and effects of their programs or policies.  I have learnt from these discussions that managing for 
results requires attention from the beginning of an initiative to its end. It means clearly defining the results to be achieved, 
delivering the programs or service, measuring and evaluating performance, and making adjustments to improve both effi-
ciency and effectiveness. It also means reporting on performance in ways that distinguish program strengths and weaknesses. 
I salute the AfCoP and its Secretariat for this outstanding work and wish it goes from strength to strength to make Africa a 
better place to live in.
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Introduction
Sierra Leone is endowed with vast natural resources but remains one of the poorest countries on 
earth.1  External funding can help bridge one of the most critical gaps responsible for this extreme 
paradox by helping build a culture to optimally deliver public services. The state also needs stron-
ger management capacity to sustain results. As the country works to recover from a long civil war 
(1991-2001), overcoming this “resource management gap” is vital since that brutal conflict has been 
largely attributed to bad governance and corruption.2  

After several years of effort, it is an appropriate moment for surveying the landscape of results man-
agement in Sierra Leone. Some of the news is encouraging. Real GDP annual growth in the early 
post conflict period 2004-2008 has averaged 6.8 percent. Inflation and exchange rates also indicate 
economic recovery and stability are taking hold. Yet these macroeconomic signposts do not appear 
to have translated into improved household welfare. More than 65 percent of the country’s popula-
tion still lives in absolute poverty while 26 percent lives in extreme poverty. Youth unemployment is 
stuck at 70 percent. Infant and under-five mortality rates are among the highest in the world at 89 
and 140 per 1,000 live births, respectively. This contradiction persists even though Sierra Leone is 
reported to be among the countries that have received the highest per capita donor support over the 
past few years. 

The objective of this case study is to review Sierra Leone’s experience applying the principles of 
managing for development results (MfDR) and share the lessons learned. It tracks the evolution of 
MfDR practices and policy direction and the challenges encountered along the way. More specifically 
it examines implementation of the Performance Tracking Table (PTT), a tool being used to hold the 
public sector accountable for its stewardship in delivering goods and services. 

In Sierra Leone, MfDR is being used to reorient the public sector toward development policies that 
optimize the impact of scarce public resources. Efforts are under way to walk the entire civil service 
through the corridors of the new management system. The Ministry of Finance and Economic Devel-
opment is playing a pivotal role in reviewing the government’s approach to development financing 
to ensure resource allocation is grounded in measurable performance. 

To carry out this case study, a detailed desk review was undertaken. Expert and public perceptions of 
MfDR implementation and of the PTT in particular were solicited.

Evolution of the MfDR Concept and Practices in Sierra Leone
Genesis of the Results Agenda
MfDR was identified as a useful management tool at the end of the 11-year civil war when the state 
concluded that sustainable socioeconomic development and lasting peace depended on improved 
governance in the delivery of public services. The Government of Sierra Leone (GoSL) started articu-
lating participatory poverty reduction strategies, beginning with an Interim Poverty Reduction Strategy 
Paper (2001-2004) to address the challenges of the immediate post conflict situation. Comprehen-
sive Poverty Reduction Strategy Papers (PRSPs) followed, building on gains from previous develop-
ment programs. 

1 Sierra Leone was ranked last in the UN Human Development Reports for 2001, 2002, 2003, 2004, 2007 
and 2008; it was second to last in 2006, after Niger; the latter is now fourth from the bottom while Sierra Leone 
reclaimed the lowest position in the latest report (2007/08).
2 Sierra Leone Poverty Reduction Strategy Paper I, 2005, Development Assistance Coordination Office, Ministry of 
Finance and Economic Development.
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Structural Reforms
Various structural reforms have been undertaken at the macro- and microeconomic levels. The government participates in a poverty 
reduction and growth facility (PRGF) with the International Monetary Fund (IMF), setting benchmarks to monitor macroeconomic targets. 
The national budget process now employs a medium-term expenditure framework (MTEF) to ensure performance-based budgeting by 
ministries, departments, and agencies. This requires state bodies to link their annual and medium-term plans to expected outputs/out-
comes using indicators defined to measure progress in implementation. A fiscal priority framework has been introduced to ring-fence 
expenditures on sectors believed to contribute most directly to poverty reduction. The government’s domestic revenue generation is now 
coordinated by a central, semi-autonomous authority; and a National Privatization Commission has been established to coordinate 
the government divestiture program. To ensure that governance is brought close to the people, local councils were restored following 
enactment of the Local Government Act of 2004. An Anticorruption Commission also was established to guide public and private sector 
conduct in service delivery. 

Citizen Participation in the Monitoring of Government Programs
The government has adopted participatory budgeting calling for public scrutiny of sectoral policies and planned expenditures. Civil 
society organizations are actively involved in policy and budget hearings. Deliberations are aired live on an integrated radio network 
allowing for phone-in responses from all parts of the country. The end product of these deliberations, the budget speech, is presented 
to Parliament for further scrutiny. To strengthen sectoral budget execution, public expenditure tracking surveys (PETS) were introduced 
and conducted with support from development partners. However, PETS do not fully reveal whether planned services were provided, or 
if provided, whether recipients were satisfied with the services.3  Thus service delivery and perception surveys (SDPS) were introduced to 
complement the PETS. The PETS are coordinated within the Ministry of Finance and Economic Development (MoFED), while the biannual 
SDPS are coordinated by an independent research institution.  

Monitoring and evaluation of the PRSP is done separately by the government and civil society organizations. Their findings can comple-
ment, but sometimes contradict, each other. 4 Field validations of central government assessments about development progress are 
conducted to determine how well macro reports reflect local realities. Specialized research studies also have been conducted within the 
framework of poverty and social impact assessments of policy application.

Aid Coordination and Public Financial Management
The government has been confronted with the huge task of setting up a robust system for aid coordination. Since 2004, a two-tier struc-
ture has been put in place. At the top is the Development Partners’ Committee (DEPAC), a donor-government dialogue forum that meets 
periodically to discuss national development issues. The lower tier is the Development Assistance Coordination Office  (DACO), 5 which 
provides technical support to DEPAC. DACO tracks and reports on external aid, and coordinates the implementation, monitoring and 
evaluation of the PRSP. In addition, a structure was established within MoFED to coordinate public financial management (PFM) reforms, 
including donor practices. Periodic evaluation of PFM progress is done internally and externally through the World Bank–supported 
Public Expenditure and Financial Accountability (PEFA) assessment framework. 

Sierra Leone is a signatory to the Paris Declaration and has been assessed on its implementation of the declaration’s principle.6  Ancillary 
pacts were entered into between the government and in-country donors on improving development results, including the Harmonization 
Partnership (2006), the Improved Governance and Accountability Pact (2006), and the Nine Action Points (2005). These agreements 
were entered into bilaterally or multilaterally to accelerate the country’s development process and were benchmarked.

3 PETS track the flow of public resources from the point of budget allocation to their intended destination in frontline service delivery facilities. For example, 
it attempts to ascertain whether resources from central government reach community facilities such as primary schools, community health posts, and farmers 
associations. Determination of whether the intended beneficiaries are satisfied with service delivery, however, is carried out through surveys coordinated by 
nongovernmental research institutions.
4 For instance, the government was largely in disagreement with a 2006 poverty monitoring report on the implementation of projects funded through the 
Heavily Indebted Poor Countries (HIPC) initiative. The report (entitled “The Stolen Happiness”) was jointly produced by two of the country’s leading civil society 
organizations—the Network Movement for Justice and Development and the Civil Society Alternative Process of Sierra Leone. While acknowledging successful 
implementation of some HIPC projects, a number of others were reported to be unsuccessful due to lack of community involvement in identification of needs, 
project design and implementation; use of poor quality material; politicization of contract awards; and so on.
5 Situated in the Office of the Vice President until 2008, DACO was relocated into the Ministry of Finance and Economic Development when a new adminis-
tration took office.
6 The survey on the implementation of the Paris Declaration was conducted in Sierra Leone in 2007. It was carried out by the government with support from 
its donor partners, especially the African Development Bank and the Organisation for Economic Co-operation and Development.
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The Role of the Office of the President
The Office of the Presidency has politically championed MfDR in Sierra Leone. The strategy and policy unit within the president’s office 
coordinates the government’s results-based management system, using the performance tracking table as a vital tool. Other MfDR 
projects coordinated within the office are (a) the open government initiative to facilitate interaction between the government and the 
grassroots by organizing meetings in venues such as village and town squares; (b) the attitudinal change project to enlist public support 
for optimization of national objectives; and (c) the Office of the Diaspora to coordinate efforts to encourage citizens living abroad to 
return home and help address capacity gaps in the civil service. Civil service reform also is now being coordinated by the president’s 
office to muster the political support needed to address the capacity challenges within public administration.

Introduction of the Performance Tracking Table 
Sierra Leone’s policies and structures in managing for development results are new and, as noted above, have largely been initiated 
by the president’s office. A mechanism is in place to involve civil society and nongovernmental organizations (NGOs) in the process, 
and there is strong potential for policy dialogue. Since public service reporting is so new, there has been a gradual introduction of the 
concept into mainstream activities. 

A key step occurred in 2006, with the introduction of the Performance Tracking Table (PTT). The PTT requires all public institutions to 
report progress on program implementation in their respective sectors, and they are scored for performance. All ministers must sign 
Performance Management Contracts keyed to the PTT to ensure that they account for their stewardship on a quarterly basis. Between 
2006 and 2007, when the state was governed by the Sierra Leone People’s Party (SLPP), ministers reported to the vice president. Follow-
ing the election of the All People’s Congress (APC) party, the PTT was popularized, and now all ministries, departments and agencies 
report directly to the president. 

The PTT is receiving positive feedback as a planning tool. During training sessions for ministries, departments and agencies, officials 
have become extremely excited about its logic as a “concise, straightforward and strategic marketing tool that one can use to sell sectoral 
programs to donors” (See Box 1).

Under the previous SLPP administration, the PTT pit ministers against each other during quarterly progress review sessions chaired by 
the vice president. It created a platform for one minister to openly oppose another owing to the institutional linkages of the ministries 
and wealth of knowledge some ministers had about the localities where certain projects were purportedly executed. In some instances, 
ministers naturally disagreed with one another on reporting a process or an activity as a desired result.

Due to his firm commitment to achieving results, and in the spirit of carrying 
out the good initiative of the preceding government, the current president, 
Earnest Bai Koroma, has developed the practice of visiting ministries, de-
partments, and agencies unannounced. For example, he recently visited the 
Ministry of Agriculture, Forestry and Food Security at a time when delayed 
implementation of an agricultural project had aroused suspicions of pos-
sible corrupt practices by project management. The visit was televised. The 
president appeared frustrated, and immediately called for an investigation 
of project management, with anyone found culpable to be dismissed. His 
action was well received by the public. 

In his inaugural speeches and in the media, President Earnest Bai Koroma 
has promised to run Sierra Leone like a business to maximize profit for the 
public good. He directly participates in the monitoring of key infrastructure 
projects, regularly visiting various road building projects and the prominent 
Bumbuna Hydroelectric Power Project that has been under construction for 
more than 30 years. Quarterly results of the PTT are publicized and non-
performing ministers and agency heads are admonished. The president 
reshuffled his cabinet about a year after assuming office, dropping some 
ministers while shifting others to different ministries. 

Box 1:  PTT Value Added
The PTT promotes institutional accountability in exe-
cuting planned program at all levels, enhances man-
agement supervision and control over planned poli-
cies and programs, enhances identification of specific 
problems hindering program implementation, en-
sures regular reporting on progress in carrying out 
programs, and provides the opportunity for timely 
responses to overcome obstacles to implementation.

“[I]t comes out so logically; a beautiful...promotion 
tool; this can make donors easily buy into the minis-
try’s policies, plans and programs.”       

     — Summation of comments by officials in the Min-
istry of Social Welfare, Gender and Children’s Affairs 
during computer training on the use of the PTT
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Challenges to Application of MfDR Principles 
Capacity Constraints
Internalizing MfDR principles in Sierra Leone is a herculean task. Six years ago, the culture for effective management of public results 
was completely absent.7  Currently there is very high demand for results from the citizenry, but this is seriously constrained by weak pub-
lic administration capacity to implement government policies and programs.8  The capacity to effectively formulate policy, and to plan 
and manage projects, is very low. Very few sectors can boast of professional staff with adequate development planning backgrounds. 
The task is further complicated by the uncertainty of resource flows. Efficient and effective financial planning is a serious challenge in a 
country where the national budget has been riskily dependent on donors.

Ideally, an effective results-based management system requires a solid infrastructure foundation. Among other things this means a 
steady supply of electrical power, access to information technology, and a high degree of computer literacy. All these are currently lack-
ing. There is also ongoing need for a dynamic and proactive political leadership that moves the results agenda forward by laying out 
clear goals, ensuring systematic supervision and reporting, setting clear lines of responsibility, streamlining the institutional structure, 
creating room for innovation and risk taking, and promoting effective coordination.9  

Weak Incentives
Much remains to be done in implementing recommended reforms to transform the civil 
service. Getting the incentive system right for civil servants is indispensable if the country 
is to successfully implement development programs. Box 2 communicates a serious con-
cern expressed by a public sector reform expert interviewed during a governance study on 
socioeconomic development in Sierra Leone.10  Any nation, but especially a fragile and 
poor country like Sierra Leone, runs a risk when it exposes public officials to transactions 
susceptible to corruption in the absence of a good pay structure.

Besides creating a climate for corruption, a poor pay structure can accelerate the flight 
of human capital. “It is displeasing to note that out of the 179 countries that fielded UN 
Volunteers in 2007, Sierra Leone had the third-highest number (224) of volunteers after the Philippines and Italy leaving for other coun-
tries.” 11  Therefore, a key recommendation has been to increase remuneration of public servants to the extent possible to retain them.

Could MfDR Be Political Rhetoric? 
In some parts of the world, the application of MfDR principles is viewed as a rhetorical flourish rather than an operational reality. Advice 
from Shah12  about participatory budgeting is worth consideration in this light:

“Participatory budgeting comes with significant risks. Participatory processes can be captured by interest groups. Such 
processes can mask the undemocratic, exclusive, or elite nature of public decision making, giving the appearance of 
broader participation and inclusive governance while using public funds to advance the interests of powerful elites….
[It] can conceal and reinforce existing injustices.” 

Well-intentioned practitioners would do well to heed this warning of the hidden forces they may encounter in the process of institut-
ing management for development results. As noted by Kusek and Rist13 (2004) on the construction of a results-based monitoring and 
evaluation system, some public officials may perceive the reform as an attack on the public service rather than an effort to deliver better 
public services.

7 Zwanikken, M. et al. 1994. Capacity Assessment for Public Sector Management and Decentralization Programming Mission, Sierra Leone Aide-Memoire, 
Management Development and Governance Division, United Nations Development Programme.
8 Sierra Leone Poverty Reduction Strategy Paper II, 2009.Development Assistance Coordination Office, Ministry of Finance and Economic Development..
9 McLeod, H 2006. Managing by Results: Basic Principles and Concepts. Presentation at a workshop organized for government ministries and departments 
and agencies, Office of the Vice-President, Freetown, Sierra Leone.
10 Bangura, S.,2009. A Situational Analysis of Sierra Leone Socio-Economic Development, The African Peer Review Mechanism Process in Sierra Leone, Minis-
try of Presidential and Public Affairs, Freetown, Sierra Leone.
11 United Nations Volunteers (UNV) 2007. 2007 Annual Report United Nations Development Programme, as cited by Bangura (2009).
12 Shah, A., 2005. Participatory Budgeting, Public Sector Governance and Accountability Series, the World Bank.
13 Kusek J.Z. and Rist C.R. 2004. Ten Steps to a Results-Based Monitoring and Evaluation System: A Handbook for Development Practitioners. Washington 
D.C., World Bank.

Box 2: Concern by a Public Sector 
Reform Expert
“[I]t is risky, for instance, paying a 
university graduate only Le 300,000 
(about US$100) a month with so much 
expectation from his or her parents and 
relatives while he or she is handling 
procurement of goods and services run-
ning into millions/billions of leones.”

Source: Bangura (2009) 
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Diminishing Returns in the Complexity of Aid Coordination
Post-conflict Sierra Leone has witnessed intensified efforts to strengthen aid management for better development results. Nonetheless, 
a number of problems continue. Aid management is still being carried out by a range of uncoordinated institutions; alignment of assis-
tance to the national development framework leaves huge room for improvement; donor participation in the online aid tracking system 
through uploading and updating information about their support leaves much to be desired; despite an improved country system—a 
strong public financial management and procurement system—only four donors provide support through the government budget, sug-
gesting that issues of “limited confidence” exist between the government and its partners.14  As a result external assistance has become 
very unpredictable, drastically affecting budget planning and performance. The limited absorptive capacity of the government has also 
been a constraint to aid utilization, while the uneven quality of technical assistance is another issue of concern since a good proportion 
of it has been donor driven.

Addressing the Challenges
The challenges facing President Koroma in moving forward with his results agenda are daunting, including letting citizens and politi-
cians know that government employees can be well compensated without being corrupt. One step would be to extend the Performance 
Tracking Table beyond merely asking public service providers to regularly report on their activities. There should be sustained field visits, 
expenditure tracking, and public perception surveys. There is a need to regularly publish performance results as an incentive for the 
public service to do more. The government should continue to strengthen the Anti-Corruption Commission and its overall public financial 
management and procurement system. This has great potential to improve donor confidence and trust in the government. The Govern-
ment of Sierra Leone should fast-track finalization and implementation of the Aid Policy. It is also important for the revised NGO policy to 
be brought into force. Enhancing the enabling environment for private sector participation in development is extremely critical, including 
the need to step up government capacity to mobilize domestic revenue. 

Using Country Self-Assessment to further MfDR 
Sierra Leone’s accession to the African Peer Review Mechanism (APRM) process has the potential to enhance the government’s drive for 
good governance in the delivery of public goods and services. The APRM is a country-self assessment monitoring tool employed by the 
African Union’s New Partnership for Africa’s Development (NEPAD) framework, which is aimed at encouraging states to adopt policies, 
standards, and practices of good governance to promote political stability, high economic growth, sustainable development, and accel-
erated continental integration. The end products of the governance assessment process include a self-assessment report by the country 
on its overall governance architecture and a program of action to improve service delivery. The Government of Sierra Leone is currently 
commissioning the self-assessment study. The APRM is expected to yield recommendations for action to ensure a more focused results 
agenda for the country, with a lean, rationalized, and proactive institutional framework. 

Conclusion 
Sierra Leone is new to MfDR but has huge potential to become a success story. The country is relatively small, with a manageable popu-
lation size of five million. It has an abundant natural resource base that could be much more effectively managed to support better 
public services. There is strong political will and demonstrated commitment to advance the results agenda. The major risks in making 
the administrative transition include the proliferation of MfDR units with overlapping and duplicated functions. As we have seen, upgrad-
ing the weak incentive system for public servants is also critical. More broadly, it is also true that more effective governance breeds the 
conditions for better governance. Accelerating the implementation of poverty reduction strategies to address, among other things, the 
high rates of youth unemployment, would help create a virtuous circle. Poverty reduction would reduce the dependency ratio, thereby 
lessening the burden on those who are employed and minimizing the susceptibility of public officials to corruption. This would improve 
the incentive system for public officials and help ensure reorientation toward national development results.  

14 Paris Declaration Survey on Sierra Leone, 2008. Development Assistance Coordination Office, Ministry of Finance and Economic Development; and Aid 
Policy for Sierra Leone, 2009. Draft, Development Assistance Coordination Office, Ministry of Finance and Economic Development
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Launched by the Government in 2001 and operating in pilot phase since 2002, far-reaching budget 
reform will soon be incorporated into the organic budget law of the Kingdom of Morocco. This wide-
spread implementation across government will improve the effectiveness and efficiency of public 
expenditure, which are key components of managing for development results. More than just a tech-
nical reform, the budget reform is an integral part of this new vision for public sector management. 1

Background and Context
Since the application of the Dahir or King’s decree of June 9, 1917, which established public ac-
counting, Morocco has steadily improved its public financial system based on a sound and compre-
hensive body of law. 

A series of fundamental State budget reforms was launched following the promulgation of the 
constitutions of 1962, 1970, 1972, and 1996. Subsequently, the 1996 constitutional revision estab-
lished a bicameral system which led to the adoption of the 1998 revised organic budget law that 
regulates annual budget laws. The main contributions of this revised law are: 

• The introduction of a new timetable for adopting the budget law;

• The clarification of budgetary principles;

• Streamlining the State budget by eliminating supplementary budgets and reducing special 
Treasury account categories;

• Enhanced transparency with respect to the Parliament;

• Simplification of appropriations and budget management procedures; and

• Supervision of exemptions granted to the Government.

The administration’s operations were however, still hampered by the following issues:

• excessive centralization of expertise, resources, and of appropriations;

• overstaffing at the central administration level;

• restrictive budgetary and financial procedures;

• a lack of mobility of personnel due to the absence of delegation and dissemination of infor-
mation; 

• an overly fastidious and costly control system;

• complex circuits and procedures;

• the absence of localized management;

• difficulty in gaining access to information;

• the absence of accountability owing to the lack of clearly defined responsibilities;

• the provision of poor service to citizens, and unethical conduct. 

The pilot activities launched in 2001 sought to address all of these shortcomings. An organic law 
on the budget laws of Morocco will soon ensure their general implementation in all government 
departments in the country. 

* Translated from French
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Objective
This reform process seeks to streamline administrative structures, simplify procedures, improve performance, and enhance the quality of 
the services provided. All of these are key measures that contribute to the competitiveness and sustainable development of the country, 
while ensuring the medium-term viability of its macroeconomic framework. To this end, the reform seeks to: 

• Provide better quality services at the lowest cost by strengthening the effectiveness of the administration’s work and streamlining 
its expenditures through the introduction of an innovative budgetary mechanism. This budget mechanism gives responsibilities to 
managers in return for their commitment to achieve the predetermined objectives and assesses their achievement in relation to 
expenditures made, and on the development of performance-based control and accounts rendering on the other;

• Develop and strengthen the decentralization process necessary for the introduction of local management of public administration 
aligned with populations’ concerns;

• Develop on-line government tools to facilitate public access to budget and administrative services information; and

• Reaffirm the strategic role of human resource management for a modern, efficient, accountable, and citizen-oriented administra-
tion, and a key component of the reform process.

Approach
Instead of adopting a “shock therapy” implementation strategy, a comprehensive and integrated approach was used for the entire bud-
get process. Its advantage lies in its ability to capitalize on the successful experiences during the development of the initial measures. The 
project was implemented using the “3P” approach - Progressive, Participatory, and Pragmatic - in an effort to secure buy-in from civil 
servants and greater ownership by the relevant ministerial departments

• Progressive approach: budget reform was first implemented by a single ministerial department—health—and 36 others followed 
suit, in accordance with their respective capacities, over the subsequent seven years.

• Participatory method: measures are being designed and implemented on a gradual basis through input of staff from various 
departments. Meetings are held regularly to gather feedback and modify the strategy. This promotes ownership of the reform by 
civil servants, the key to success and lasting change. 

• Pragmatic process: the pilot departments made amendments to each provision during the experimental process to arrive at a sin-
gle harmonized approach. Different tools and methodologies used by the departments were taking into account and considered?

In the final analysis, seven years of small-scale pilot exercises saved time, offered a more effective strategy, and streamlined expenditures 
through general implementation of a reform that drew on lessons learned in each pilot department. 

Before conducting an in-depth analysis of the implementation of the budget reform in the health sector, it is important to understand the 
drastic changes that this reform entails for public financial management in Morocco.

A. Comprehensive Budget Reform

Budget reform implemented in 2002 was introduced through ongoing legislation due to its unique methodology and because it targeted 
only the pilot departments and not the entire public administration. This reform also seeks to orient public management toward results 
and performance management, based on three main points.

1. Give greater clarity to strategic choices
A revolving three-year Medium-Term Expenditure Framework (MTEF) was adopted to optimize the allocation of budgetary resources, 
and increase coherence between sectoral policies and sustainability objectives of the macroeconomic framework. This framework is now 
being implemented in the decentralized services.

This MTEF enhances the sustainability of public policies by ensuring compatibility between their future budgetary impact and the State’s 
financial resources. Moreover, it provides managers with a clearer picture of multiyear budgeting capacities, and thus helps ensure co-
herence among the various State budget components.
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2. Give greater autonomy and responsibility to budgetary managers 
Holding managers accountable for results also helps streamline public expenditure. They are granted greater autonomy in the use of 
their budgetary allocations, on condition that they provide an account of results. This represents a major step in the management of 
public accounts in Morocco, as it departs from the prior authorization rule. The main measures adopted through this are as follows:

(i) Introduction of a mechanism for globalizing appropriations: which grants greater autonomy to managers in the use of their bud-
getary allocations in exchange for their commitment to predetermined objectives as measured by performance indicators and frequent 
reporting. Payment authorization officers can make transfers within the account lines of a single public policy, without consulting the 
Ministry of Finance. The relevance and quality of the indicators with respect to each budget law are reviewed, and modifications are 
made where necessary.

(ii) Strengthening budgetary decentralization, which promotes local management to meet the expectations of citizens, by holding man-
agers accountable for results. Managers of decentralized services oversee performance- and results-based contracts with their central 
administration, which determine the resources needed to achieve the objectives based on the MTEF. These objectives are determined 
following discussions with the lower levels to estimate the cost of implementing public policies.

(iii) Reform of public expenditure control to gradually replace ex ante controls with ongoing and ex post controls based on the assess-
ment of performance. This also helps enhance the transparency of public accounts, as well as increase flexibility and simplify control 
procedures.  

(iv) Introduction of performance auditing to ensure an independent and objective assessment of administration services, which does 
not include an assessment of the political choices made, the relevance of the objectives, and the reliability of the measurement system, 
through:

Results reporting

Clarification of sectoral 
strategies

Definition of priorities and 
strategic objectives

Performance Logic Model

Breakdown into action 
programs

Establishment of op-
erational objectives and 

related indicators

Assessment of necessary 
resources through the MTEF

Estimation of resources re-
flecting the various needs 
of the target populations

Budget appropriation 
under the budget law

Reflection of priorities in 
the budget law

Execution at the de-
concentrated level 

Locally driven approach 
taking local specificities 

into account

Measurement of results

Impact assessment of the 
programs based on per-

formance indicators

Preparation of ministerial 
reports on performance 
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• performance indicators that establish a link between the programs and resources;

• analysis of the effectiveness and efficiency of results; and

• assessment of the financial and human resource management. 

This audit, which was conducted jointly by the General Inspectorate of Finance (IGF) and the General Inspectorates of the Ministries 
(IGM), led to the formulation of recommendations aimed at improving the results-based management process. 

3. Simplified procedures with an integrated information system
The Integrated Expenditure Management system eliminates the need for a paper-based information exchange. This system places pay-
ment authorization officers at the center of public expenditure and simplifies procedures by adopting the single entry principle, and by 
building capacity to operating internal control and sharing budgetary information.

B. A Paradigm Shift: the Case of the Ministry of Health
The Ministry of Health, a pioneer department in the budget reform process, brought the administration closer to regional territories. In 
addition, it adopted a performance-based budgetary management system which guaranteed improved efficiency for public expenditure.

1. Services more accessible to citizens
Traditionally, the budgets of decentralized services in the Ministry of Health and the other government departments are prepared annu-
ally by the central agencies and presented to the Ministry of Finance. Based on budget resources available for the upcoming year, the 
approach entails allocation of these resources without any major adjustments in relation to the allocations for the year underway. The 
decentralized services—the recipients—have little input in this exercise; they are informed of the appropriations that they are to receive 
once approved. This practice results in an unequal and inefficient allocation of resources among the various regions as regional needs 
are not taken into account.

Certain provisions of the budget reform process help resolve this situation. The introduction of the program budget within the Ministry of 
Health makes it possible to establish more democratic and transparent relations between the central level, public institutions, decentral-
ized services, civil society, and the private sector. The program budget approach, a contractual agreement process, is comprised of the 
following phases: (i) development and agreement of the program budget; (ii) implementation; and (iii) assessment.

Program contracts were signed with six regions. These contracts determine the resources to be put in place as well as the objectives to be 
achieved, and were supported by performance indicators. Decentralized services became more active and involved more stakeholders in 
the Ministry of Health’s budget preparation process, with forums for dialogue at all levels. The program budget links strategic planning, 
decentralized budget, and performance assessment concepts while developing a culture of accountability.

2. Performance-based programs
The Ministry of Health, the first ministry to participate in the reform process, is a model for implementation of budget reform. The dia-
gram appearing on the final page illustrates the changes introduced by the new results-based approach that ensure the effectiveness, 
efficiency, and quality of the service rendered with respect to the “Reproductive Health and Child Health Program.” It demonstrates the 
scope of the changes made through shifting from resource-based budgetary management to results based budgetary management and 
implemented, in part, at the decentralized level.

The “Reproductive Health and Child Health Program” is one of the programs in the Health Ministry’s 2008–2012 strategy. It seeks to 
improve prenatal and childbirth coverage. Two indicators are monitored:

• The prevalence of modern contraceptive methods (%); and

• The national birth rate that occurred in a health facility (%).

A number of achievements were assessed, using indicators from 2002–2006. The prevalence of modern contraceptive methods at the 
country level increased from 52 percent to 58.4 percent, while national coverage of childbirth in a health facility grew by 8 percentage 
points, jumping from 50 percent to 58.2 percent. These performance indicators help identify the results of public expenditure and inform 
future resource allocation decisions.
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Adopting the performance-based budgetary approach therefore helps assess the impact of expenditures on the health of women and 
children and enhances transparency in the results achieved. Managers, particularly those working in hospitals, are more responsible for 
the achievement of objectives.

C. Active Involvement and Results of the Pilot Departments
The gradual implementation of this reform quickly produced initial results that make a case for broad implementation throughout the 
administration. To this end, the capacities of public managers slated to work in this new framework were strengthened to promote its 
integration by the actors.

1. Multiyear budget programming now in place
During Fiscal Year 2008, nine ministerial departments developed their own sectoral MTEFs, and others are following suit. This applies 
in particular to the agriculture, energy, youth and sports, education, and justice sectors.

To develop the administration’s capacities to manage using a multiyear system, a guide for MTEF preparation was produced by an inter-
ministerial committee and widely disseminated within the pilot departments. MTEF training workshops were organized for all ministerial 
departments to enable them to assume ownership of the selected methodology. 

2. Use of the mechanism for globalizing appropriations 
Over a seven-year period, 37 ministerial departments—97 percent of the 2009 investment budget of eligible ministries—opted to glo-
balize appropriations. They all contribute to the preparation of a compendium of performance indicators established each year and 
submitted to Parliament along with the draft sectoral budgets. These departments now have a clear picture of the progress made, as they 
have become the drivers of this change. The use of a specific methodological guide facilitates its implementation. 

3. Strengthened administrative decentralization
The rules for organizing ministerial departments and administrative decentralization were established in 2005 to strengthen the skills of 
decentralized services. The division of responsibilities between the central services and the decentralized services is based on the prin-
ciple of subsidiarity, with territories given responsibility for an increasing number of public activities.

Ministerial departments are currently drawing up master plans for administrative decentralization to be implemented over a two-to-five 
year period. These plans include the powers to be transferred to the decentralized services; the officers and employees to be redeployed 
to the decentralized services; the resources allocated to these services, and the individual administrative decisions that are to remain 
within the purview of central administrations.

Against this backdrop, in 2006, the Minister of Culture established the respective responsibilities of the central and external services of 
his ministry by creating four central directorates (the Cultural Assets Directorate, the Arts Directorate, the Books, Libraries, and Archives 
Directorate, and the Administrative and Financial Directorate) and 16 regional directorates, which were tasked with the implementation 
of the ministry’s action programs.
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4. A flexible public expenditure control system
In a bid to shorten the control circuit and reduce related cost, efforts began in early 2006 to bring the operational and organizational 
functions of the General Office for the Control of State Commitments and the General Treasury of the Kingdom closer together, creat-
ing a “Control of State Expenditure Execution”. This process helps eliminate duplication of efforts on State expenditure control, which 
previously hampered the effectiveness of controls and the smooth conduct of the public expenditure execution process. This led to the 
appointment of a ministerial treasurer, a genuine single interlocutor for management services and all the partners of the Ministry of 
Finance in the area of State expenditure execution.

In addition, since 2008, a decree on State expenditure control instituted a system aimed at easing controls at the commitment and pay-
ment stages. This new control method, which will be implemented across government by 2012, emphasizes the manager’s role in the 
public expenditure execution chain. This does not entail the transfer of expenditure control to the payment authorization unit, but rather 
ensures that this unit, in its capacity as the payment office, guarantees the security and quality of the expenditure procedures.

A Performance Forum was also launched to bring together the representatives of several payment authorization officers to share best 
practices in budget management and public expenditure. This Forum enables all payment authorization officers to share and exchange 
tools, practices, and working methods in a forum created specifically for them. The workshops developed methods of organizing internal 
controls and manuals, all of which are currently being tested in a number of departments.

5. The introduction of performance auditing
To establish performance measures as a core component of the administration’s practices, a performance audit manual consistent with 
international auditing standards adapted to Moroccan legislation and regulations has been implemented to support the training activi-
ties in this area for IGF and IGM inspectors. The results are significant: at least 20 performance audit missions were conducted during 
Fiscal Year 2008 and 2009. 

6. An integrated information system
An Integrated Expenditure Management system was designed. It is currently being deployed in a number of departments with implanta-
tion government-wide scheduled to begin on January 1, 2010. The Integrated Expenditure Management is a standardized and joint 
budgetary and accounting information system for all actors involved in public expenditure, which will help achieve the following:

• Reduce the delays in processing expenditures;

• Optimize expenditure processing costs;

• Simplify the expenditure execution circuits and procedures;

• Make budgetary and accounting information available in real time; and

• Provide quality service to the stakeholders involved in public expenditure.
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Particular attention is given to the use of appropria-
tions rather than to expenditure results. Managers 
are not held accountable for the results of their ac-
tions. The needs of the population are poorly under-
stood. Managers have limited budgetary flexibility. 
There is a lack of visibility of the public activities and 
of galvanizing objectives for the services. There is an 
absence of performance assessments. 

Use of appropriations

Establishment of priorities and breakdown of the 
strategy into programs consistent with the needs of 
the population and mobilizable financial resources. 
Considerable flexibility is given to managers for the 
management of the program’s appropriations.

Reproductive Health and Child Health Program

The objective of the expenditure is defined and 
known to the various actors: managers, auditors, 
Parliament, and the citizens. The managers are held 
accountable for the achievement of the objective.

Establishment of objectives: Example: Improve-
ment of prenatal and childbirth coverage.

Performance indicators help establish a link between 
appropriations allocated for actions, programs, or 
activities, and the intended and expected results 
from the use of these appropriations.

Definition of performance indicators: each ob-
jective is supported by one or several performance 
indicators.

Operational and deconcentrated services commit to 
achieving the established objective. Balanced cover-
age of the territories and the proximity of beneficiary 
populations are established, thus facilitating a great-
er impact of expenditure. Staff are held accountable 
and mobilized for the achievement of individual 
objectives assigned to them, thereby contributing 
together to the achievement of the program’s objec-
tives.

Execution at the deconcentrated level: Contrac-
tualization of relations between central services and 
deconcentrated services.

Achievements are assessed at all levels: staff, admin-
istrative structures deconcentrated and national ser-
vice, using the two established indicators: Prevalence 
of modern contraceptive methods; childbirth rates in a 
health facility; average waiting period before medical 
care is provided.

Performance evaluation conducted: The preva-
lence of modern contraceptive methods; childbirth 
rates in a health facility; average waiting period 
before medical care is provided. 

The gaps between projections and achievements 
are explained. The adjustments to be made to 
improve achievements in future years are specified. 
Parliament and citizens are informed of the results 
achieved. 

Accounts rendering: Performance reports.

A VIRTUOUS CHAIN PROMOTING THE EFFECTIVENESS AND EFFICIENCY OF EXPENDITURE AND QUALITY PUBLIC SERVICE
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Toward general implementation
The gradual implementation of the reform facilitated ownership of its goals and objectives by all public managers, as well as the joint 
design of its mechanisms, taking into account characteristics of the Moroccan budgetary system, the prevailing situation on the ground, 
and international practices.

Budget reform in Morocco is at such an advanced stage that it is now essential to incorporate it into the organic law on the budget law 
to clarify the legal scope of the various innovations being gradually introduced and give them legal force to ensure the irreversibility of 
the process. The Moroccan experience accords priority to a pragmatic, progressive, and participatory approach to help build on achieve-
ments prior to amending the basic provisions of the public finance law.
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Introduction
Facing multiple socioeconomic challenges, Zimbabwe is making a concerted effort to meet the 
needs of its citizens, who are calling for greater accountability, transparency, and results. A key tool 
for that effort was added in 2005, when the government, in cooperation with the United Nations 
Development Program (UNDP), introduced the Results-Based Management (RBM) Programme to 
strengthen the public sector’s capacity to plan, coordinate, implement, monitor, and evaluate policy. 
The effort has the following components:

• Results-based budgeting 

• A results-based personnel performance system

• Results-based monitoring and evaluation

• E-government.

The RBM Programme aims to enhance public sector efficiency, effectiveness, transparency and ac-
countability as well as improving service delivery to meet National Development priority targets. It 
also seeks to establish a direct link between the budget, public sector performance and results pro-
duced at output, outcome and impact levels.

The initiative has shown the importance of the following ingredients for success: committed leader-
ship at all levels; a national dialogue around a common vision; an enabling environment reinforced 
by effective training; and widespread buy-in throughout the public sector.

This case study focuses on the genesis of the RBM Programme following the implementation of a 
series of public sector reforms in Zimbabwe. It also highlights the progression, achievements, chal-
lenges encountered, and critical success elements that were experienced by Zimbabwe as it rolled 
out this important programme.

Genesis of the Results-Based Management Programme
When Zimbabwe achieved independence in 1980, it inherited a dualistic economic system, with 
one part serving the interests of a white minority and the other, which was underdeveloped, serv-
ing the majority black population. Independence triggered a number of reforms to address the 
socioeconomic imperatives of reducing poverty and lifting the living standards of impoverished 
Zimbabweans.

In 1989, the Government of Zimbabwe created a Public Service Review Commission to see how 
public services could be delivered more efficiently and effectively. The commission identified the 
need for reforms to strengthen policy coordination, performance management and monitoring, with 
outsourcing of selected public functions. The government, with the support of development partners 
such as UNDP, launched programs to implement the recommendations. When the program cycles 
concluded, evaluations were commissioned to map what the reforms had achieved and the way 
forward.

The 2002 evaluation of a UNDP funded project called “Strengthening Government Capacity for Re-
forms” (SGCR) underlined the need to reorient the reform process from a piecemeal approach to a 
comprehensive whole of government approach. It also emphasized the need to drive the reform pro-
cess from a central agency such as the Office of the President and Cabinet which has an oversight 
role of government. In the same year, the consulting firm ARTD Malaysia was contracted through 
UNDP to evaluate the program on Strengthening Policy Coordination and Monitoring Initiatives. This 
evaluation highlighted numerous institutional, organizational and systemic weaknesses that limited 
government efforts to achieve its national macroeconomic and developmental goals. Among these 
weaknesses were the following:

Solomon Mhlanga  is the 
Principal Director of the Mod-
ernisation Department, Office 
of the President and Cabinet in 
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CoP Core Management Team 
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An Integrated Results-Based Management  
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• A misalignment between national planning and the budgeting system;

• Poor cross-program planning, leading to allocation of scarce resources to overlapping programs among ministries;

• Lack of critical performance information other than financial expenditure;

• Lack of certainty about ongoing resource flows, forestalling strategic planning for long term development initiatives;

• Inadequately structured systems for monitoring and evaluation of both policy and implementation; 

• Inadequate plans for hiring and retaining human resources; 

• Inadequate financial and motivational incentives to promote a performance culture in the civil service.

Both evaluations clearly indicated the need for the Government of Zimbabwe to shift from the traditional public sector reforms it had 
been instituting toward a comprehensively integrated RBM system.

These recommendations triggered a series of high-level discussions within government and consultations with several development 
partners that led to adoption of the RBM Programme.

Retrofitting Government to Results-Based Management 
In 2005, the government initiated implementation of an Integrated Results-Based Management System in the public sector and a UNDP-
funded preparatory program was developed to design, introduce and implement the prerequisite infrastructure for an integrated RBM 
system across all ministries, departments, and agencies. The integrated system was to consolidate stand-alone or independent programs 
on Public Finance Management, Performance Management, and Monitoring and Evaluation which were already being implemented 
by the government. Building on this, an RBM structure was developed comprising four major pillars: [Results-Based Budgeting (RBB), 
Personnel Performance System (PPS), Monitoring & Evaluation (M&E), and e-Government (e-G)].

Results-Based Budgeting

Results-Based Budgeting, key to the process, is driven by the Ministry of Finance. It emphasizes cost effectiveness in the allocation and 
expenditure of financial resources for implementation of achievable and results-oriented projects and programs by all ministries and 
departments. Each ministry produces a performance framework that spells out the specific outputs to be produced by the end of the 
financial year, with a detailed work plan of how these outputs are to be achieved from a given budget. Expected outcomes and impact 
are also specified. On the basis of this framework, the permanent secretary then signs a performance agreement, confirming the min-
istry’s commitment to produce the indicated outputs for that financial year. The agreement is countersigned by the Chief Secretary to 
the President and Cabinet, who is the head of the civil service. The system is designed to assist the permanent secretary by spotlighting 
areas likely to demand close attention. The Chief Secretary uses it as a tool to monitor the performance of a ministry against set targets 
on a quarterly basis. Line Ministries upload information on a quarterly basis into the system, which then generates a performance report. 
Validation of this report is carried out through physical checks on the ground. Both the Ministry of Finance and the Office of the President 
monitor performance through the system. The system also allows the Ministry of Finance to manage and monitor financial resources 
better by assuring that ministries do not continue to draw down funds when outputs are not being achieved. Overall though, the system 
is a management tool designed to improve performance rather than penalize managers.

Personnel Performance System
This core component is driven by the Public Service Commission. It seeks to improve public sector service delivery through a committed 
and highly-motivated workforce. It integrates the strategic use of critical human resources with the use of financial and other resources 
to achieve desired program results. Officials in a ministry will use the performance agreement prepared under results-based budgeting 
to develop individual work plans that highlight how each employee will contribute to the production of specific outputs and outcomes. 
This will make it easier to attribute responsibility for the success or failure in achieving targeted outputs, and provide an objective basis 
for rewarding or sanctioning employees by job performance. 

Monitoring and Evaluation
The Monitoring and Evaluation System is managed by the Office of the President and the Cabinet to facilitate generation of timely and 
accurate information about ministry outputs. Called the Zimbabwe Integrated Performance Management Solution (ZIPMaS), this e-
enabled system consists of three modules (program planning, program monitoring and program reporting). First, information in a min-
istry’s annual plan, including its outputs, is uploaded onto the ZIPMaS to provide an electronic monitoring plan for the ministry (planning 
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module). Second, output data is regularly uploaded onto the ZIPMaS to electronically track progress being made (monitoring module). 
Third, ZIPMaS generates electronic quarterly performance reports on a ministry’s outputs (reporting module).

E-government 
The e-government component is being designed to facilitate efficient service delivery by government to businesses, citizens, and employ-
ees. E-government will therefore be implemented in the context of a larger effort to modernize and transform how business is conducted 
in the public sector. The government has undertaken a sector-by-sector e-readiness survey to establish the degree of penetration by 
information and communication technology (ICT), how existing capacity is being used, what ICT equipment and facilities are available 
and what the regulatory framework is. Survey results will be used to develop an ICT policy for implementing e-government.

Achievements
Establishing the RBM system was deemed critical to outfitting the government with the tools it needs to carry out its development and 
Public Sector Investment Programme (PSIP) initiatives. While not all of the pillars are in place yet, much has been accomplished. High-
lights include the following:

• Awareness and appreciation of the RBM philosophy, concepts and tools spread across all ministries and departments. Govern-
ment officials from middle management to permanent secretary have been trained and now have the skills to use RBM tools in 
strategic planning, management and implementation. Officials are now working with greater clarity about expected outputs, 
outcomes, and impacts as they strive to achieve national development targets.

• Human resources have been mobilized and reorganization has occurred to ensure the success of the RBM program, including 
the appointment of steering committees as key drivers for the RBM pillars and the designation of a department in the Office of 
the President and Cabinet to spearhead implementation.

• A pool of 40 trainers was established to bring agencies and departments up to speed in the new concepts and tools used to pro-
duce Integrated Performance Management Frameworks. RBM training has now been institutionalized in Public Service Training 
Institutes, and the Ministry of Public Service is working toward making it a mandatory course for all public servants.

• The basic infrastructure for integrating RBM into budgeting, personnel management, and monitoring and evaluation has been 
established. As noted above, this included establishment of the electronic-based of ZIPMaS.

When the basics of the system were in place, a review was conducted to validate what had been accomplished and identify any gaps 
before the full-fledged three-year integrated program cycle commenced. The review emphasized the need for the following:

• Building consensus around a National Vision embracing all stakeholders to create an enabling environment within which RBM 
can flourish and be sustained;

• Driving the existing commitment to RBM at the highest political level throughout the entire public sector to ensure that requisite 
leadership is demonstrated at all levels;

• Expanding training activities to meet new and evolving needs for orientation and skills at senior government levels.

Overcoming Challenges
During the course of implementation, challenges had to be met, some extraneous to the program and others intrinsic. Four are worthy 
of in-depth discussion.

Surmounting Inflation

The most devastating challenge that Zimbabwe has faced since 2000 is hyperinflation. During 1997-2002, inflation rose from 18 per-
cent to 135 percent. After 2003 it spiraled out of control and reached the astounding level of 231 million percent by July 2008. This 
severely complicated RBM implementation since ministries were unable to deliver their planned outputs, shelving many activities to a 
later date. However, the Global Political Agreement signed by key political parties in the country in September 2008 was followed by the 
adoption of the United States dollar and the South African Rand as the country’s currency and has resulted in inflation being reduced 
to levels below 3 percent during 2009.
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Changing the Culture
Although appreciation for the concept of RBM and its benefits is permeating the government, putting it into practice requires manage-
ment initiatives that help to transform the culture so that officials put aside doing business as usual and actively embrace the new ethos. 

Getting Top Management Directly Involved
While the RBM Programme was launched by the vice president in February 2005, buy-in from other top management levels like min-
isters, parliamentarians and commissioners needs strengthening. This can be attributed to the fact that this group still needs further 
training to fully understand and appreciate what managing for results entails. Support by ministers will go far to reorienting the whole 
machinery of government to focus on producing results that benefit the public.

Getting E-Government up to Speed
E-government implementation is the one core element of the new framework running behind schedule. Lack of a lead agency was the 
primary cause for delay. A new Ministry of ICT has now been created and is working to complete an ICT policy before the end of 2009. 
Flagship e-government projects are therefore expected to begin coming on stream in 2010.

Achievements
The Global Political Agreement of September 2008 has broken the declining economic trend line of the past decade, renewing prospects 
for recovery. The government therefore has renewed implementation of RBM with even greater vigor by giving particular attention to 
the following:

• The program is being rolled out to quasi-government institu-
tions such as local authorities, parastatals and state enterpris-
es. This move is expected to enhance accountability, transpar-
ency and sustainability of the entire public sector.

• Plans are under way to establish an administrative moderniza-
tion and planning department responsible for spearheading 
public sector modernization reforms. This strategically placed 
department, to be housed in the Office of the President and 
Cabinet, will be well equipped to provide needed technical 
inputs and advisory services to ensure implementation.

• Development of a Change Management Module to assist civil 
servants make the transition from the old way of doing busi-
ness to one that challenges them to deliver results to the citi-
zens they serve is high on the agenda.

• The contract and procurement systems need revision to make 
them RBM compliant so they do not hold back the effort to 
modernize government administrative systems. 

• Particular attention will be given to capacity building to main-
tain and enhance the levels of knowledge and skills in the sys-
tem by scaling up the quality of results frameworks, conduct-
ing regular integrity checks and fine-tuning RBM Programme 
tools.

Public Servants being trained in RBM concepts and tools

 

Government senior managers receive RBM training
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Introduction
A crucial aspect of managing for results is the ability to collect key national statistics and feed them 
into a monitoring and evaluation (M&E) system to see whether policies and projects are on course.1  
Managing for Development Results (MfDR) has taken on urgency with the growing focus on the Mil-
lennium Development Goals (MDGs), making policy makers in developing countries and the inter-
national development community increasingly aware of the importance of statistics in informing their 
actions and measuring what is achieved. In recognition of this transition to evidence-based policy 
making, the February 2004 Second International Roundtable on MfDR held in Marrakech called on 
countries to implement strategic planning activities to develop their statistical systems.2  Such exer-
cises were needed because statistical information in many countries, still does not garner the moral, 
political and financial support it deserves in light of the essential role it plays as a strategic resource 
for planning, decision making, good governance, accountability and management.

The use of statistical information in Ethiopia can be traced back nearly a half century. Demand for 
statistical information for economic management grew after 1957 and by 1960, a United Nations 
Economic Commission for Africa (UNECA) resolution to which Ethiopia was a signatory made the 
collection of statistics a regular government activity. In the years since, their application has grown 
across a range of activity.  The major data users were surveyed in 20083 to indicate what roles 
statistics played in carrying out the work of their organizations. As the results show (Table 1), policy 
monitoring and design were at the forefront4. 

Table 1: Statistical Use by Organizations in Ethiopia

Purpose of Use Percentage of Organizations 
Monitor policy implementation 65%

Government policy design 60%

International reporting obligations 53%

Accountability to development partners 44%

Geographical resource allocation 40%

Inform democratic debate 28%

Foreign investment decisions 28%

Business & household decisions 14%

Source: CSA user-needs survey (2008)

The main aim of this case study is to assess how the development of statistical capacity in managing 
for results is strengthening leadership and public management in Ethiopia.

1 Emerging Good Practices in Managing for Development Results, First Issues Source Book, OECD and the WB, 
2006
2 National Strategies for the Development of Statistics (NSDS): Some Issues in Design and Implementation Planning; 
Partnership in Statistics for Development in the 21st Century (PARIS21); March 2007.
3 Ninety-one institutions were interviewed
4 Of course this analysis ignores the intermediate use of statistics by the Central Statistical Agency and Ministry of 
Finance and Economic Development (MoFED) for statistical frameworks such as national accounts and the balance 
of payments.
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MfDR and the National Statistical System in Ethiopia
Ethiopia is the second most populous country in Africa after Nigeria, with more than 74 million people.5  It has registered an impressive 
annual economic growth rate over 10 percent since 2004/05, surpassing the annual 7 percent target set by the planning horizon of 
the second Poverty Reduction Strategy Paper (PRSP). Although the major source of economic growth is agriculture, it is complemented 
by strong performances in the manufacturing, construction and service sectors. The Government of Ethiopia (GoE) adopted the Agri-
culture-Led Industrialization (ADLI) Strategy in the early 1990s to spur economic growth and has used it as the umbrella for organizing 
development programs and interventions to alleviate poverty and meet the needs of its citizens. Since then marked improvements have 
been registered in human development indicators (Box 1). The two PRSPs formulated since 2002 are anchored in the ADLI, during which 
notable progress has been made toward meeting the MDGs. 

The government adopted the strategy of managing for results during the first PRSP,6  putting it center stage in implementing a multi-
pronged agenda that included infrastructure and human development, rural development, food security, and capacity building. Civ-
il service reform to improve public service delivery, judicial system reform, improving democratic governance, and deepening and 
strengthening the decentralization process to shift decision making closer to the grass roots to improve program responsiveness and 
performance were integral to the development strategy. Tracking the progress of PRSP implementation relied on the Welfare Monitoring 
and Evaluation System, which had been in place since 1996. It was designed to

• Monitor input and process indicators (such as public spending, adoption of reforms) across levels of government as a measure 
of implementation 

• Monitor output indicators (such as for education, health, infrastructure) at various levels of aggregation (household, woreda,7  
national) as a measure of institutional efficiency

• Monitor developmental outcomes to track overall progress in achieving developmental objectives

• Relate performance to indicators of decentralization and capacity building to gauge the effectiveness of the reform process in 
improving service delivery

• Evaluate the impact of key government policies and programs in reaching desired objectives

5 Population and Housing Census. Central Statistical Agency (CSA). 2007
6 Sustainable Development and Poverty Reduction Program (SDPRP): 2002/03–2004/05. Ministry of Finance and Economic Development (MoFED). 2002. 
Addis Ababa, Ethiopia.
7 The lower echelon of the administrative structure of government, corresponding to a district and containing around 100,000 inhabitants 

Box 1: Progresses in Human Development Indicators
In 2007/08, 96.7 percent of children enrolled in primary schools (GER: 96.7 percent and NER: 84.4 percent). Immunization cover-
age for measles rose to 72 percent in 2007/08 from 40percent in 1995. Under-five mortality rate declined from 167 per 1,000 
in 2002/03 to 77 per 1,000 in 2005/06. Maternal mortality declined from 870 per 100,000 in 1995 to 673 per 100,000 in 
2005/06. The percentage of Ethiopians with access to clean water rose from 19percent in 1995/96 to 59.5percent in 2007/08. 
Meanwhile, the head-count poverty rate has dropped to 36percent in 2006/07 from 45.5percent in 1995/96. The figure below 
offers additional examples.
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Clearly, monitoring and evaluation are highly dependent on the kinds and quality of data available for comparison. A strong National 
Statistical System (NSS) is therefore key to strengthening the monitoring and evaluation and MfDR processes in Ethiopia. To make sure 
that the foundation for M&E and MfDR were sound, the government undertook an assessment of the NSS.

What is the status of the NSS? First, the current system is very complex, with more than 40 participating organizations. The NSS has the 
following attributes (that is, it has certain strengths and weaknesses, and faces opportunities and threats).

Strengths include: 
• Abundant resource support by government over a long period of years 

• A long tradition of data production 

• Well-established interagency statistical groups

• A well-managed and disciplined organization at the hub of the statistical system at the CSA

• A tradition of medium-term planning in statistics

• An established program of surveys with standard questionnaire forms

• A data archive established in the CSA. 

Weaknesses include:
• Limited focus on in-depth analysis of results and research 

• Insufficient publicity about statistical products and services, leading to under-used data 

• No established quality-assurance procedures for statistics published by producers other than CSA

• Inadequate data coordination—contradictory estimates issued from data producers using similar variables

• Lack of timeliness in some data production activities 

• No single focal point for all national statistics or a single database for statistics produced by all ministries 

Opportunities include: 
• Strong political will to improve data and results management is evident from the government’s promotion of Business Process Re-

engineering (BPR) to improve institutional and business efficiency. The BPR process creates opportunities to improve Management 
Information Systems (MIS) and results management in all ministries and agencies that report data to the NSS. 

• The recently appointed Statistics Council has powers to issue directives for the governance of the National Statistical System and 
to implement the statistics law8  fully 

• The demand from leaders to build a more coordinated statistical system will provide the impetus for better coordination of all 
official statistics. 

• A results focus at lower tiers of government may instigate new technologies and strengthen data collection and use in the entire 
country. 

Threats include: 
• Statistical needs of the modern economy are not met:

 ¤ Internal migration (due to rapid growth of the labor force and land pressure)

 ¤ Comprehensive and timely data on vital events

 ¤ A comprehensive and timely labor force survey

 ¤ A survey of the mining and quarrying industry

 ¤ Construction surveys with better price series for construction input costs

8 The current statistical law was passed on 20 April 2005, and is cited as the Central Statistics Authority Establishment Proclamation No. 442/2005
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 ¤ Timely manufacturing surveys

 ¤ Environmental statistics—minimal at present, with priorities for agricultural, soil protection and natural resource data

 ¤ Import and export price indices to monitor the impact of external price changes on the domestic economy.

• Statistics fail to tackle new policy priorities by restricting themselves to traditional areas of statistical coverage:

 ¤ Need for a rural socioeconomic survey (including off-farm activities)

 ¤ The need for reliable data to meet emerging demands, for example on the informal sector for the national accounts system.

 ¤ The need for frequent data.

• Knowledge is concentrated in individuals not institutions. 

• Steps are not taken to build trust in the reliability and impartiality of official statistics by including stakeholders and knowledgeable 
experts in quality-assurance processes.

Statistics Capacity Development and the NSDS
Building public sector capacity to collect and use statistical data empowers countries as they seek to exercise stronger public manage-
ment leadership. To steer the development process toward the goals they have defined, countries need stronger capacity for statistics 
production and use.

The NSS in Ethiopia has limited capacity and not all data needs can be satisfied. Many of the demands are costly, while others would 
be very difficult or impractical to collect

Table 2: Statistical Resource in the National Statistics System
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Designated unit for producing statistics? Y/N Y Y Y Y Y Y Y Y Y Y Y Y Y Y N Y Y Y 18

Solely for producing statistics? Y/N Y Y Y N N N Y N N Y N Y Y Y N Y Y Y 12

Posts statistics on a ministerial Web site? Y/N Y N Y Y N N Y N N Y Y Y N N N N N N 8

How many people are in the unit? 12 5 4 5 3 8 26 5 8 2 12 11 1 4 0 33 10 75 224

Number of professional statisticians in the unit? 3 0 1 3 2 5 4 3 4 2 2 3 0 1 0 2 5 3 43

Number of professional IT specialists in the unit? 0 0 2 2 1 1 0 0 0 0 2 7 0 3 0 0 0 7 25

Number of computers in the unit? 12 4 3 5 2 10 26 5 15 3 12 11 1 4 0 2 3 50 168

Recognizing that the system needed strengthening, the government identified several goals for the NSS: To provide quality and timely 
statistical data obeying the specified basic principles of statistics; To keep the continuity of statistical data production; To maintain the 
integrity and high standard of statistical work in the country; And to become a reliable source for policy development. The drive for 
improvement led to formation of the National Strategy for the Development of Statistics (NSDS). The NSDS covers the entire statistical 
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system, not just the work of the Central Statistical Agency, although the latter 
played a lead role in drafting the new strategy. With the financial help of 
the World Bank, the CSA9  laid out a vision to have “a National Statistical 
System providing credible statistical data for better decision making in sup-
port of sustainable socioeconomic development” whose mission would be to 
“produce and disseminate nationally coordinated, timely and good-quality 
statistical data for planning; monitoring and evaluation; for socioeconomic 
analysis, research and policy formulation.”

The NSDS, which follows on from the already phased-out Medium-Term Sta-
tistical Programme10  (MTSP), is different in content, scope and coverage. It 
was approved in May 2009 by the Statistical Council, which is headed by His 
Excellency Sufian Ahmed, Minister of Finance and Economic Development. 
In the process of designing the NSDS, high-level commitment was provided 
by the political leaders and senior government officials (key policy and deci-
sion makers) who made or ratified the major decisions (about, for instance, 
reforming and restructuring the NSS, revising a legal framework, and creat-
ing coordination arrangements). Country ownership was asserted through 
this leadership, integration of the NSDS into national development policy 
formation, and a consensus-building/advocacy process. Furthermore, the 
road map for the design of the NSDS was developed nationally, where the 
input came from throughout the NSS system and other stakeholders. Box 2 
reflects the sentiments of different NSDS stakeholders.

NSDS and Managing for Better Results
The NSDS has been established to address the threats and weaknesses of the current NSS, preserve its strengths, and seize opportunities 
to develop the country’s statistical capability. Hence, it builds public sector capacity to collect and use statistical data and help ministries, 
departments and agencies to exercise stronger public management leadership. The process of crafting the NSDS also helped identify 
new data needs or gaps in the area of agriculture and environment; prices, national accounts and welfare monitoring; manufacturing, 
trade and industry; and social statistics. 

The NSDS set in place focused on six strategic themes each having a specific role to play in addressing the weaknesses mentioned above. 

Strategic Theme1: Implementation of the Statistics Law
The first theme relates to the coordination of the NSS, and requires the establishment of a NSS coordination unit in CSA. This unit would 
manage the development of common standards, classifications and definitions; negotiate legal agreements between each NSS partner 
and the CSA; agree any support to be given to partners by CSA; and manage the data quality assessment process.

Establishment of a methodology and support unit in the Central Statistical Agency for quality assessment and NSS capacity building will 
have sufficient clout to develop legal undertakings with other ministries, departments and agencies and to enforce quality improvements 
within the CSA and the wider national system. This authority will be reinforced by a memorandum of understanding between the CSA 
and its NSS partners.

Strategic Theme 2: Develop data quality procedures
Quality assessments are the responsibility of a special NSS coordination unit located at CSA. Each statistical collection is assessed pe-
riodically, according to a pre-determined timetable. The results should be made available, and an improvement programme agreed. 
Members of the quality assessment panels may include experts in the subject matter from academia or research establishments as well 
as suitably qualified civil servants trained in the use of the quality assessment framework. To aid quality improvements and adherence 
to the statistical standards, ministerial statistical units should be established in each NSS partner.

9 National Strategy for the Development of Statistics. Central Statistical Agency (CSA). 2008
10 The MTSP (2003- 2008) focused on statistical development in the CSA not the entire Statistical system

Box 2: Stakeholders View on the NSDS

“Ensuring the standardization concepts, defini-
tions, classifications and methodologies used by 
all agencies, coordination of the national statistical 
system (NSS) and avoiding duplications in undertak-
ing statistical activities, which confuse data users, 
are among the expected outcomes of implementing 
the strategy. Besides, it is [intended] to eliminate the 
data inconsistency problems between CSA and other 
government agencies like the Ministries of Education, 
and Agriculture and Rural Development.” 

Samia Zekaria, Director General, CSA.
 
“Quality assurance, speedy analysis, along speedy 
networked dissemination are obvious areas of im-
provement offered by the NSDS has come up with. All 
these issues are what we have been discussing with 
CSA, and they tried to improve these aspects, we are 
very satisfied.”

Fidele Sarassoro, UNDP Resident Representative 

Source: Addis Fortune (n.d.). “New National Statistical 
Strategy in the Cards” 10 (473): May 24, 2009.
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Strategic Theme 3: Enhance advocacy and use of statistics
The NSDS preparatory process highlighted problems in stakeholders’ knowledge of the availability of statistics. More publicity for statisti-
cal products is required, publication calendars should be made available for all NSS producers, and all statistical releases should be 
accompanied by press conferences to raise the users’ awareness of statistical products. Access and use of data should be enhanced by 
a common website for the NSS which provides a one-stop-shop to users, and more training given to users. The training would include 
hands-on support to use survey databases and software.

Strategic Theme 4: Methodological improvements & statistical modernisation
The gaps which were agreed as priorities were for statistics relating to the environment and commercial farming; non-sedentary popu-
lations about whom little is known; and for a range of price and economic statistics, particularly the construction sector and import 
and export indices. Improvements in the business register and integrating register data sources are recommended as a first step, and 
developing modeling techniques for ‘difficult’ sectors is recommended. Improving demographic projections was a priority for many NSS 
partners who need accurate denominators in order to express statistics obtained from registers and administrative records as ratios or 
percentages.

The agricultural and population censuses will continue to be conducted on a 10 yearly cycle. Sample survey programmes will continue 
on a cycle similar to the MTSP, but the contents of different surveys would be rationalized and expanded to include more information 
about the informal sector, cottage industries and small-scale farming of spices and vegetable crops.

Addressing this theme creates the opportunity to use better, more timely and reliable data for public spending allocation. For example, 
the Federation Council uses population, poverty level and infrastructure coverage data—inputs that come from the NSS—when allocat-
ing regional transfers, which has substantial impact on development intervention budgets at the woreda and kebele11  levels.

Better numbers can also save lives. In Ethiopia, almost every year five to six million “food insecure” people need emergency provision as-
sistance. Early warning and readiness mechanisms to manage and ease the “human risk” require timely and accurate data on possible 
casualties to identify vulnerable woredas/kebeles. The Food Security Agency and the Disaster Prevention and Preparedness Commission 
are charged with leading and carrying out an effective response and they rely on the NSDS to supply the monitoring and evaluation 
information to do so.

Through methodological improvements and statistical modernization can also facilitates the use of poverty mapping through provision 
of reliable time-series welfare data. This is crucial for effective dialogue about development intervention outcomes to help hold officials 
accountable for what has gone awry while enhancing good public management and better service delivery. Development of a compre-
hensive business register (including state and commercial farms) will enhance tax collection, leading to improved budget allocation and 
transfers to regions. Updated and dependable health and demographic data will allow the government to better assign health extension 
workers and target the establishment of new health posts and health centers.

Strategic Theme 5: Capacity developments in the NSS
The supply of trained statistical staff will need to be increased, as staff retention is becoming problematic and demand for information 
and communication technology (ICT) and statistical staff is growing among the international community in Ethiopia. ICT staff is particu-
larly difficult to appoint and retain in the government service and they are essential to upgrading and improving statistics in ministerial 
statistical units. Continually upgrading skills is important, and training can act as an incentive to staff to remain within the government 
service. A full training needs analysis of the NSS will be required, and an in-service training programme put in place. 

Due to the high turnover of staff, knowledge management is vital. Systems are required to document fully the statistical value chain and 
to maintain up-to-date metadata. This will ensure continuity even when staff moves on from their current positions.

Technological improvements can vastly improve data quality, timeliness and accessibility. A programme of technological improvement is 
proposed, including computer assisted data capture and improving networking in the NSS. Satellite imagery has proved to be invaluable 
in undertaking statistical activities, and will be used for estimating environmental and agricultural variables.

11 The lowest administrative echelon, below the woreda level in the government structure.
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Strategic Theme 6: Relationship of NSDS to the PASDEP monitoring and evaluation system
The process of defining official statistics is an important consideration requiring constant review. The NSDS is concerned with regular 
sustainable statistics and ad hoc statistical activities fall outside the remit of official statistics. While ad hoc surveys are outside the remit of 
the NSDS they may still be published by government bodies and development partners should be alerted about CSA’s role in coordinat-
ing statistics and commenting on statistical quality. It is important that all research of a statistical nature is included on the NSS website. 
The policy needs of statistics should be under regular review to ensure that priority needs are met, and changing priorities catered for.

Ongoing Challenges to the NSDS
Although the government has shown strong political will, leadership and commitment in the NSDS process, challenges remain. First, 
retaining institutional knowledge in the CSA is becoming very difficult due to the absence of better incentives for experienced experts. 
Statistical data from the NSS have to be converted to an official statistics after assuring the quality using the Ethiopian Data Quality As-
sessment Framework (EDQAF). Unless this is made and realized most of the data generated might remain on the shelves of the produc-
ing institute. This needs an immediate development of the EDQAF having a great consult with members of the NSS and move forward for 
its practical implementation. Statistical knowledge and awareness about use of and access to official statistics among the public and the 
media is very low. Moreover, the physical plant at CSA is not conducive to modern technological and management techniques. There is 
a need for more space and better facilities to improve user access to NSS resources, in-service training, and team working. Low statisti-
cal capacity (lack of well trained and senior staff, poor office facilities, and so on) is prevalent in ministries in the NSS system. Finally, the 
need to organize the CSA as autonomous government entity has to be worked out which one way or another may help in addressing 
most of the challenges mentioned above.

Conclusion
The Government of Ethiopia has made it clear that poverty eradication is its main development agenda by preparing two PRSPs based 
on the ADLI strategy. To steer the development process toward the goals it has defined, the government needs to garner the moral, 
political and financial support to strengthen its capacity to generate accurate, relevant and timely statistics and use them in Managing 
for Development Results. Such data is essential fuel for powering results-based monitoring and evaluation systems. Introduction and 
implementation of the new National Strategy for the Development of Statistics are designed to improve the process by building user 
awareness of and confidence in official statistics through the timely release of relevant data while improving coordination and coherence 
among NSS producers and stakeholders. The NSDS is a building block for developing the culture and institutional means for realizing 
the MfDR agenda. The public sector service delivery reform process and government’s Business Process Reengineering lend opportuni-
ties to amplify the process by improving management information systems and results management in all data ministries and agencies. 
This process should be coordinated from a system-wide perspective to further strengthen the NSS. 
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In the first phase of the Second National Community-Based Rural Development Project (PNGT2) , 
3,013 villages in Burkina Faso identified, funded, and addressed their needs. The villagers became 
stakeholders in their own development, a process that led to active local, social, and political in-
volvement not anticipated at the time of project design. The 18,250 micro-projects implemented 
through this initiative  between 2002 and 2007 paved the way for  successful decentralization in 
Burkina Faso by guaranteeing strengthened local governance and  social capital of community 
members. This case study is an extension of the PNGT2 monitoring and evaluation study published 
in the second edition of the Sourcebook on Emerging Good Practice on Managing for Development 
Results (2007).1

Introduction and Context
Prior to this program, development activities were conducted at the village level by organizations 
and apex structures, among them farmer’s, women’s, and herder’s groups. Each entity worked in 
isolation, depending on the development needs and priorities of its sector. There was no federated 
or coordinated organization in place to build synergies and lay the foundation for true local devel-
opment. This void was not conducive to building social cohesion among communities. In addition, 
although traditional chiefs were vested with decision-making authority, they did not have the requi-
site skills to orient and coordinate development activities. 

To compensate for this deficiency, the Government of Burkina Faso agreed to implement a com-
munity-based intervention over a fifteen-year period, divided into three five-year phases, called the 
National Program for Decentralized Rural Development, of which PNGT2 is the main implementa-
tion tool.

The PNGT2, placed under the supervision of the Ministry of Agriculture, Water, and Fisheries Re-
sources, completely overhauled the governance structure in villages. Oversight responsibilities are 
now assigned to the communities themselves, represented and organized around village commit-
tees for land management (CVGTs). Each community covered by the PNGT2 prepares a manage-
ment plan during a village assembly meeting. Based on these joint sessions, an assessment is done 
and an action plan for curbing identified constraints is proposed, discussed, and adopted by the 
villagers. This participatory planning process is completed with the prioritization of activities, their 
financial evaluation, and the preparation of an annual investment plan for the five years ahead. 
These activities are microprojects that cover basic needs such as access to drinking water and sanita-
tion and educational services.

In this case study, we demonstrate how strengthening local governance in these communities – the 
exercise of administrative, economic, and political authority by stakeholders in villages and com-
munes – increased involvement of the citizens and non-governmental organizations in the manage-
ment of local affairs. This also encouraged the community members to take initiatives and monitor 
management by their elected officials. This study also assesses the impact of the PNGT2 in the area 
of social capital or interactions within a community, the intersecting networks and the level of trust 
among members. More importantly, it demonstrates how the PNGT2 participatory approach helped 
bring in social conditions conducive to joint management within rural communes, a crucial factor 
for successful decentralization, which bodes well for achieving development results that benefit the 
rural poor. 

Our analysis is based on the monitoring and evaluation (M&E) reports prepared over the course 
of the program and, more specifically, on a large-scale survey conducted in 2008 among PNGT2 
stakeholders and beneficiaries at the end of the first phase.2  This study, the first ever of its kind, 
involved 13,500 persons, both CVGT members and regular citizens, spread over 100 rural com-
munes (900 villages or one-third of all villages in the country).

* Translated from French
2 PNGT2 Secretariat. Baseline study on social capital and local governance in Burkina Faso, Ouagadougou, November 
2008
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The findings of this survey support our analysis demonstrating that PNGT2 contributed to the introduction of effective local governance, 
with authority being exercised with transparency so that villagers work together more and become stakeholders in their own develop-
ment. PNGT2 results greatly benefitted rural communities while paving the way for effective decentralization.

1. Inclusive Local Governance that Fosters Social Cohesion 
Using a participatory approach, the PNGT2 helped communities transform CVGTs into federative entities. For this reason, they served 
as a laboratory for testing local governance at the village level in real time. 

a. The Structure of CVGTs
Over a five-year implementation period, the PNGT2 has contributed to building capacity within close to 2,800 CVGTs. CVGTs are re-
sponsible for preparing and implementing the village development plan. In this regard, close to 90 percent of the participants surveyed 
agree that activities conducted take into account the aspirations of the people. CVGT members are responsible for the oversight and 
management of investment works at the village level. Most activities involve social infrastructure works that reflect the priorities of citizens 
such as the development of bottomlands and the building of schools, health facilities, crossings, and boreholes.

 CVGTs serve as a point of entry for the technical and financial partners assisting with the socioeconomic development of villages. They 
represent the various social groups and professional organizations in villages. Each office has between 30 and 50 representatives, 
depending on the village, most of whom have been democratically elected by the villagers at a general assembly convened for this 
purpose. These representatives provide villagers with periodic reports and work within the following three entities:

• The Land Commission, which establishes the duties and responsibilities of the CVGT;

• The General Assembly, which is vested with decision-making authority and is composed of the representatives of socio-profes-
sional groups in villages; and

• The Executive Office which, in addition to the members of the office, is composed of specialized commissions established on the 
basis of the specific needs of villages.

 The members of the CVGT office in Soumdi village held consultations to implement programmed activities. 

b. The Dual Contribution of Communities
The unique nature of this approach and, without a doubt, the key to its success, lays mainly in the contribution made by each community. 
The communities not only contributed to the physical execution of projects; they also mobilized their own resources to execute them.
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They mobilized financing through the development of a co-financing mechanism estab-
lished between community member and financial partners. Village resident deposited a 
lump sum into the village bank account, a prerequisite for a transfer of a PNGT2 subsidy. 
The amount varied from one micro project to another based on a national distribution 
scale. Through this mechanism, each community mobilized its resources, with the contribu-
tion by household or compound (group of households living in a defined unit) ranging from 
CFAF 100 to CFAF 1,000 (slightly more than US$1 to US$10). Because it was a lump sum, it 
was not based on household revenue; however, even though the amount took into account 
the financial capacity of residents, it happened that communities appealed to residents liv-
ing outside the village for the funding needed.

Without these funds, the CVGT would not have been able to meet its commitments. While 
some villages with very high poverty levels had difficulty mobilizing these resources, com-
munities were generally able to obtain the funds needed to make this contribution. This 
demonstrates their commitment to development activities conducted by the CVGT. The con-
tribution of communities amounted to almost 10 percent of the program budget, or close to 
US$5 million. A total of 6,820 co-financing agreements were signed between the PNGT2 
and the CVGTs.

In-kind contributions were also made. Village residents participated directly in road works 
and provided the materials necessary to build infrastructure. Rural communities received 
technical and organizational capacity building training to enable them to supervise their 
own work. A total of 4,858,812 people have received training, allowing them to carry out 
their local development activities more effectively. 

All socio-professional in communities were involved in the planning, co-financing, training, 
and project construction phases. This helped strengthen social cohesion within communities 
and revitalized a number of farmer and producer organizations. Each village neighbor-
hood was required to follow the planning schedule of CVGT officials on a day-to-day basis. 
In return, the latter had to provide periodic accounts of their management.

 Work beneficial to communities (building fences) to prevent soil erosion.

2. Transparency in Local Management 
Over a five-year period, communities executed 18,250 microprojects, spread among several sectors of economic activity such as plant 
production, water for villages, educational infrastructure, school infrastructure, and road infrastructure. These microprojects amounted to 
more than CFAF 25 billion, or US$50 million, which was directly managed by village communities in a completely transparent manner.

Box 1 
In 2002, the village of Dour Yarce 
(1133 inhabitants) set a CVGT. In this 
context, general meetings open to 
all are held twice a year. The com-
mittee meets on a monthly basis. Its 
members first identified problems re-
lated to water, food security and soil 
conservation. In response, wells and 
other facilities were built with the sup-
port of villagers. This community has 
contributed 29 percent of total expen-
ditures amounting to 4.6 million CFA 
francs (10,000 dollars), a proportion 
higher than the national average of 
20% co-financing community.

Mohamed Drabo, Moussa Ouedrao-
go, « Experience of the Programme 
Nationale de Gestion de Terroirs 
(PNGT2) in Burkina Faso », PLA 
Notes, (49), April, 2004, pp. 48-51.
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a. Accountability Requirements
To ensure sound management and transparency –– the CVGTs were established to be accountable to communities. Officials were re-
quired to provide a periodic account of results obtained through the financial and physical contribution of their community members. 
These sessions, which were effective forums for dialogue open to all village residents, allowed the latter to ask questions and report 
improper activities. All matters related to village development were covered at these forums. Although villagers were not directly involved 
in decision making, except through their elected officials, 70 percent of those surveyed reported that decisions in their organizations 
were made in a collaborative manner.

b. Trust in their Representatives
The stakeholders who received training during the course of their participation in the PNGT2 proved beneficial to the decentralization 
process launched in 2006. The majority of individuals from the CVGTs were quickly assigned responsibilities within municipal councils 
(CMs) or village development committees, which replaced CVGTs.

With regard to the role of these representatives in the current context of the implementation of decentralization, we note that the qual-
ity of administrative governance of the CMs was mentioned by respondents to the survey. In fact, the findings of the survey show that 
95 percent of individuals surveyed think that these entities function well. During the first fiscal year, 70 percent of the regular municipal 
council sessions were held, a figure that is certainly below the 93 percent target set by the Decentralization Law, but which is neverthe-
less encouraging. This gap is attributable to the lack of experience of CMs, internal leadership conflicts among elected officials and, in 
particular, to political meddling which made it difficult to convene meetings. We should point out however, that community ownership of 
the PNGT2 process was spontaneous. Eighty percent of those surveyed indicated that as a result of the PNGT2, the level of trust increased 
or held steady, a factor that attests to the positive impact of the program. 

c. A Participatory Monitoring and Evaluation Process 
We note that only 43.7 percent of Monitoring and Evaluation (M&E) activities were fully executed, and a mere 16.6 percent and 9.4 
percent of the financial oversight and execution oversight activities, respectively, were conducted. This figure can be understood only 
by taking into account that communes were established fairly recently and thus lack experience. In addition, the vast majority of local 
elected officials are illiterate. However, ownership of participatory monitoring tools by municipal councils remains a significant chal-
lenge, the results of which depend on the educational level of the relevant stakeholders. PNGT2 requirements could only be met in the 
area of M&E by according greater priority to capacity building at the commune and village levels in order to ensure the impartiality of 
individuals when conducting their development-related activities. This is the approach adopted during the second phase of the PNGT2, 
which began in 2008. During that year alone, more than 1,100 technical partners received training in participatory M&E and local plan-
ning. Despite the fact that a number of problems related to corruption, absenteeism, or inappropriate regulations have surfaced, 91.6 
percent of survey participants expressed the view that commune officials are competent. 

3. Strengthened Social Capital 
Prior to PNGT2 intervention, collaboration and networking did exist. However, this process was enriched and strengthened through the 
contribution of CVGTs in particular, a situation that was conducive to joint planning, collaborative management, and cooperation with 
the aim of building and promoting access to work.

a. Pooling of Resources 
These activities have forged even stronger links within communities. Members have learned to work together at development sites in their 
villages. During field visits, we often heard members say “the PNGT2 approach is a source of learning for us.”3  In fact, members now 
take joint and effective action to organize themselves in ways that allow them to tackle a specific problem. 

One of the key factors strengthened by this program was the ability to network, the key elements of which are solidarity, trust, coopera-
tion, mutual support, social, civic, and economic participation, and community support. Networking was evident in farmer organiza-
tions, women’s associations, and groups of several associations or producers operating in the same sector. In essence, the PNGT2 
approach empowered the project beneficiaries by making them full and active partners, as opposed to the authoritarian and centralized 
approach used up to that point. 

3 Perception of the impact of PNGT2 activities by the target populations.  March  2005.
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A microproject such as the one involving the development of 25 hectares of bottomlands in Foula village in the rural community of Kor-
simoro, aimed at boosting rice productivity. It was of interest to a number of producers who organized themselves into a management 
structure in order to divide and cultivate a given plot of land in an equitable manner. The trust among stakeholders facilitated effective 
farming of this bottomland and mobilized all the community energy and resources needed to develop this project. The members of this 
community often lent each other money to enable a relative to contribute to this initiative.

b. A Participatory Process 
This initiative, in addition to others developed with PNGT2 assistance, is part of a decentralized and participatory approach. It facilitates 
the enhanced preparation and implementation of policies and programs that permit communities to chart their own development path. 
The beneficiary or community member who is present throughout the entire process – planning, execution, monitoring, and evaluation 
– is thus the best-suited stakeholder to develop local knowledge and ensure his community’s development. 

Conclusion
Communities are involved in the entire project-related process, from the identification phase to the execution and monitoring phases, 
assuming responsibility for all levels of investment management and ensuring their sustainability. In this respect, the PNGT2 produced 
a positive effect by strengthening social cohesion and building trust in the community. Beneficiaries learned to work collaboratively to 
achieve their own development.

The approach adopted by the PNGT2 helped pave the way for decentralization in Burkina Faso. The launching process also drew on the 
Local Government General Code adopted in 2004 and the political impetus derived from the 2006 elections outlining its orientation, 
competencies, and operating procedures, as well as territorial government entities and administrations. At the local level, members of 
former CVGT offices are now working with the new village development committees and municipal councils. These entities are benefit-
ting from the capacity building provided to the people in the context of the PNGT2.

 

Box 2: Assessment of Local Governance 
The President of the Samou CVGT in the Gnagna region describes the CVGT as 
a federative grouping or “djèkoulouba” of all village entities.  He underlines the 
changes made:  “In the past, there were several groups.  Each worked in isolation.  
Now, with our CVGT, everyone comes together (children, women, young people, 
and the elderly) to exchange ideas on issues related to the development of the 
village. This approach allows us to organize ourselves differently and to better 
manage our affairs.”
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